NCIRS

This microfiche was produced from documents received for
inclusion in the NCJRS data hase. Siace NCIRS cannot exercise
control over the physical condition of the documents submitted,
the individual frame quality will vary. The resolution chart on
this frame may be used to evaluate the document quality.

i

5 12 f2s

2 (122 122

e

= [l22
e

2 e

O

lI= 1l

.25

—_—

MICROCOPY RESOLUTION TEST CHART
NATIONAL BUREAU OF STANDARDS-1963-A

Microfilming procedures used to create this fiche comply with
the standards set forth in 41CFR 101-11.504

Points of view or opinions stated in this document are
those of the author(s) and do not represent the official
position or policies of the U.S. Department of Justice.

U.S. DEPARTMENT OF JUSTICE

LAW ENFORCEMENT ASSISTANCE ADMINISTRATION
NATIONAL CRIMINAL JUSTICE REFERENCE SERVICE
WASHINGTON, D.C. 20531

L o = o e S e i g v

Date filmed;

T

R A

S,

s 1]y
R e v

_If you have issues viewing or accessing this file contact us at NCJRS.gov.

BASIC
ELEMENTS

OF
INTELLIGENCE

A Manual of Theory, Structure and Prbcedures
for Use by Law Enforcement Agencies
Against Organized Crime

By
E. Drexel Godfrey, Jr., Ph.D.
and

Don R. Harris, Ph.D.

The fact that the Law Enforcement Assistance Administration
furnished financial support for the writing and publishing of
this manual does not necessarily indicate the concurrence of
LEAA in the material presented herein.

Technical Assistance Division’
Office of Criminal Justice Assistance
Law Enforcement Assistance Administration
Department of Justice

November, 1971

For sals by the Superintendent of Documents, U.8, Government Printing Office
Washington, D,C. 20402 - Prico $2.10




FOREWORD

This manual is the product of two men experienced in the processes
and operations of intelligence at the national level. They have spent many
years as participants in the latter stages of the intelligence process—analysis
and reporting, reevaluation, and management. From these vantage points
they have also been closely associated with the other elements of the process—
collection, evaludtion, and collation. They were asked by LEAA to bting
this knowledge and experience to bear on the problems posed to the law
enforcement agency by their need to develop and to improve intelligence
directed against organized crirme.

Since this project obviously required knowledge of how intelligence is
now produced in law enforcement agencies and what are the dimensions of
the target, namely, the organized criminal, the two authors went to the field
to find out. The many involved in this effort at the local, State, and national
level gave most generously of their time, giving the authors a full, fast, and
what might have been an unique display of operations, structure, personnel,
and problems. Without exception they were most encouraging in the project
since there was little in the literature to guide them in their efforts to
establish an intelligence unit and to operate it effectively.

During the process of drafting the manual, many of those visited also
gave of their time to review the sections and chapters in draft. They offered
much assistance and many ideas. In this sense the manual can be considered
a joint effort by the community of intelligence units in the many law
enforcement agencies which participated. They bear no responsibility for
the final product, yet without them it could never have been brought into
what the authors believe is direct focus with the practical problems currently
faced by the intelligence units across the country.

There were some that gave specific assistance to the authors and should
be recognized for their help. Mr. Charles Lister made a major input of
ideas and did the initial draft of Appendix A, Intelligence and the Law.
Mr. Leonard M. Zandel contributed the bulk of the section in appendix B
on computer operation security. Mr. Vincent Piersante of the Michigan
State Police contributed his lists of questions which were used in appendix G
to provide a starting point for an agency to develop its own question form
for the important function of debriefing. The New England Organized
Crime Intelligence System was kind enough to permit the reproduction of
two analyses used as examples of strategic intelligence reporting (appendix E).
The State of Florida Department of Law Enforcement was kind enough to
allow the reproduction of their excellent guidelines for use in background
investigation of applicants (appendix F).

The authors are deeply indebted to Georgia Lee Furniss, not only for
editing the text in a most professional manner, but even more importantly
for culling from the text a series of specific principles or guidelines to be
found in appendix D. The project could not have been successfully con-
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cluded without the ever present assistance-of Phyllis Modley, who not only
combined the functions of office administrator, research assmta.nt, and gen-
eralist to-do-what-had-to-be-done, but also isd§olféy responsible for the
nt bibliography which appears as appendix G.

excel‘é‘fi:nally, meirtignyshould bepinade of the several members of I:,EAA who
gave us counsel, guidance, and the fullest of support——Mr..Martm B. Dan-
ziger, former Chief, Organized Crime Program and now Director, National
Institute of Law Enforcement and Criminal Justice; Mr. Louis Scalzo, cur-
rently Director, Technical Assistance Division; Mr. jpsepll A. Nardoza,
Regional Administrator, Region II (New York); and Mls:s. Karen H. Clarké
Mr. Joseph F. Cahill, in addition to his other. tasks, cfarn‘ed the burden.o
arranging the details of the many trips. Mxkf: Favmchlo.made a major
contribution in his work preparing the graphic presentations. 'And last
but far from least, the authors express much gratitude to MlSS.CS Dlan.e Lehr
and Jan Eichenseer for bearing the burden of final manuscript typing.

PREFACE

The basic objectives of this manual are:

® To describe the process of intelligence and to point out how law
enforcement agencies may apply intelligence to combat organized
crime.

® To explore structure, training, staffing, and security of intelligence
units and to provide guidelines for commanders of law enforcement
intelligence units to improve their overall management. .

® Lo present trends in the law as they may now and in the future im-

pinge on the mission and functioning of the intelligence unit of law
enforcement agencies.

The guidance presented in this manual cannot be specific. It cannot
be since the size of intelligence units varies widely as does the threat posed
locally by organized crime. The manual does point up the changing nature
of organized crime, and suggests how techniques from disciplines unfamiliar

to law enforcement can be adapted effectively to aid in the fight against the
organized criminal.

One focus of the manual is on the needs of the head of the law enforce-
ment agency. His understanding of what intelligence can do to help him
carry out his responsibilities is critical. If he does not understand this, the
intelligence unit may employ excellent techniques to produce excellent
intelligence, but it will only be tactically useful. The strategic role of the

law enforcement agency in meeting the challenge of organized crime will
not be served.
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GLOSSARY

Agency Head—A phrase in this manual used to refer to the head of any law
enforcement agency—Ilocal and State police, local and State prosecutors
offices, etc.

Analysis—The function of assembling in a logical manner bits and pieces of
information to form patterns and meaning.

Analyst—A person in an intelligence unit that performed the analysis function.

Collation—The function of handling, sorting, and filing information, includihg
the sifting out of useless information, the orderly arrangement of collected
materials so that relationships may be established, and the creation of a
system for rapid retrieval of filed information, ,

Hypothesis—A tentative statement of the meaning of a collection of information
when arranged in a logical manner.

Indications Intelligence—Information processed by an intelligence unit which
informs of or suggests the occurrence of an event.

Information—Written or oral reports or documents, shori or long, telling of an
event, or an activity.

Intelligence—Information that has been processed—collected, evaluated, collated,
analyzed, and reported.

Intelligence Officer—A person engaged in the substantive work of an intelligence
unit—investigative, analysis, or command.

Intelligence Reports—Written or oral presentations that convey intelligence to
CONSUMETS,

Intelligence Studies—Intelligence reports that cover subjects that have been re-
searched and analyzed in depth.

Intelligence Unit—A phrase used in this manual to refer to intelligence orga-

nizations regardless of size or the type of agency in which they are an element.

Investigator—In this study it refers to the personnel in an intelligence unit that
performs the investigatory task.

Law Enforcement Agency—Any official unit at the State or local level that has the
responsibility for enforcement of ordinances and laws relevant to its juris-
diction.

Organized Crime—Means the unlawfu]l activities of the members of a highly

organized, disciplined association engaged in supplying illegal goods and
services.

Premonitory Intelligence—See Indication Intelligence above.
Raw Data—Information that has not been put through the intelligence process.
Strategic Intelligence—Intelligence that indicates significant patterns of activity

that may become a major inputs to the planning and decision levels of
the agency.

Tactical Intelligence—Intelligence that is immediately useful to the enforcement
element of an agency.

Unit Commander—A phrase used in this manual to indicate the commander of
an intelligence unit regardless of size or type agency of which it is an element.

®iii




Chapter I

THE ROLE OF
INTELLIGENCE IN
COMBATING ORGANIZED
CRIME

INTRODUCTION

Special weapons are needed to combat orga-

‘nized crime. Unlike the street gang or the single

hoodlum, the large criminal syndicates have, as
their name suggests, an organization behind
them, often with sophisticated members in key
positions and usually with much larger “operat-
ing budgets” than the average law enforcement
agency. In some localities organized crime
amounts to a countersociety complete with its
own set of perverse human values and societal
rules. In most localities organized crime seeks
to conceal itself by buying official protection. In
all localities where it exists organized crime
shields its leadership from prosecution by
insulating the command levels from direct
involvement in criminal acts.

For all these reasons organized crime presents
the law enforcement agency with a special and
difficult challenge. A single arrest, or even a
series of arrests, may not seriously impair the
effectiveness of a self-perpetuating organized
crime network; indeed, picking off individual
cri.minal figures, simply as the opportunities
arise, may amount to nothing more than offi-
cially sponsored career development for the syn-

dicate. Great numbers of impatient young men
have been waiting a long time on the organiza-
tional ladder for their older superiors to move
on.

If law enforcement is to tackle organized
crime systematically, it must have a strategy, or
strategies. The development and perfecting of
strategies rests on sound intelligence. This
manual has as its objective the elaboration of a
sound intelligence service to support law en-
forcement in combating organized crime. A
main focus of the volume is on intelligence sup-
port to the command level of law enforcement
agencies,! but there is also a substantial amount
of material on intelligence support for opera-
tions. The distinctions hetween these two
support roles will be discussed below.

WHAT INTELLIGENCE MEANS

“Intelligence” is a word that gives gram-
marians headaches. It can mean a select piece
of information: “I have inlelligence which tells

1The phrase “law enforcement agencies” is used through-
out this manual as a general reference and includes State,
county, and local police departments, and prosecutors at
similar levels.




me that the Second National Bank is going to be
robbed.” It can describe a process of- physical
and mental acts: “Through the use of intelli-
gence techniques, I have concluded that this city
may soon see a gangland war.” It is sometimes
used to define a specific function within a law
enforcement agency: ‘“‘Captain Jones from In-
telligence tells me that he is being transferred to
Traffic.”  All of these, of course, are proper
usages. What concerns us here, however, is not
a grammatical oddity, but an understanding
of the word as it applies to 20th century law
enforcement.

THE INTELLIGENCE PROCESS

Intelligence is the end product of a complex
process, sometimes physical and always intellec-
tual. The end product is most often an in-
formed judgment; it may also simply be a
thoughtful description of a state of affairs; it can
be a single fact, or best guess. The process which
generates these judgments, descriptions, or facts
and near facts, is called the intelligence process.
(It is discussed in detail in chapter II.) The
intelligence process refers to the handling of
individual items of information and their con-
version into material useful for law enforcement
purposes. The process includes the collection
of data, the collation (or combining and storage)
of data, the evaluation and analysis of the col-
lected and stored data, and the dissemination of
the analyzed and evaluated material. Collection
and storage are traditional pursuits of law en-
forcement agencies; the other parts of the in-
telligence process tend to be less well understood
and in some cases are hardly practiced at all. A
basic premise of this manual is that the systematic
exploitation of raw data through the operation
of the intelligence process can provide the law
enforcement agency with a high-quality end
product. The process turns information into
intelligence.

Raw information can be processed into a va-
riety of intelligence end products. In the sim-
plest form it may be no more than descriptive
—the biography of a known organized crime
leader, the background history of a criminal
activity, a sketch of the human relationships in
an illegal business enterprise, etc. Such intelli-
gence normally is used by intelligence officers to
assist them in their work, as reference material
to provide them with an understanding of the
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criminal world they are exploring. It can also
become an input to intelligence reports and
studies. In some cases a piece of raw informa-
tion may give a hint or warning of things to
come or criminal activities developing. This
type of information when received by a law en-
forcement agency is called premonitory or
indications intelligence.

The most useful way of categorizing the dif-
ferences in intelligence end products is to focus
on the use of the material by consumers of in-
telligence. On this basis, there are two broad
and sometimes overlapping categories: tactical
and strategic intelligence. (See chapter II, page
11, for detailed definitions.)

Tactical Intelligence

Tactical intelligence is that which contributes
directly to the success of an immediate law en-
forcement objective. It may be the supplying
of a lead to an investigator; it may be compila-
tion of a list of potential surveillance subjects;
it may be some small new fact supplied by an
observant police officer who is aware that reports
on the activities of a certain loanshark are being
entered in a dossier on the subject. Clearly, tac-
tical intelligence can take many forms. One
form is as simple as passing a fact from one police
intelligence unit to another: “You asked if we
had any information about X. Well, not much.
He is, however, as associate of Y.” What trans-
forms this item from simple information to
intelligence is that a report attesting to the rela-
tionship between X and Y had previously been
accepted by the first intelligence unit, evaluated
as having sufficient credibility to be entered in
its files, and considered substantial enough to be
passed on to the second unit. It is tactical in-
telligence because, presumably, the intelligence
unit requesting the information is in the process
of assembling a file on X with a view towards
eventual apprehension of X as a lawbreaker.

Strategic Intelligence

Strategic intelligence is the highest form of the
end product of the intelligence process. It is a
blending of facts and analysis to produce an
informed judgment on a major aspect of a law
enforcement agency’s objectives. An example
of strategic intelligence would be a report to the
head of the agency on the growth of organized

crime in a major sector of the metropolitan area.
It might be an analysis of the development of
certain criminal phenomena in a neighboring
city with some suggestions as to how quickly the
home city might be affected. Strategic intelli-
gence differs from tactical in that it deals with
the larger issues with which the top decision-
makers of the agency are concerned, not the nuts
and bolts of intelligence support which the in-
vestigator or patrol officer on the street must
have to do his job.

To clarify further the role that strategic in-
telligence plays in the workings of a law enforce-
ment agency, it is useful to consider what a
principal policymaker or strategist needs to meet
his responsibilities. In the case of his obligation
to lead the agency in its effort to reduce or neu-
tralize organized crime, he should have available
at all times a full picture of the strength, influ-
ence, and effectiveness of criminal syndicates in
his jurisdiction (and neighboring jurisdictions).
He should have a strong feeling for the weak-
nesses in the social and economic fabric of the
city he serves. For example, he should know
what types of businesses, unions, social organiza-
tions, etc., are controlled or penetrated by orga-
nized crime and to what degree; equally, he
should have some appreciation for which insti-
tutions are most susceptible to future penetra-
tion—and this includes, of course, the political
institutions of his jurisdiction. Finally, he must
know what weapons or strategies are available to
him in the battle against organized crime and
what he needs to sharpen his weapons or improve

his strategies. A disciplined, imaginative intelli- -

gence unit, equipped with proper manpower
resources, can provide him with support on all
of these fronts.

THE COMMAND LEVEL AND ITS USE
OF INTELLIGENCE

But the agency head? cannot expect intelli-
gence support on such matters to flow up to him
automatically. He must make clear what his
needs are to his intelligence unit commander,?

2 The phrase “agency head” is used throughout this manual
as a general reference, and includes chiefs of police depart-
ments, district attorneys, and State attorney generals,

3The phrase “intelligence unit commander” is used
throughout this manual as a general reference and includes
the head or commander of intelligence units regardless of
their specific title in their own agency.

how and when and in what format he expects
to receive the finished intelligence product. If
the agertcy head is himself preoccupied with the
tactical details of enforcement activities, then he
will only receive tactical intelligence from his
subordinates instead of the broad interpretive
material that can give him a perspective on the
major planning moves he must make.

The flexible use of intelligence materials as a
prime tool of management may be a difficult
concept for some law enforcement leaders.
Their leadership style has traditionally been
quite different—making the big case, being up
front in the dangerous raid, responding alertly
and efficiently to emergencies. These have been
the hallmarks of leadership. As the size and the
functions of law enforcement agencies have ex-
panded, leaders have not always kept pace with
the changes taking place all about them. They
have, with rare exceptions, allowed agency size
to outstrip command control, and paperwork to
smother thought. Organizational structures
have remained static. By and large the leader-
ship passively receives problems instead of per-
ceiving them in advance and heading them off.
While most agencies now have small planning
smits, these are primarily hostages to the budget
process.

What has been lacking—and too often lacking
at all levels of leadership in law enforcement—
is the disposition to think systematically about
responsibilities and assets. Objectives are rarely
viewed as problems requiring careful planning
and the setting of priorities. Horizons are not
scanned for potential emergencies so that pre-
monitory action can be taken to preempt them.
Or if they are, it may be at the last moment
when preparations are by necessity hasty and
possibly ill-conceived.

This unhappy picture, admittedly somewhat
exaggerated, is a product of flabby mental dis-
cipline. It means that in many cases law en-
forcement leadership has not seen fit to put
intelligence to work-—that is, leadership has been
unwilling to require a staff component to ex-
amine the agency’s movement toward a given
objective or the fulfillment of a specific respon-
sibility. It has been unwilling to use the bright
minds in its ranks to measure a problem, dissect
it, pore over it, balance the demands of that
problem against the current deployment of
agency assets, and draw conclusions about a
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course of action to meet the problem. Leader-
ship has been exercised from the hip, not from
the head.

THE ANALYTIC METHOD IN THE
SERVICE OF THE POLICYMAKER

One large metropolitan intelligence unit com-
mander recently completed a survey of the judi-
cial disposition of narcotics cases which his
agency had brought before the city’s judicial
authorities. The study was detailed and thor-
ough. Itshowed.that a great proportion of nar-
cotics offenders apprehended in a major sweep
program over a year's time were either back in
business or soon would be. The study showed
more; it demonstrated that the agency’s arrest
procedures had been poor by citing the large
number of cases thrown out of court for proce-
dural defaults; it further showed that, given
court backlogs and prison overcrowding, the
agency's whole approach to the narcotics
problem was bound to fail. The system simply
could not absorb wholesale prosecutions and
confinements.

By demonstrating the failure of the unit’s nar-
cotics control policy, effective use of the analytic
method opened the door to adopting a new and
hopefully more realistic policy. In this instance
the raw data had nothing to do with organized
crime, but were statistics from the city’s criminal
justice system arranged in meaningful groupings
and related to the agency’s own policies and
arrest procedures. The story illustrates a fine
piece of strategic intelligence put to work in sup-
port of a principal policy responsibility of the
agency head. It is one for which there are too
few parallels around the country.

GETTING DOWN TO BASICS

The law enforcement agency head, who wishes
to establish a sound and effective intelligence
unit that can serve all operational levels of his
organization (including his own), should begin
by getting down to basics. He must define for
himself what an intelligence unit should do,
what its functions should be. He should have a
firm grasp of where. it should fit structurally in
the agency. Finally, he should understand what
the minimum essential components of a good
intelligence unit are. Having satisfied himself
on these counts, he will be in a position to move
toward his objective,

THE THREE ESSENTIALS OF AN
INTELLIGENCE UNIT

There are three essential components of an
intelligence unit. Or to put it another way,
there must, at a minimum, be provision for three
activities to take place. The absence of any one
of the three could have a crippling effect on the
effective functioning of the intelligence unit.
(See figure 1: The structure of the intelligence
unit, page 5.)

Gther activities or organizational subelements
can be added to the three, but they merely give
the whole operation greater flexibility and
sophistication.

The minimum essentials are:

1. Files containing information arranged
in a manner susceptible to rapid and effec-
tive exploitation for the purposes of analysis.
They should be thoroughly cross-refer-
enced and organized functionally as well as
biographically.

2. There must be a formal, permanent
arrangement for a flow of raw information
to reach the unit from whatever sources can
be tapped: unit investigators, technical col-
lection devices, other reporting elements
of the agency and other agencies, public
and official record repositories, and private
data collections where possible and legally
defensible.

8. There must be one or more persons
specifically designated as analysts. That
person (or persons) should be capable of
developing from the file records and the
incoming raw information patterns, net-
works, connections, new areas of organized
crime penetration, etc. Without the ana-
lyst, the information flow cannot be utilized
effectively to contribute to the strategic
purpose of the agency. Without the ana-
lyst, much of the incoming raw information
will remain just that; moreover, a great
deal of it will be lost forever in untapped
filing cases.

“ADD-ONS” TO THE ESSENTIALS

The listing above is not exclusive; many other
functions and specialties can justifiably be added
to an intelligence unit which serves a major
metropolitan area. Beyond the essential nu-
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cleus, however, “add-ons” will simply be proud
moments in empire building if each accretion
does not contribute significantly to the overall
objective of the unit: the production of sound,
finished intelligence which can be of substantial
use in neutralizing organized crime. But most
agencies will find they can absorb “add-ons” that
improve the quality and quantity of their in-
telligence effort. Among the possible peripheral
contributors are a specially detailed investigative
squad working only for the agency’s intelligence
needs, a technical equipment section to handle
photographic and electronic surveillance equip-
ment, liaison officers to work with precinct
commanders or with other agencies, highly
specialized personnel, such as accountants,
systems analysts, etc., and information control
technicians.

FACTORS MAKING FOR SOUND
INTELLIGENCE

Sound intelligence on organized crime can be
provided to the law enforcement agency’s top
commmand level if it is demanded and if quality
standards for the intelligence product are im-
posed. Good quality intelligence depends on a
number of factors, of course, but perhaps the
most important one is the separation of the
intelligence function from responsibility for
operations. For a number of reasons, merging
of the two functions will end in the dilution of
the intelligence function as the hunt reaches a
climax and an arrest seems near:

1. To unravel a major criminal syndicate
may take many months or years of pains-
taking work; it may require temporary
moratoriums on arrests of criminal offend-
ers while more intelligence is gathered to
gain access to higher and higher echelons
of the group. ’

2. Organized crime's involvement in
some apparently legitimate business affairs
requires the use of specialized intelligence
officers, frequently from outside traditional
law enforcement agencies; they would prob-
ably not be authorized to make an arrest no
matter how eager they were to do so. (The
separation of intelligence and operational
responsibilities is discussed in chapter III.)

8. The intelligence officer must not be-

come a partisan of any particular opera-
tional policy. An intelligence report which

winds up by recommending that an agency .

take specific courses of operational activity
is not a good intelligence report. Should
that policy fail—or some other approach be
adopted and succeeded—something of the
credibility of the intelligence unit will have
been lost.

There is no room for the intelligence officer
to develop an emotional identification with a
given operational plan. Sooner or later emotions
will get in the way of objectivity.

INTELLIGENCE AS A STAFF FUNCTION

What, then, should be the relationship be-
tween the agency'’s chief operational planner or
strategist and the intelligence unit? Ideally, it
should be as close as possible. As a staff orga-
nization the unit should be expected to supply
the agency head with all the intellectual material
he needs to lay out his strategy or make his
operational plans. The intelligence unit, or its
commander, should be part of the process of
strategy formation, not a proponent of any par-
ticular approach. Nevertheless, the commander
should be in a position to warn of the conse-
quences of embarking on a strategy or opera-
tional plan whose implications do not appear to
be clear to the agency head. . In order to do this
effectively, he must not tarnish his image of
objectivity by lending his support to some other
strategy or plan.

The relationship between agency head and
intelligence unit must be close enough so that

the head’s requirements can be quickly and

clearly transmitted to the unit. Filtering his
requirements through many hands can result in
the production of intelligence he does not want
or need. By the same token, it is the agency
head’s responsibility to insure that his views of
the quality of the intelligence he is getting feeds
back to the unit. In this way the end product
can be developed and polished and handcrafted
to a point where the agency head finds it not
only useful but indispensable. At this point,
intelligence will have served its proper role as a
principal tool of the command level. (The place
of an intelligence unit within a law enforcement
agency is discussed in detail in chapter IIIL.)

The Agency Head’s Intelligence
Brief or Report,

Each unit commander must decide how in-
telligence is to be served up to the agency head.
He will have his own 'tastes and idiosyncrasies,

‘but whatever these are, certain guidelines are
‘necessary. A routine delivery or presentation

schedule is useful because it becomes something
that cannot easily be postponed or skipped.
Some agency heads will want their intelligence
reports or briefings (written or oral) daily, some
once a week; it makes little difference as long as
the presentation is at a fixed point in time. The
contents, of course, will depend on local circum-
stances and personal needs, but a few minimum
standards should be built into any brief.

Usefulness

The intelligence contained in the agency
head’s brief should first of all be useful—that is,
‘directly concerned with the head’s area of re-
sponsibility for organized crime. It will only be

confusing to him, for example, if ex.raneous

material on street crime is included in an orga-
nized crime brief. If a street crime has been

‘committed about which he should be informed,

news of it should be brought to him by his
enforcement division, or should be placed in a
special category of the commander’s report.

Pointedness

The intelligence contained in the brief must

‘be pointed—that is, shaped in such a way that

the significance of the item to the agency head
is immediately apparent. For example, it is next
to worthless to include in the report a list of cars
stolen in the city over night, complete with their
descriptions, license numbers, etc. The agency
head is not likely te vetrieve any of them himself
and, therefore, has no need to know or interest
in knowing that one was a “blue 1969 Dodge

sedan.”  On the other hand, if the city has been

suffering a wave of organized car thefts, an item

‘might be composed which said simply, “The

wave of organized crime car thefts is still rolling
without any signs of slowing up. Last night’s

count was eight, the largest since the operation

began last month. No progress yet on resolution

of this problem.”

s o e

Timeliness

The agency head’s intelligence brief should
also be timely. It will help neither him nor the
intelligence unit if he is given information he
already knows, simply because a brief is sched-
uled to be presented. In the case of the auto-
mobile thefts, for example, let us say that the
enforcement chief has already told the agency
head of the past night’s score. The intelligence
brief obviously should not duplicate this infor-
mation. But it may be able to go a little further.
Perhaps it can report on similar crime waves in
neighboring cities and what breaks have been
made in those cases, if any.

The brief had- best be crisp—short, gram-
matically uncomplicated, stripped of extraneous
detail, and well organized. Finally, it should be
up to date—there is no point in providing the
head with ancient history simply to point out
the heinous nature of organized crime, Case
histories can sometimes be useful, if they make
a point—but the point should be clearly stated
at the outset.

PUSHING OUT THE TRADITIONAL
BOUNDARIES

So far the discussion has centered around con-
cepts of intelligence support for the agency head
concerned with organized crime. Once the head
has adopted the analytic methods suggested in
the foregoing to meet his strategic and planning
problems, he will find that his perceptiveness has
increased, his capacity to think beyond the tra-
ditional boundaries of a problem enhanced.
This will be critical over the next few years as
organized crime changes its methods of opera-
tion and moves into more sophisticated and less
obvious criminal enterprises. It will require a
broad and flexible approach to cope with the
subtler machinations of criminal syndicates as
they develop confidence around the country.

EXPANDING THE INTELLIGENCE
DATA BASE

The simplest way for most law enforcement
agencies and their intelligence units to expand
their resources is to build on their present in-
telligence data. For many, this is now only a
series of biographic files on known ‘“family”
members and assorted local hoods, which obvi-
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ously is completely unable to support an ana-
lytic effort. First of all, such an ordering of
data is useful only if the strategic assumptions
of the agency are geared to a case-by-case ap-
proach. It presupposes that “a pick-em-off-one-
by-one” strategy can cope with quite sophisticated
organizations operating more or less clandes-
tinely, sometimes illegally, but quite often
legally. It presumes, also, that the law enforce-
ment agency can keep pace with or outstrip the
sophisticated practices of organized crime. It
ignores the fact that for every organized crime
figure knocked off by arrests, there are several
subordinates of considerable experience waiting
in line to fill his shoes. It also ignores the diffi-
culty posed by the fact that organized criminal
syndicates will increasingly be using individuals
——either as effective partners or as fronts—who
have no criminal records, no dents in their
armor,

An important priority, then, is to reorganize
the unit’s data base on crime so that it can be
manipulated in a variety of ways., First and
foremost this will mean the setting up of func-
tional files—on businesses, city sectors, travel
patterns of known hoodlums, etc.—-an< cross-
referencing them to existing biographic files. A
detailed knowledge of individuals is only one
element of a useful intelligence data base. By
itself it is only of marginal value, but when com-
bined with pools of knowledge about activities,
localities, movements, ete,, all manner of asso-
ciations and patterns ol criminal or suspicious
behavior may emerge. In the past it was some-
times possible to put together quite complex
“pictures” by combining biographic data with
intensive surveillance of specific individuals.
What is being suggested herve is that such pat-
terns could have been discerned all along from
existing stored data had not one dimensional
filing techniques hidden the relationships from
intelligence analysts. (Chapters II and IIT con-
tain considerable material on this general topic.)

By using a truly manipulative data base, many
intelligence units will find themselves in a posi-
tion s exploit materials long untouched in their
files. They will be able to detect hitherto unsus~
pected links and associations; they may even un-
cover legal fronts for illegal activities, and they
may be able to accomplish this without as much
reliance as in the past on single case surveillance
and electronic eavesdropping techniques.
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The larger and better heeled law enforcement
agencies will be casting about for ways to apply
the computer to these efforts, Even where an
ADP capability appears remote (and to some law
enforcement officers, threatening), any revamp

S

ing of current filing systems should be done ina

manner that does not foreclose the move into
computier storage and retrieval facilities at a
later date. (See appendix B on the use of ADP
techniques in intelligence.)

STRENGTHENING THE ANALYTIC
CAPACITY

Technical improvement of filing methods can
be accomplished in many law enforcement agen.
cies by the short-term employment of infor
mation consultants. Beefing up the analytic
capability of the intelligence unit is another
matter. It may require considerable soul search.
ing about sacred traditions of the agency, such
as: the introduction of nonbadged personnel,
stepping into civil service entanglements, and
contemplation of a freer exchange of informa
tion with other law enforcement agencies. All
of these points are touched on elsewhere in this
manual, but it is essential to pause here for a
word or two on the permanent use of trained
professional specialists.

Organized crime increasingly is moving away
from reliance on muscle and violence and put-
ting more dependence on guile, detailed knowl-
edge of the intricacies of business and commerce,
and on mobility. More and more the strategic
emphasis of criminal syndicate leaders is on care-
ful exploitation of legal loopholes, the quick
movement of goods or cash, and even on such
esoteric matters as market mechanics. An ade
quate response to this trend will require that
law enforcement agencies have at least the same
type of weapons as the enemy—if not yet equal
firepower.

USE OF PROFESSIONAL SPECIALISTS

Accordingly, intelligence units must face up
to the need of hiring such specialists as econo:
mists, accountants, attorneys, and even systems
analysts. The problems their employment may
pose for the personnel policies of the agency
involved had best be faced, studied, and pre
pared for in advance. There are also implica
tions for the training programs of the agency,

not-only for its intelligence unit, but for all its
ranks, (Training is discussed in detail in chap-
ter V.) The role of intelligence—and particu-
larly its modern role of direct support for the
command level—should be thoroughly appre-
ciated by all hands. If it is, the anxieties over
integration of specialists into the agency and che
bureaucratic problems related to such a change
may be somewhat ameliorated. But in the final
analysis, the agency head who goes this route
must be prepared to anticipate some difficulties
from within his organization. (Staffing problems
are discussed in detail in chapter IV.)

The returns, however, should be worth the
price. Some of the benefits, of course, will be
less than obvious. An improvement in analytic
potential is not something easily measureable,
particularly in a field such as fighting organized
crime, where victories come rarely and the ad-
vances of the enemy often go undetected for
years at a time, But if the analytic component
of the intelligence unit has been selected with
care and discrimination, a more vigorous intel-
lectual tone in the workings of the unit should
soon emerge and the effectiveness of the unit
should improve.

LOOKING BEYOND THE LA COSA
NOSTRA IMAGE

One majbr objective which the unit com-
mander should have in mind in strengthening
his analytic component and adding specialists to
his staff, should be to widen the unit’s concept
of what organized crime is. He and the unit
must look beyond the traditional “Mafia fami-

‘lies” or La Cosa Nostra imagery to the organized

criminal networks that may characterize the
1970’s.

It is not possible now to predict the forms that
organized crime will assume throughout the
country over the next decade, but it is possible
to say with some conviction that they will be
different, and certainly more complex.  The
ethnic composition of criminal groupings is
changing; more overall heterogeneity can be
expected as mental dexterity displaces brute
force and violent codes of discipline. Finally,
the law enforcement agency that stays with the
old-fashioned emphasis on specific ethnic groups
and “families” will be unable to move to a strat-
egy based on attacking identifiable illegal activi-

ties and eliminating them as discrete functional
operations: After all, it is criminal enterprise
that constitutes organized crime, not necessarily
a homogeneous ethnic association.

There can, in other words, be little comfort
for the law enforcement agency head who has
felt himself fortunate over the years that no
“family member” was located in his jurisdiction.
The presence of industrial or commercial wealth
may be as sure an indication that organized
crime is at least viewing his city with interest as
the visit of a notorious “capo.” White-collar
crime is on the rise. On the other hand, large
concentrations of disadvantaged poor in a de-
fined and compacted sector of the city may
attract those always ready to exploit,the defense-
less and uneducated. Omnly an imaginative and
sophisticated intelligence unit can be cognizant
of changes as they occur—changes in the nature
of criminal organization and makeup, as well as
changes in the susceptibility to crime of certain
areas of the city.

THE ROLE OF THE COMMANDER OF
THE INTELLIGENCE UNIT

The final word in this introduction must
emphasize the role and responsibilities of the
intelligence unit’s commander. In most cases it
is he who must take the initiative in improving
his staff, in fighting to insure that he has unfet-
tercd access to the agency head, and in educating
the agency as a whole to what it can gain from
the activities of his unit.

The commander of the intelligence unit is in
a unique position in the agency. He will nor-
mally be somewhat junior to other principal
officers with access to the chief. In many cases,
he will have to take energetic action to preserve
his unit’s independence without antagonizing
others who might nominally consider themselves
his superiors. In particular, his people may
develop information pointing to corrupt acts on
the part of members of another element of the
agency. He must in this and in all other cases
take actions that reflect the impeccable integrity
of his unit and himself.

In the struggle for the allocation of resources,
it is the unit commander who must prove his
case. And his case will be more difficult to prove
than other unit heads, because he will not be
able to point to numbers of arrests or other con-
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crete indicators as measures of his unit's success.
Indeed, he may have heen working closely with
other jurisdictions, giving them developed cases,
since the statutes of his local jurisdiction are
inadequate for successful prosecution. In any
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event, it is up to him to come up with a suffi.
ciently convincing picture of the extent and
nature of the threat of organized crime opera.
tions in his jurisdiction to gain support for his
unit.

Chapter 11

THE INTELLIGENCE
PROCESS l

Intelligence is a process made up of a series of interconnected functions or activities:
tion, evaluation, collation, analysis, reporting, dissemination, and reevaluation,

collec-

Collection is the gathering of raw data or information which in its raw state or in a finish ana-
lytic report becomes an intelligence input to law enforcement activities.

® Collection must be planned and focussed to be effective.

® Collection activities include both overt and covert methods, and the utilization and coordi-
nation of nomintelligence elements of law enforcement agencies.

Collation is the first step in the process of iranslating information into intelligence.

o Collation is more than simple storage of materials in files.

® The information must be evaluated, arranged in files so that it can be rapidly retrieved, and
cross-indexed so that relationships between date elements can be established.

Analysis is the function that assembles bits and pieces of information from many sources and
puls them together in such a manner as to show pattern and meaning.

® The hypothesis is an important tools of the analyst—it is tentative statement of the mean-
ing of a collection of information when arranged in a logical manner.

The end product of the intelligence process is an intelligence report—it may be long or
short, it may be oral or written, it may be used for planning or for enforcement action.
Lssential to the management of the intelligence process is the function of reevaluation.

® The unit commander must continuously review the functioning of his unit and must seek
feedback from his consumenrs, especially his agency head, as to effectiveness of his operation.

INTRODUCTION the operation of its adjoining function. At the
same time there is continuous feedback in play
as the performance of functions further down
the process indicate that something more should
be done in one or more of * _ prior functions
back up the line. TFor example, should a clear
need for more information develop while a re-
port is being prepared, a request can be made
to collection, to the investigator, informer, or
whatever source is available. This information

Intelligence can best be thought of as a process.
(See figure 7, page 84, at the end of the chapter,
which portrays the intelligence process.) It is
a process made up of a series of interconnected
functions or activities: collection, evaluation,
collation, analysis, reporting, dissemination, and
r\gevaluation. The products of each, beginning
with collection, feed into and are essential to
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when received would go through ali steps of the
process, through collation and analysis and enter
into the report being drafted. The process is
ordinarily thought to be completed when the
report is disseminated.

However, from the point of view of managing
the process the function of reevaluation must
still be performed.  This function involves con-
tinuous review of the operation of the process
in order to detect any weak points before they
cause major problems.  Part of this function is
the determination of how well the products of
the process arve serving tae consumer—this is
known as feedback and is the final act that in
fact closes the loop of the intelligence process.

The discussion below will focas in turn on
cach of the several functions of the process. But
this should not create a misconception that an
intelligence unit in operation should be rigid
and highly compartmentalized. The intelligence
process is dynamic, and in most units personnel
involved will perform more than one function.
It is often difficult to separate neatly ene function
from another. Finally, the commander of the
unit, the manager of the process, will be making
daily decisions regarding one or more of the ele-
ments of the process. These decisions couid call
for a shift in collection efforts, a change in the
filing system, a different focus in analysis, a
modification of the reporting, or perhaps only
changes in dissemination.

Many who are involved in intelligence tend to
forget the components that make up the total
process. As each person focuses on his own part
of the process or as several parts or functions are
performed by one person, the distinctions be-
tween the elements blur.  An individual may
be aware that he is performing several particular
functions, but he may not be able to discern
where one component in the process ends and
another begins. It is vital to understand each
specific function in ovder to design the most
effective system for the total process. This is not
to say that there need be a separate office, much
less a separate person, to do each function, But
it is important that an intelligence unit be aware
of all specific activities to be performed, and,
therefore, conlident that each is being performed
as efliciently as possible.

Regardless of how efficiently the system ap-
pears to be operating, if the final product, that
is, the report to the law enforcement agency
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head or the ulti nate consumer, does not convey
to him the extent of knowledge and the conclu-
sions of the intelligence unit, then the system as
a whole has failed.

COLLECTION

The first function, collection, is the one that is
normally explicitly recognized by all.  Some may
not call it collection; it may be called investiga-
tory reporting. It may include the soliciting
of police reports and reports from inferm-
ants. It may include taking notes on public
documents, listening to electronic surveillance
gear, and many other activities which are parts
of collection.

Information resulting from collection activi-
tics can generally be categorized according to its
end use. But it should be noted that items of
information may fit into more than one category,
being used in several different ways. The four
general categories are: '

1. Indicative or premonilory intelligence.—
Information in this category is that which sug-
gests new developments or new operations by
organized criminals. It may be fragmentary and
often impossible to substantiate immediately, or
it may be hard facts. It can be included both
in a report of indications of new developments
or filed to await further information that con-
firms or disproves the trend or event it originally
suggested.

2. Tactical intelligence—The distinguishing
feature of information in this category is that it
has an immediacy in calling for action. Since
the intelligence unit should not be an action
unit, this type of information should be turned
over to one of the other elements of the agency
to be acted upon. Tactical intelligence can lead
to an arrest, or it can lead to further information
gathering and a subsequent arrest. Information
of a tactical nature can also be filed to be used
in one of the other categories as noted below.

3. Strategic intelligence.—Information in this
category is that which is collected over time an
put together by an analyst to indicate a new (or
newly discovered) pattern of activity by orga-
nized criminals. Some of the information on
persons and functions may already have been
used in an indications report or as tactical in-
telligence. The information may be confirmed
or be in the form of a still unsubstantiated alle-

gation. The pattern into which the information
is fitted may be an hypothesis based on fragmen-
tary data. The importance of information that
enters into strategic intelligence is that it is used
by the head of the agency in planning the strat-
egy of his agency or the allocation of his
resources over a period of time in the future.

4. Lvidential intelligence—~As the name indi-
cates, the information in this category is factual
and precise. It can be presented in court.
Whether and when it will be used depends on
other clements entering into the case building.
Decisions on case building are normally not in
the hands of the intelligence unit but in those

~of the action elements of the agency or of the

prosecutor. This kind of information may be
filed to be used in developing a strategic report,
or it may have tactical value and be currently
useful in a case that is being pressed.

Planning the Collection Function

Collection to be efficient must be focused. It
must be directed against a target. The several
methods of collection must be coordinated with
respect to the target. A coordinated approach
to investigating a given criminal activity saves
resources by avoiding duplication of efforts. It
commits the collection system with the best
chances of success to the task. Collection plan-
ning also takes into account data that are on
hand and insures that additional collection is
directed at gaps in the information: goad plan-
ning avoids the waste of laying on a new in-
vestigation to cover old ground. Collection
planning should be reviewed at different phases
during an investigation. During the early, ex-
ploratory phase the type of information desired
is less exact than that which will be required
during the latter stages when precise evidence is
needed. Regardless of certain traditional views,
namely, that the course of an investigation can
be directed intuitively by “gut feeling,” the

resources available to any one department are

too limited to permit such an approach.

Example of Collection Planning

To emphasize the importance
planning, consider the following
developing situation:

of collection
outline of a

. Investigator Able, in line with a general
nstruction, keeps an eye out for any activity

ol knoww criminals involving auto supply
stores.  During the course of a period of a
week, he spots Hood Zeke and [ood Walzak
in two dilferent auto supply stores. In cach
case they seeny to be in deep discussion with
the store managers,

Investigator  Able reports his findings,
adding that he had neticed some change in
the composition of customers in one of the
two stores,  (Indicative intelligence) Lt.
Harry, commander of the ovganized crime
intelligence unit and the immediate supe-
rior of Iuvestigator Able, calls a meeting of
his analysts and mvestigators,  The lieu-
tenant decides after the meeting to write an
alerting memo to his agency head: But at
the same time he advises his crew to keep at
their normal tasks, not to change their
pattern of work until Able's report s
evaluated.

The leutenant does go ahead and con-
tacts his friends in the DA’s office, the U.S.
Attorney General’s strike force, the repre-
sentative of the State police in the agency,
and the inspector in charge of burglary.
The DA tells him of an increased number
of reports of car strippings. The inspector
of burglary tells him of several hijackings
of automotive supply items, items which
could be retailed casily through auto supply
stores.

The licutenant reports his findings to the
agency head. On the basis of the findings to
date, the agency head decides to place the
auto supply stores on his target list, How-
ever, it 18 to remain low in priority. He has
promised the DA to press as hard as possible
on gambling in the next few weeks, and has
also agreed to help the State police in their
cfforts against three suspected cigarette
smugglers (the tax in this particular State is
5 cents higher than it is in swrrounding
States). In addition, he has promised te
lend a few men to assist the Federal strike
force as they develop a major case against
a syndicate leader whose home base is in a
major city some hundred miles away. The
agency head does agree however, that all pa-
trol personnel will be asl  to report on
activities in and around .wito supply stores
while they are on their normal patrols,

On the basis of the azency head’s decision
the lieutenant increases to two the number
of investigators directly committed to auto
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supply stores. He also directs one of his
undercover agents to apply for a job at one
of the stores first visited by Able. But all
the rest of the Lieutenant’s assets are com-
mitted to the higher priority items as
determined by the agency head.

(At this point, the situation would be out
of hand if the lieutenant had jumped at the
flood of information developed by his crew
regarding the auto supply stores. His assets
would have been misapplied since the head,
as principal policymaker, knew of other
more pressing requirements. It was ap-
parent to the agency head that the auto
supply case could be handled as a slowly
developing situation and, thus, should re-
ceive a lower priority in terms of manpower
applied.)

The lieutenant now receives word from
his undercover ageat employed at the auto
supply store that the store has, in fact, be-
come an outlet for stolen roods.  He further

. determines that the payoff is made to a rec-
ognized underling of the syndicate. Again
he reports to the agendy ficad, this time urg-
ing that the problem be assigned a higher
priority.

(We will not follow this problem any
further! However, it serves to point up the
problem of determining priorities: the im-
portance of information looks different from
different levels of command. It points up
the problem of accepting requirements from
outside the department when resources are
limited. It suggests that sume problems
may have an importance derived from the
political situation; this cannot be overlooked
if the context is to be stated honestly. But
most of ail, it shows bluntly how planning
must be applied to the limited assets that
are available to any department or element
engaged in law enforcement.)

Collection Methods

Collection can be broken down into two gen-
eral areas: overt and covert. Overt and covert
refer to the means by which information is
collected.

Overt Collection

The intelligence unit should be prepared to
use all sources available to obtain data on orga-
nized crime. These include not only informa-
tion developed by investigators assigned to the
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unit, but also reports by the general force—that
is, the patrolmen and the detectives, and extra-
departmental sources. The latter can be the
district attorney’s office, investigators for other
elements such as a crime commission, and open
sources including newspapers, public trial rec-
ords, congressional hearings, legislative hearings,
crime commission hearings, etc. The intelli-
gence unit should also seek to encourage the
public to write letters pointing out activities
that are illegal and that suggest corruption of
public officials.

Investigators

In general, the single most effective overt col-
lection source will be the investigators assigned
to the intelligence vnit. The word “investi-
gator” as used in the manual refers to any officer
who collects information in the field for intelli-
gence purposes. Where he comes from—Dbur-
glary squad, vice squad,  narcotics, or directly
from uniformed ranks—is less important than
what he does for the intelligence unit. He is a
fieldworker gathering data on organized crime
figures and enterprises. In some jurisdictions
he may be called an intelligence officer or an
intelligence agent. (Throughout this manual
the term “investigator” is employed to distin-
guish the activities of the fieldworker from those
of the analyst, who generally remains in head-
quarters. Both are intelligence officers in the
sense that they serve the intelligence unit.)

It is the investigators’ function to develop the
indications of criminal activity contained in the
inputs collected from one or more general
sources. Investigators check out reports ob-
tained from informers, especially those whose
reliability is untested or believed not to be high.
In conjunction with the analyst (be he an indi-
vidual with such a title, the sergeant in charge
of the files or the officer in charge of the unit)
they increasingly sharpen the precision of tar
geting as the investigation changes from a “look-
ing into the situation” to the compilation of u
study in depth or to a gathering of evidence for
prosecution. (See chapter V for a discussion of
investigator training.)

Every effort should be made to develop report
forms that are simple and will encourage the
investigator to put all his findings down as 2
matter of record. The aim should be to get his
observations on paper (or tape) while they are

still fresh. The analyst may then be able to add

‘a new dimension or recommend another ap-
proach to the investigator. This is not to sug-
gest that investigators should be discouraged

“from thinking analytically while conducting

their investigations. The more analytic the
.investigator’s report, the more useful it will be.

Informalion from nonintelligence units

With regard to reports from elsewhere within
its own agency, the intelligence unit should seek
to work out specific forms to be used by the
patrolmen, patrol car officers, detectives, desk
sergeants, etc. Special efforts should be made to
encourage the men in other units to report any

‘activity which relates to organized crime. (See

figure 2, page 16, for a sample form with ques-
tions which might be asked. See also chapter V
where further suggestions are outlined to help in
developing the flow of reports.)

Any new information entered into the general
files of the agency's records section referring to
organized crime activities or personnel should
be made available to the intelligence unit. To
systematize this, flag cards can be placed in the
general files against the names of major figures
in organized crime. Another approach is to have
a standing order requiring the passage to the
intelligence unit of any information which re-
lates to known organized crime activities—

- gambling, narcotics, prostitution, usury, etc.

Routine patrol units can be particularly use-
ful in assisting in the daily collection of data.
These units should report activities noted at
the residences or places of business of known
organized crime leaders. For example, car or
foot patrol personnel could be asked to record
any unusual event taking place at these loca-
tions, to record the license numbers of any cars
that are parked at these addresses, and—to the
extent that they are known—to report by name
the people who frequent the particular house or
office. This is au example of a source of infor-

mation which is relatively cheap to get, but can

be useful through time as it builds up lists of
known and unknown associates that can be cate-
gorized through license numbers. It can also

‘become a source of initial indications of inter-

connections if license numbers are noted at one
or more of these leaders’ homes or places of

business. (See figure 8, page 17, for a sample
report form.) |

Of course, this system would be less effective
in downtown areas where there would be diffi-
culty in associating parked cars with a specific
building. Moreover, the increased use of rental
cars by organized criminals rakes more difficult
the linkup between the car and the person using
it. Nevertheless, the presen{:e of rented cars in
the vicinity of known or alleged organized crimi-
nals’ homes or places of husiness should be
treated as a valuable piece of intelligence inior-
mation. For example, it can be used to trace
back to the rental agency that is being used most
often, and the cooperation of that rental office
can be requested. If a greater effort appears to
be merited, this type of patrol surveillance
can be augmented by photographic and fixed
surveillance.

There are many different methods for devel-
oping the source of information represented
by the patrolmen in the districts. Three are
suggested here.

1. Patrol units whose area encompasses known
residences or businesses of major criminals are
requested to note any activity, including license

numbers of cars in the area, on a special report

form (see figure 3, page 17, for a sample form).
—This should be done each time the address is
passed. Such a routine check has the advantage
of keeping in continuous, though periodic, sur-
veillance on desired locations without requiring
that an investigator be detached on a special mis-
sion. It also has the advantage of using the
patrol car or foot patrol which, because it is
known in the area, will raise no suspicions of
surveillance.

2. The intelligence unit encourages reporting
by singling out active, observant palrolmen.—
The intelligence unit should review activity
reports of patrolmen in areas of special interest.
Where these indicate that a patrolman is show-
ing particular zeal in his job (mneasured in part
by his reports on persons stopped for question-
ing), he can be contacted for special treatment.
He can be praised and given additional informa-
tion to sharpen his efforts. He can be asked to
contact the intelligence unit directly on matters
of interest (though also being encouraged to
keep his district commander or supervisor
informed).

3. Shift-change formations used to request
specific help.—A representative of the intelli-
gence unit can meet with the patrolmen before
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Ficure 2—Sample intelligence report form for use by nonintelligence wnits 1 Fioure 3.—Sample daily patrol report form on surveillance of locations of interest Lo intelligence unit1

Type event: .

Names of persons involved:

fication numbers, etc.)

Any identification material noted: (Licenses, telephone numbers, serial numbers, identi-

1 This form, not shown at actual size, should come in a pad and be printed on colored paper.

The distinctive color

used for all nonintelligence unit repoiting to the intelligence unit emphasizes the special, and at the same time important

nature of this function.

they are dispatched on their shift. He can tell
them about his problems and items of special
interest, that is, who or what is most important
in terms of information desired. He can also
meet with the shift coming off duty and debrief
those with specific information. (See below for
a discussion of debriefing.)

Regardless of the approach adopted, two fea-
tures should be present. First, it should include
the use of a special report form such as shown in
figure 2, above. This form should only be
used where the officer will not fill out another
form such as an arrest form. Second, the intelli-
gence report should be routaed directly to the
intelligence unit (lateral distribution within a
precinct or district or up through the patrol
channels can be done where required—but this
should not prevent the initial direct distribution
of the report to the intelligence unit).. This sec-
ond feature is important since it will avoid
clogging the main command communication
channels with intelligence information and re:
ports. It will encourage the intelligence unit
commander to make contacts with the patrolman
for followup, to encourage him to do more and,
where indicated, to elicit more information
about the event reported. But, most important,
it insures a rapid, timely, direct flow of bits of
information to the intelligence unit.

16

Finally, the intelligence unit should press for
the ailocation of time in the various training

courses, including rookie classes, to describe .

organized crime and the way intelligence is put
to work against it. This is essential to make sure
that the force as a whole knows the nature of
the problem and appreciates that each member
can help in the fight. (Training is discussed in
more detail in chapter V.)

Securing information from other jurisdictions

In many, if not most cases, other jurisdictions
must be contacted for information. For exam-
ple, where an organized crime ring is operating
both within a city and in its separate jurisdic-
tional suburbs it will be essential to ask for
assistance. Where there is to be a major ex-
change of information between two jurisdictions,
it is often useful to appoint officers to act in a
liaison capacity. These officers can expedite the
transmission of data between the units, and they
should be responsible for keeping both depart-
ments aware of the progress of the particular
investigation. This technique becomes an ideal
way for developing personal connections which

can serve as a basis for trust between the depart- -

ments involved. (See chapter III for a more
complete discussion of this problem.)

» DAILY PATROL REPORT TO INTELLIGENCE UNIT
INFORMATION REPORT FOR INTELLIGENCE UNIT
Date:_ Reporting officer’s name, badge number, and unit: )
Date: Time: Location: e .
. . Location Activity Names of known i
Reporting officer and unit: surveilled* Time noted observed persons Lll%(gi.'se

* Location surveilled indicated by identifying number given on intelligence request for patrol action,

+ This form, not shown at actual size, should come in a pad and be printed on colored paper. The distinctive color,

used for all nonintelligence unit reporting
nature of this function.

Debriefing as an aid to information gathering

"The intelligence unit’s collection plan should
include the concept of debriefing—followup
questioning of report sources from inside and,
hopefully, outside the Jaw enforcement agency.
This is especially important for reports concern-
ing all activities by known members of the syn-
dicate, whether or not the. person was engaged
In an act directly related to organized crime.
For example, imagine a syndicate leader arrested
for speeding. The patrol officer sends in his
arrest report. It might say nothing of the cir-
cumstances-—who was in the car, where the per-
son was going, why he was in a hurry, etc. These
could be important indicators to an experienced
Investigator. The intelligence unit can often
obtain answers to this kind of question only by
s<{ending 4 man to debrief the arresting officer,
who may have useful information but does not
know he has it until he is specifically queried.
Tg assist in the debrief and to make sure cer-
tain questions are always asked, it is useful to

to the intelligence unit emphasizes the special, and at the same time important

have a standardized debrief form. (See appendix
C for a sample debriefing form and suggestions
as to types of questions to ask.)

Information from sources other than law en-
forcement agencies

"There are also many open sources from which
valuable information can be obtained, informa-
tion. that is usually of a background, or of a gen-
erally informative nature. The most general
source is the newspaper. Here articles occasion-
ally appear concerning activities of the various
members of the underworld, as well as stories of
actions by members of organized crime and by
members of law enforcement agencies in other
parts of the country. The newspaper should be
considered a potentially fruitful source because
reporters are often as much intelligence opera-
tives as are official investigators. The news-
paperman is seeking to obtain information about
a particular event, and he is every bit as inter-
ested as the investigator. Newspaper stories
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from other areas can also be a useful device to
jump the information flow over jurisdictional
boundaries. The possibility of controlled ex-
change of information with more trusted
newspaper reporters should be considered.

The more usual method for obtaining infor-
mation from newspapers (and other periodicals)
is to clip articles and to file them, making cross-
references where appropriate. Clipping can be
done ecither by a member of the intelligence unit
or by a clipping service. The cost of the two
should be compared relative to the output in a
particular unit, and a decision reached as to the
best method. However, when relative cost
favors the clipping service (still a high-cost item),
care must be taken in developing the contract
to be sure the correct materials are clipped
and that important items of interest are not
overlooked.

Instead of clipping, the staff of an intelligence
unit can be called upon to abstract articles in
periodicals.  In this manner important points
can be highlighted, and file bulk reduced. Effec-
tive, concise abstracting can be done by experi-
enced personnel almost as rapidly as clipping,
and the end product in many instances is easier
to use. A file of newspapers going back over 12
months could be maintained in the event the
full text of the subject article is ever needed (or
the public library or newspaper office files can
be relied upon).

Whether in clipping or abstracting, attention
should of course be given to any items about
known or suspected criminals and their associ-
ates—their marriages, deaths, and the higher
educational focus of the children of organized
criminals.  But attention should also be given
to stories suggesting new opportunities for orga-
nized crime or changes in operation or manage-
ment of businesses indicative that criminal
involvement has already started. The potential
new ficlds are as varied as the economy and the
demands of a high-consuming and pleasure-lov-
ing people. They include real estate, banking,
manufacturing, insurance, trucking, trash haul-
ing, retail stores, restaurants, etc.
gence newspaper reader should be looking not
only for names of known criminals, but also for
their lawyers, the banks they use, and companies
in which they or their associates have an interest.
He should also be looking for major deals in
which a great deal of money is involved, deals
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The intelli-

that can be considered as “honey” attracting
criminals. These criminals have the funds avail-
able to buy into legitimate deals, but they almost
always make their transactions through fronts,
Thus, efforts should be made to discover the
names of these financial fronts. Newspaper
stories on city requests for bids and those com-
panies replying should also be explored for any
suggestion of organized crime participation,
directly or through one of their “legitimate”
fronts.

Other excellent sources of intelligence data
are public records and documents—ifor example,
trial records and grand jury proceedings (to the
extent they can be made available), Records of
this type provide indicators as to activities and
associations of organized crime characters other
than those who were directly involved in the
particular trial at hand. The intelligence unit
should be aware of—and review the output of—~
local, State, and national crime commission hear-
ings, and investigative hearings by State and
Federal legislators. Again, such hearings tend
to provide indications intelligence rather than
evidential, but important leads can be developed
from the relationships that may be presented.

The intelligence unit should also use all avail-
able sources of financial information—Iocal
stores, bonding houses, banks, insurance compa-
nies, etc. The specific amount of information
that can be obtained formally will depend on
State laws and local ordinances. However, in-
formal approaches can often produce useful leads
which are especially valuable in the early stages
of an investigation. Another excellent source

of indicative as well as evidential intelligence i’

telephone toll charges.

The intelligence unit should also make con-
tact with State and/or local agencies, such as
those responsible for overseeing the operations

of banks, hospitals, insurance, mortgage and

deeds, corporations, etc. A list of names, includ-
ing criminals, their associates, lawyers, arict front
organiza*ion men can be given to these govern-
mental staffs (or one of their members who
willing to help and is known to be honest) with
a request that notice be given whenever an
activity involves any name on the list.

Complainants

Mention should also be made of complainants.

at the various police departments or prosecutors’

: offices, or who write letters, signed or anony-

mous. They complain about questionable situa-
tions or activities or they cite illegal acts by a
person or persons. The complainant is often

- one whose legitimate occupation places him in a

position to see, hear, and possibly record facts of
value concerning a crime. He will reveal this
information as a matter of civic duty. How-
ever, unless the particular complainant is known,
the information must be checked out by the
intelligence unit’'s own personnel before its

~ reliability is assessed.

The complainant is different from the in-
former. The latter is a person whose mode of
living, habits, and personal relations place him
in contact with criminals. His identity must be
kept secret for his own protection and in order
to maintain him as a source. The intelligence
unit should be alert to the possibility of recruit-
ing as informers those complainants whose in-
formation is generally accurate and useful. The
use of informers is discussed in the next section.

Covert Collection

Covert collection is the acquisition of infor-

- mation from a subject who is unaware he is being

observed or overheard, although he may suspect

. that he is a target. If covert collection is used

effectively, his suspicions will not be confirmed
until it is too late; he will continue to perform
his illegal activity and to speak and act with a
degree of confidence. Even if he suspects that
he is being observed or overheard and attempts
security measures as a matter of prudence, the
probabilities are high that as long as he does not
know for a fact that he is under observation, he

- will make mistakes,

Covert collection methods are essential if evi-

dence that can be used in court against organized

crime leaders is to be obtained. These leaders

-make every effort to avoid being directly asso-

ciated with the criminal acts committed by their
underhnos, and normal police surveillance and
investigations are not enough to unearth the
connections between the leaders and the crimes.

‘Evidence is needed to prove that the leader
issued orders for or received money from the act.

In sophisticated penetrations of legitimate busi-

‘ness, involving such illegal acts as unfair busi-

: ' ‘ness practice
These are persons who either appear in person : ces, illegal restraint of trade, and

fraud, the connectors may be even more diffi-
cult to discover. Fronts will be used; individuals
acting as though for themselves may in fact be
under the control of a criminal. There can be
several cutouts, or persons, between the crook
and his business front.

Covert collection is expensive in terms of man-
power. This is the case whether physical sur-
veillance or electronic methods are used. In
both instances investigators must focus on the
particular operation at the expense of investi-
gating other potential sources of information or
pursuing several leads. Special precautions must
be taken to insure that the covert operation re-
mains covert. This also requires tithe and effort.
In most cases, the operation wiil be run on a
three-shift, around-the-clock basis. Thus, any
decision to resort to covert collection should
require a specific decision by the unit com-
mander. The commander must weigh the value
of this use of the unit’'s manpower not only
against the importance of expected information
but also against the potential merit of other
tasks.

R . "
Physical surveillance

Covert physical surveillance is the observation
of the movements of suspected criminals without
their knowledge. The purpose of the activity is
to discover associates, places visited, and activi-
ties engaged in by the subject (insofar as it is
possible). Surveillance may include foot, auto,
and stationary positions by intelligence investi-
gators. Because organized criminals are sensi-
tive to the probability of being watched,
most surveillance operations require several
investigators in order to conceal their coverage.

Physical surveillance by itself has certain limi-
tations, Although it can indicate a pattern of
movement and a pattern of associates, it may fail
to uncover the purpose of the movements and
of the meetings with associates; what is being
discussed with associates is usually the vital
matter.

Accordingly, other methods needed to supple-
ment- physical surveillance may have to be
brought into play. Such methods could include
electronic surveillance or the use of informer or
undercover agents. These are discussed below.
Where possible, and where it is deemed essen-
tial, a photographic record should be made of
important meetings (or at least of the persons
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going into the meeting place), of cars used, of
other places visited.

Electronic surveillance

The principal means of covert collection
against organized crime operations is electronic
surveillance—wiretap, eavesdrop, or body re-
corder. Many believe that effective action
against leaders of organized crime can be taken
only if electronic surveillance is permitted.
Physical surveillance can determine who is meet-
ing in what building. But knowledge of what is
done or said at the meeting can come only from
an eavesdrop (or from a person present). Be-
cause both planning arrangements for meetings
and fund pickups and orders to underlings must
be communicated, the telephone is essential to
organized crime. Wiretaps can make this flow
of communication available tc: the law enforce-
ment agencies. (The trends i+ law relating to
the use of electronic surveillance are discussed
in appendix A.)

The racketeers have tried many dodges—use
of third person and public telephones, attempts
to maintain strict security in conversations, sub-
stitution of code names for persons and places,
etc.—but none of these has been totally effective.
By the use of physical surveillance, or through
informers or undercover agents, phones used by
the leaders can be identified, and sufficient data
then developed for a show-cause order to obtain
court approval to tap the phone in question.
Lven in supposedly guarded conversations, slips
are likely. Perhaps the most important contri-
bution of electronic surveillance is the evidence
it provides of a direct relationship between a
crime leader and an illegal act—evidence that
-often can be obtained in no other way.

When electronic surveillance is permitted,
plans should be made to exploit leads and indi-
cations beyond the specific case under investiga-
tion (due account being taken of the limits set
by law). This will raise personnel and workload
problems, especially where the investigators who
maintain the wiretap must translate the informa-
tion onto a typed report. But the amount™of
information obtained can be worth the effort.
One helpful approach might be to acquire spe-
cialists in translating tapes. Perhaps one or
more typists should be trained to understand
voices and the use of tapes, and then to
transcribe the material.

20

Once some form of electronic surveillance j
decided upon, the actual operation should b
turned over to experts. The eavesdrop open
tion in particular calls for skillful application,
Proper equipment should be used and the ta
or eavesdrop placed in the most effective posi
tion, a position that can be occupied withoy
disclosing its existence to the suspect. Consid
eration must be given to potential noise source
that could blanket any conversation. The s
phistication of the suspects must also be con
sidered; what is the probability that they wil
know how to examine a room effectively i
searching for a possible listening device?

Informers

Another major source of covert intelligenc
information is the informer. The importang
of this source is indicated by a saying commor
among law enforcement officers: *“An officer i
just as good as his informers.” The informer i
a person who is not a member of the departmen
or staff but who is part of the scene where orge
nized criminals operate, and who is willing, fa
whatever the reason, to provide information
The information furnished by the informer i
normally considered raw material which mus
be checked out. (A possible exception exist
where an informer has worked in position _fors
number of years and has come to be trusted.)

In most cases the informer will want dired
compensation for the risks he is taking, but occ
sionally an informer can be developed on a basi
other than payment of money. The informe
who does not work for money may be providin
information in order to gain revenge on somt
member of his organization. Or he may hat
been caught in a compromising situation ant
may agree to give information, if a crime is ir
volved, in return for a lesser sentence (in tht
case of police this would be a promise of inter
cession with the prosecutor). Or he may simplt
enjoy his police contact—because he trusts hir
and feels that he is a good man. In some et
treme cases he may want a promise of assistand
in moving to another area should his cover
blown by inadvertent actions or by his havin

to surface to give testimony. In the final analj

sis, regardless of the kind and amount of reward
the maintenance of a good informer depent
basically on his belief that his contact is bei
honest with him in all matters.

~of the names of informers.

The payment of money to informers raises
serious problems for the department. A fund
for this purpose must be approved by the finan-
cial unit of the agency. Then there must be an
agreement reached on safeguards, so that the use
made of the funds can be checked. Safeguards
could involve receipts or the presence of a wit-
ness when the paying officer passes the money to
the informer. Soraetimes, however, an informer
may be so suspicious that he will work with only
one person he knows in the agency and will give
no receipts. The decision on the accompanying
risks versus the value of information will have
to be made on a case-by-case basis. Information
on crime leaders can be expensive and usually
becomes more so the higher the level of target.
It appears that despite the problems, the effort
to get a substantial fund for informers is
worthwhile.

There are two approaches to management of
informers. The traditional approach is to main-
tain no central record, and, in fact, no recorded
identification of the informer other than his
association with the detective or investigator to
whom he is willing to confide his innformation.
This preservation of anonymity takes into ac-

~count the nervousness of the informer and his

concern that word of his actions might get back
to his [riends,

A more systematic approach is followed in
some intelligence units—the central registration
But even though
such a list is handled with the utmost security,
the fact that it exists concerns informers, and in
some cases informers have refused to operate
under these circumstances. Where the list-of-
hames system is in effect, the only reference to
informers in reports must be by number, and
the relationship between number and name
must be known only to the unit commander.
The value of this second approach is that it
obviates the possibility of an informer selling his
wares to more than one.person in one agency or
to several agencies. It also assists in the evalua-

“tion of the report since more than one person
~(other than the investigator running the in-
[former) knows who the informer is and can
-form an independent judgment through time as
- to the validity of his reports.

Consideration should be given to the possi-

; blht.y of upgrading informers. In some cases,
~the judicious use of feedback information to an

informer may help him to be promoted within
the ranks of the organization to which he belongs
and thus improve the quality of the information
which he contributes. It should be noted, how-
ever, that there are problems with this approach;
one of the greatest is that the informer in his new
position may be called upon to commit a major
crime, a crime for which the enforcement unit
could not avoid arresting him.

Undercover agents

"Another covert source is the undercover agent.
He is a law enforcement officer operating clan-
destively on the fringes of an organized criminal
group. He ordinarily takes on the coloration
of a hanger-on in the same bars and restaurants
as are frequented by the gang, or he works in
their enterprises. He might also become a minor
operator, such as a runner. However, since the
gang normally requires that each of its members
has committed a major crime—armed robbery
or murder—it is almost impossible to conceive
of inserting an undercover agent into the hier-
archy of a major criminal group. Depending
on the calculation of the risks involved, the un-
dercover agent, as well as the informer, can be
made more effective by wiring him for sound so
that he picks up the various conversations that
he enters into or that go on around him.

Money is also a problem for the undercover
agent. He must have funds available for enter-
taining, for purchase of stolen goods, for buying
drugs that are offered, for gambling, etc., and
these funds must be so allocated and controlled
that the undercover man has them available
when he goes into operation. If he is to escape
suspicion, he cannot find someone to sell him
stolen goods, and then say he has to go back to
the bank and get the funds. The requirement
for funds is a significant problem, especially for
smaller police units and prosecutors’ offices.

Evaluation of Intelligence Inputs

Evaluation can be divided into two parts.
The first is a judgment of the validity of a par-
ticular piece of information whether it be writ-
ten or verbal; that is, the extent to which ihe
information is factual. The second part of the
evaluation is an assessment of the truthfulness
and reliability of the source. A source of high
reliability may indicate that the report he is
transmitting is rumor or seconchand and that its
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validity should therefore not be accepted with
full confidence. The person in charge of the
intelligence unit must decide how best to relate
this report to other reports he is receiving from
a number of directions, some from men of his
own squad, some from other members of the
agency, and some from people outside of the
agency, including ordinary citizens sending
in complaints or persons wishing to become
informers.

Lvaluation as a function consists of two major
activities, Initially, the commander of the in-
telligence unit evaluates reports containing leads
and indications to determine which require a
followup by his own investigators (or to request
help from others where necessary), and which
can be filed until something further develops.
This evaluation or review can be related to the
further development of evidence in a current
case, as well as to indications of new activity by
organized criminal figures or new associates of
known criminals. Evaluation related to an ac-
tion decision is common; it is performed daily
in intelligence units without the function
necessarily being identified as evaluation.

The second activity of the evaluation function
is the explicit grading of the worth of the source
and of the substance of his information. It is
performed too infrequently in general practice
and, in fact, is often not regarded as a necessary
procedure. Each piece of information must be
evaluated and it must be evaluated when filed
or it will often be too late—the persons involved
or the circumstances may be forgotten. Proper
evaluation requires some means of transmitting
the assessment of the worth of a piece of infor-
mation to all subsequent readers. When a file
is pulled, whether a day or a year later, it is un-
likely that the person so doing will know about
all the reports in the file, or will have immedi-
ately available the men who might know.
Therefore, it is necessary that an intelligence
unit establish some means of indicating
evaluation on each item of information.

The evaluation system can be simple. Color
of paper can be used to indicate general source:
inside the agency, patrol, detective bureau, pre-
cinct, or vice squad; or outside, including other
law enforcement agencies, complainants, in-
formers, etc. Or a letter or numerical code can
be used. But an evaluation of the source, re-
gardless of who he is, should be given. Then,
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and of equal importance, there should be some
indicator to tell the reader how reliable the
content of the report was assessed. The system
should allow for separate evaluation by all
knowledgeable persons involved such as investi
gators, other informers, undercover agents, the
analyst in the intelligence unit, and finally the
unit commander himself. This is not to say the
system should force evaluation on everyone listed
above. Only those with definite knowledge of
the source or substance of a report should con
tribute to the evaluation. On the other hand,
the more contributions the better. The view
of officers at different levels in the agency or in
formation chain who may have had differen
experiences or relationships to the person or sub.
ject of the information report will enrich the
report and facilitate its overall evaluation. (Se
figure 4, page 23, for a sample of a classification
system.)

It is also important to apply the evaluation
system when a report for the agency head or fo
the prosecutor is compiled. It is essential tha
tle consumer have some concept of whether the
particular item that is being brought to his atten
tion is rumor or fact or something in between
possibly true. He should know if it is a poten
tial piece of evidence. He should also know the
source from which it came. In order to proted
sources, it would be most appropriate to haw
some sort of a lettering system to indicat
whether the material came from a policeman o
patrol, an informer, an undercover man, as:
result of electronic surveillance, or from a lette
written in by a citizen. To protect identity, tht
person giving the report, if asked, could tell th
agency head the specific source of the materiad

Collation

In a sense, the intelligence produced by th
many collection efforts can be considered as 1t
more than information. Intelligence is not ¥
much a kind of information or data, but rathe
how it is analyzed and used. In large measur
the word “intelligence” is more applicable t
the finished product of the total process. Tk
subject of this section, collation, is the first st¢

the simple storage of materials in files. It

Figure 4.—Sample evaluation system—reliability of source and content of information

1. General source of information can be indicated by a color tab, for example:

Intelligence investigator ....... Ve .
Intelligence unit, informer ........... .
Cther intelligence units ................ .
Other elements, same agency .........
Other clements, other AgeNcy ...,

Or a tab can display a number, figure, or letter to indicate general source of information.

e e i e N Red.
N Red cross-hatching.
....... iviersiiiiia o Red dots.

........ eireneneisineaa. Green,
e e e e Green dots,

Or the two can be combined with

the color to show general type of agency and with number, figure, or letter to show clement within an agency.

For example:

Other element, same agency—burglary squad

2. Specific evaluation to source and content of bit of information can be provided by a combination of le

indicators, for example:

Source
1. Highly reliable.
2. Usually reliable.
3. Not often reliable.
4. Unknown,

Thus, a report from a source that is considered usually reliable

fied on the report as being 2-C,

............ vovovee. Green tab with large B in

the center.

tter and number

Content of information
A. Factual. '
B. Views of reporter,
C. Heresay/unsubstantiated allegation,
D, Unknown,

and containing some unsupported statements would be classi-

8. The system could be expanded to indicate a further classification for the source, for example:

1. Highly reliable

la. Highly reliable informer
Ib. Highly reliable intelligence investigator

lc. Highly reliable officer, other element of agency

Thus, a report from an informer that was considered highly reli

follows: la-A.

or incorrect information, the orderly arrange-
ment of collected materials so that relationships
between apparently disconnected data elements
may be established, and the creation of a system.
for rapid retrieval of stored (filed) information.

Filing System

At the heart of collation is the system for filing
the information gathered. It is essential that
the information being reported is filed in such
a manner that it can be easily retrieved. This
s basic. But just as important, the information
must be filed so that it can be related to other
information of a similar nature. In other words,
it Is not sufficient to keep filing reports on Joe
Hood in his jacket file. All this provides is a
single source of references; that is, Joe Hood.
‘The reports received on him may convey infor-

-‘mation about places he frequents, such as bars
. . . : ‘a o .
in the process of translating raw informatie éé?d restaurants. There may be references to his
into intelligence. Collation means more thd oclates and to other activities. The informa-

flon in this particular report must therefore be

o - cross-ind i i
cludes the sifting out of useless or nonreleval exed to files of businesses and illegal

P
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able and contained factual information would be classified as

activities. It is the overall organization of the
files that eventually makes possible effective
analysis.

Cross-Indexing

It is important for indications intelligence to
file bits of information by function as well as
by a person’s name. As information begins to
accumulate on the activity of organized crimi-
nals in a field where they have not been active
before, all such information can then readily be
brought out for analysis. But unless this infor-
mation is filed or cross-referenced as it comes in,
it may be lost in the totality of the files because
the human memory approach is unreliable at
best and may, because of transfers, retirements,
or deaths, be totally ineffectual.

Basic to effective collation is a coding system
which permits cross-filing and crossreferencing
of several items of information on one report,
and at the same time assures effective vetrieval
of the information when it is needed. It is essen-
tial that the coding of the material for distribu-
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tion within the filing system be performed by
one person or by a disciplined group that is
responsible for the care and maintenance of the
files. It is also important that a systematic
approach is used in the classification of informa-
tion under whatever index coding is adopted.
There must be uniformity in this matter so that
when queried, the files will turn out the infor-
mation desired.  This can only be achieved
through precise and systematic classification as
reflected in the index to the files. In addition,
the files must be structured so that material
from confidential sources, or that is in itself con-
lidential, can be restricted only to those with a
need to know. (Sce chapter III for further
discussion of the handling of confidential or
restricted information.)

Mechanical Filing Aids

Because ol the increasingly complex opera-
tions of organized crime, any action against it
will require improved systems of collating and
retrieving intelligence data. The filing system
should be developed so that it is susceptible
eventually to mechanization. Microfilm filing
and retrieval of reports, the use of punchcards
to correlate material by function, or the use of
automatic data processing are some of the ap-
proaches that might be adopted. To prepare
for the use of mechanical means it is also neces-
sary to have a format of reporting that is con-
ducive to the particular system desired.  For
example, on some forms it is very simple to add a
numerical code to each information box. This
information can then casily be placed in a
computer and retrieved as needed.

In many jurisdictions the proliferation of or-
ganized criminal activities has run ahead of the
capacity of the local filing systems. Filing sys-
tems based largely on names connected with
gambling can do little to assist in ferreting out
organized criminals as they take over an eco-
nomic area such as cleaning, scavengering,
wholesale meat, ete.  Files in which the bulk
of the information is kept in original hand-
written reports may be of marginal effectiveness
when the correlation of data from many different
reports is essential.

These problems indicate that in some areas
serious consideration will have to be given to
the use of mechanical aids, such as automatic
data processing. This raises a host of new prob-
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lems revolving around cost and the restructuring -
of files and inserting the information into the
machine. If the law enforcement agency dog
not have a computer, the risks of using a non
dedicated computer on a share-time basis muy
be weighed. The security problem exists and
must be lived with if the value of the da
processing approach is considered essential
(The use of automatic data processing and it
attendant problems are discussed in more detai
in appendix B.)

Analysis

If there is a heart to the intelligence system
it is the analysis function. It is this function a
activity that converts information into focuse
finished intelligence. It is the analysis functior
that assembles the bits and pieces of informatio:
that have been collected by many different col
lection systems or from various sources and put
them together in such a manner as to show pa
tern and meaning. Without the analysis func
tion, a piece of information in the files remain
just that, Such pieces are essential to the in
vestigator or detective who is looking for addi
tional information or leads as he pursues
specific investigation. But unanalyzed informs
tion tells little about a developing pattern or:
potential area of activity of the subject unde
analysis. (See figure 6, page 33, for a depictior

of the analytive process.)

An Example of Analysis

To emphasize the role of analysis in the it ’
telligence process let us return to our story of th
apparent association of a group of organiz
criminals connected with an auto supply stox

Lieutenant Harry-now believes therei
enough information for a case to be deve
oped against the auto supply stores on th
grounds that they have been receiving ar
selling stolen goods. He has reached th
conclusion on the basis of reports from mat
different sources, including his own invgst
gators, patrol reports, reports by detectit
in burglary, informers, two of his unde
cover men, the newspaper, and his contt .
in the Federal strike force. The distr -
attorney is apprised of this information &
agrees with lieutenant Harry. At this po#
Harry recommends to his chief that anotht
unit of the agency take over the informati®

and develop the evidence for final case
building.

Lieutenant Harry recognizes that the ac-
tivity he has been investigating may be more
than fencing. His problem is to determine
whether the fencing operation was only
that, or was related to a larger activity in-
cluding hijacking. He feels it is also possi-
ble that the organized crime element in his
city is seeking to penetrate legitimate
business and to use it for illegal purposes.

In the meantime, Analyst Sam has been
reviewing the flow of reporting focused on
the supply stores and Hood Zeke and Hood
Walzak. In particular, he has noticed from
surveillance reports on the auto supply
stores: (1) the names of three trucking firms
and the license numbers of their trucks: (2)
pictures of the drivers; (8) name of the bank
where the auto supply store funds are de-
posited. From a review of the ownership of
the stores, he has obtained a list of several
names of lawyers and a mortgage company.
And from a clerk in the stores he has learned
the name of their urion and some of its
officers.

On the basis of these leads he has queried
his biographic and functional files to see
what relationship the leads might have to
other activities. From his files he discov-
ered the following: (1) the XYZ Trucking
firm'’s president was the brother of “Patsy,”
captain in the local syndicate. (2) The
clerk’s union has been reported by an in-
former to be working closely with the truck-
er’s local, the leader of which was a brother
of Joseph, reported to be the head of the
syndicate. (8) The hijacking file indicated
several recent hauls not only of auto supplies
but women'’s and men’s clothing, TV'’s, and
electrical goods. (4) In his file on unions,
there are reports that the trucker’s local had
been negotiating with other clerks and
truckers’ locals to develop a closer “work-
ing” relation. (5) In the mortgage company
file, he found the names of several known
hoods that had been reported using the
PDQ Corporation, and that the PDQ Cor-
poration was one of a complex of holding
companies, the ultimate ownership of which
was not clear. (6) In the insurance files
there were no connections between the sub-
JEct 1nsurance company and other activities
in which there were known hoods.

Analys.t Sam has by then developed an
hypot_he.sls. (1) Itappears that the syndicate
1s building an 1nterconnecting structure to

encompass both legal and illegal activity.
(2) One main objective seems to be to de-
velop control of legitimate retail outlets
through which to sell hijacked goods. (3)
Another major theme seems to be the use of
the PDQ Corporation to gain a relationship
with businessmen through the corporation’s
ownership of mortgages. (4) Finally the
syndicate seems to be developing control of
clerk and trucker locals to coerce members
to conceal the hoods’ activities and to coerce
the target stores to use the XYZ Truck Line
and to buy goods from designated suppliers.
(The latter seems aimed at situations where
the hoods cannot gain control of the stores
but still require an outlet.)

Analyst Sam reports his findings to Lieu-
tenant Harry. Harry, convinced of its va-
lidity, lays on a plan to begin investigations
to check out the implications of Sam’s
hypothesis.

(This is as far as this example will be
taken. It is intended to point out the im-

portant role of the analyst and the vequire-

ment that he has available files based on
other than biographic classifications so that
they can be rapidly queried. It shows in
particular the vital role of the analyst in the
premonitory or indicative intelligence. By
putting together the bits and pieces of in-
formation into a pattern, he was able to
suggest new areas of organized crime activi-
ties. It also shows his responsibility in
pointing out further information that he
needs to develop a particular hypothesis.
Finally, it highlights the role of intelligence
analysis as an input to strategic planning.)

The Role of the Hypothesis

The hypothesis is an important tool of the
analyst. He uses it to help establish the mean-
ing (or alternative meanings) of a collection of
pieces of information about a particular subject
(a gambling operation, hijacking/fencing gang,
or whatever criminal activity is suspected, but
where the full scope of the operation is not fully
understood. The analyst studies the available
pieces of information and attempts to assemble
them into a logical pattern. In the process, he
develops a tentative statement which he believes
may describe the operation under review. This
is his hypothesis. In many cases, if the informa-
tion is limited and poorly related, it may Rt
several logical patterns. Thus, the analyst may
develop several alternative hypotheses.
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In developing his logical pattern, the analyst
must often “construct” activities that he either
estimates or assumes should have happened if
the overall logical pattern is to reflect what ac-
tually happened. These constructed activities
may relate to persons believed w be involved.
They may describe how an operation is carried
out—an operation about which relatively little
is known specifically.  The constructed pieces of
information are inserted into the hypothesis to
help reach tentative conclusions.

The analyst must now test his hypothesis. If
there is a scarcity of information, the testing
must await further collection efforts. If the hy-
pothesis is fairly well documented, then the unit
commander will have to send his staff into the
field to determine the validity of the logical
pattern,  In either case, the hypothesis becomes
ant instrument for levying further requirements
on the collection machinery.

The formation of patterns or hypotheses relat-
ing to patential major new activities on the part
of organized criminals leads to important stra-
tegic intelligence inputs.  They are included in
reports to the agency chief and will serve both
to warn him of new developments and to assist
him in deciding on future allocation of his
resources.

The head of the intelligence unit must keep
the analyst and his hypothesis building under
review. He must be prepared to stop the effort
when it appears that o much time will be
required relative to the foreseen outcome, or
that new information indicates the developing
hypothesis is in fact wrong. Or the hypothesis
may point the way to a new area of activity by a
group of organized criminals, but fail to connect
their apparent involvement with any illegal ac-
tivities or the breaking of any existing laws.
The commander of the intelligence unit must,
however, be prepared to support an analyst
whose developing hypothesis is uncovering an

entirely new area of criminal involvement by
ordering an increased collection effort to provide
the analyst with additional information.

The Role of Research

One other element of the function of an ana-
lyst should be emphasized—research. It is
through research that the analyst begins to de-
velop ideas and concepts which later become the
basis for hypotheses. The analyst must have

U
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knowledge of how to conduct research, Hemy | An example will show how collation consists
develop a capability not only for locating sourq of a series of judgments, that collation is not as
of data connected with crime but also withimechanical as it might at first seem.

the society in general. Research is critical, ¢
pecially in the indicative, premonitory sty
where intelligence is probing for new patten
new areas where organized crime may be op
ating. It is through research the analyst ¢ -
often best find areas and patterns of operatiq
which may seem lucrative to criminals whoa
trying to make large amounts of money in -
hurry. '

The researcher (or the analyst if they are cat
bined) also has an important role to play in tem
of the legal aspect of the search for indication
The researcher-analyst should be on the outla
for acts which appear to be committed by org
nizations associated with the syndicate but z
not considered illegal in his particular jurisd
tion, Through research it can be determin
how other jurisdictions handle similar activiti
and how a case can be developed for suggest
legislation in the research-analyst’s own jurisd
tion. For example, to cite a common case, |
some States usury, or loansharking, is not c
sidered a crime. In such a jurisdiction t
research-analyst could, by probing the effecth
ness of usuary laws in other jurisdictions, w
struct a model ordinance or State law on usua
If his superiors successfully press it on the St
legislature or city council, the new law, in tur
could become a weapon for dealing with t
activities of organized crime.

The Relationship Between
Collation and Analysis

The various parts of the intelligence prov
should not be thought of as watertight compt
ments. This is especially true of collation
analysis; the two functions are frequently g
formed simultaneously, and in some circt
stances they are inseparable. Good collati
practice requires that the analyst is capable
bringing good judgment and synthesis to:
intelligence problem. The analyst is supp®
to look beyond the immediate “face value’
an item of information. He must ask, “wht
does it fit?” “would it dovetail with some ot
information not apparently related to thet
mediate problem I'm working on or is itt
related to the bits and pieces of paper ont
desk?”

Let us syppose that Analyst Sam receives
on his desk one morning a report from the
narcotics squad giving the details of a raid
the previous night on a pool hall that had
been under surveillance for some weeks.
Same is assigned to detecting new develop-
ments in organized crime in the area of the
city where the pool hall is located. Two
well-known pushers were arrested und sey-
eral other people at the hall detained, ques-
tioned, and released. The names of these
people were given in the report, along with
brief summaries of how they had responded
to questioning. Sam, noting that the report
had not been routed by information con-
trol for Officer Jones, who is charged with
probing for indications that a major nar-
cotics figure is moving into the city's dope
market, sends him a copy. He then con-
sults the files to determine if they contain
anything on the persons other than the
pushers in the hall. He quickly “makes a
hit.” One of the people detailed was men-
tioned several months ago by a mew in-
former as a recent arrival in town with an
eye on the vending machine business.

At this point, Analyst Sam turns to his
teammate, Investigator Able, and suggests
that he have a talk with the pool hall opera-
tor. The next day, Able reports that the
pool hall operator, although no symbol of
civic rectitude himself, was indeed outraged
at several recent attempts by one of his pa-
trons to bully him into changing his vending
machine licensee. He identified the man
detained for questioning the night before
as the patron in question. Sam does two
things: he opens a file on vending machine
licensees in the suspect business file and he
obtains the report of the informer from the
biographic files. To this report he adds
the comment that a major item passed by
the new informer has been corroborated,
and cross-references the vice squad's report
on the raid and the report of the interview
between Able and the pool hall operator,
_ Analyst Sam has not only initiated a new
line of inquiry (vending machines) and laid
a paper base for such an inquiry, he has also
made two significant moves in the collation
process. He saw to it that incidental in-
telligence got to an interested party (report
of the arrest of the two pushers to Officer

Jones). He also strengthened the credibility
of the unit’s new informer by indicating
officially that some of his information had
been corroborated. Any unit officer using
the informant's material in the future would
now do so with greater confidence,

The Analyst-Investigator Relationship

There should be a close working relationship
in the intelligence unit between the analyst and
the investigator. While the analyst may be able
to develop suggested avenues of investigation
and research, it often requires the services of a
trained investigator to obtain information under
conditions short of a full-fledged investigation,
It is important in the premonitory or indicative
period to be able to develop information with-
out the power of the subpena. The latter can
only be employed when there is enough infor-
mation to make it appear profitable to lay on a
full-fledged investigation. It is the trained in-
vestigator who understands best how inforination
can be obtained in circumstances where he has
no legal powers—by discussion, by talking to
people, by indirectly approaching the subject.

'The Intelligence Report

The word “report” is used in a variety of ways
in law enforcement agencies, In its most fa-
miliar form it refers to the information dis-
patched by patrolmen or investigators or even
informers to headquarters, Such field reports
constitute inputs of information. They are dis-
cussed in the section on “collection™ earlier in
this chapter, It is essential to a comprehension
of the intelligence process to understand that the
“information” contained in feld reports cannot
properly be thought of as “intelligence™ until it
is evaluated in the intelligence unit, compared
to other information already on hle and possibly
combined with other data.

Intelligence reports as used here refer to the
end products of the intelligence process. They
are the distillations of all the elemwents in the
process prepared in written or oral form.  Sonre
may be quite brief, for exam  a summary of
the suspicious activities ol a tavern owner to he
given to the precinct commander where the tav-
ern is located. Some my be quite complex
documents, prepared specifically for the highest
consumer, the agency head or the prosecutor.

27




PR

In any case they should be tailored to the
particular requirements of the consumers in
question.

The intelligence report must be objective in
order that the decisionmaker, the one who deter-
mines which future courses of action will be
followed, will know exactly what existing infor-
mation and analysis can tell him. The report
should be written in cuch a way that there is a
clear delineation between positive information
or facts, those pieces which have gone into devel-
oping a hypothesis, and the conclusions which
are drawn from both the facts and the hy-
potheses. In the indicative stage of intelligence
alternative hypotheses may be included in the
report to help suggest to the policymaker the
extent of the uncertainty and also the potential
areas in which hc may want to lay on further
investigation before deciding what his specific
course of action will be.

Periodic Reporting

The intelligence report may be a daily or
weekly periodic report or a special report called
for to cover a specific item of interest or a
developing case. The report may be focused on
biographic data, it may present the general back-
ground on a specific problem or a specific case

that is developing, or it may be in a sense an .

estimate of the situation—the intelligence unit'’s
best analysis of a developing situation indicating
where it believes the current trends will lead.

In most cases, intelligence reports should have
two parts. One part should be an analytic state-
ment giving the conclusions of the unit’s chief
(and analyst) as to the meaning of the data col-
lected in the report. This statement is not a
summary of the information in the report, but
answers the questions: ‘‘So what? What does
this report mean? Why should I read it?” The
reader should be given a concise statement of
what the information indicates—certain illegal
activities are becoming more important, new
lines of investigation are required, an arrest
should be made, a shift in priorities should be
considered, this week has been worse than last
week, etc.

The other part of the report should be a sum-
mary of the information that backs up the con-
clusion. It would be an abstract giving times,
dates, sources, and a brief statement of the crimi-
nal activity involved. (See appendix E for two
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brief examples of such reports, one of whid

describes new developments in a specific criming

activity, the other of which warns of a ng
development that may attract organized crime

Indicative Versus Evidential Intelligence

A relatively clear distinction can be mad
between the two general areas of intelligeny
functioning, namely, the premonitory or india
tive phase and the case or evidential phase. I

the former, intelligence reports will often b

hypotheses pointing to the development ¢
courses of action and trends which are based ¢
some, but not complete, information. The
may even be based on research to indicate are
in which organized crime could profitably st
activities, even though there is no informatie
to link it with the particular area at the tin
the report is written. In the latter or the e
dential stage, ordinarily another element of t
agency or the prosecutor will have the respont

bility for case building. However, the intell

gence unit may still be furnishing reports ¢
information that it has in its files. In suc
cases, the analyst may make a contribution b
suggesting what the various pieces of eviden
gathered so far suggest, and where other eviden
may be found.

Role of Consumer

It is important in thinking of the problemt
the intelligence report to emphasize that t

report content and format should be definedt-

the primary consumer. It does little good f
the intelligence unit to suggest what it shou
report and how it should report, when its ide
differ from those of the chief planner or pros
cator. On the other hand, the consumer oft
is not fully aware of what he wants. Thus, tk'
format of reporting should be a matter of d
cussion between the intelligence commander a

the primary consumer of intelligence in the ¢

partment or agency. Moreover, reporting show“k
be reviewed from time to time to insure thatt
final product of the intelligence process is
effective as possible.

Dissemination

The primary function of dissemination in

intelligence process is to distribute the finisht

product or report to command and enforcemt
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elements where they will be used. Reports
“which remain locked up inside the intelligence

‘unit, to be read only by intelligence personnel,
fail to fulfill their primary role. But dissemina-

‘tion is more than the mere sending out of

reports. It involves specific decisions by the

“unit commander as to whom should receive

what product of his unit. In many cases these
‘decisions must be approved by the agency head
himself. The recipients are indicated basically
‘by the criterion of “need-to-know.” Also in-
wvolved, however, is the degree of sensitivity of
the information, especially as it relates to the
source. Moreover, reports in the indicative

~stage could contain hypotheses which, if misread

or misused, would lead to the maldeployment of
resources in the department.

Thus, as in the case of the report format and
content, dissemination should be established on
the basis of discussion between the intelligence
unit leader and the agency chief. The dissemi-
nation should be determined by the purpose of

‘the 1'e'port, those who have a need to know, and

the commander’s decision as to additional read-

ers he wishes to make aware of the flow of

intelligence information and analysis. Security

is important but rarely should it be the deter-

mining factor in deciding who should read the
reports and what offices should get them. If the
chief wishes the intelligence unit to produce
imaginative pieces for him in which there is a
free-swinging discussion of problems, he may
wish these to be for his eyes only. But this'is
not a matter of security so much as a matter of
protecting persons who are developing ideas
from potential trouble.

- The most important single rule of dissemina-
ton is that intelligence analysis is delivered

dntact to the head of the agency. Only in this

manner can the integrity of the intelligence unit
be insured. Only in this manner can the head
be assured that the unit will keep him fully in-

formed; only in this manner will the intelligence

Stai? know that others are not editing or slanting
;hexr reports. It is also vital that the head be
made aware directly of very sensitive material

~that may have a bearing on a current case of
~corruption in political leadership or among his

own pe:ople.. It is important that the integrity
of tl.le intelligence reporting system be insured.
& Finally, there is the problem of external dis-

semination. There will be requests for various

kinds of information from other law enforce-
ment units, Decisions must be made from
within the department on how these are to be
handled. (For a discussion of this problem, see
chapter II1.)

Reevaluation

The final element of the intelligence process
is reevaluation. The commander of thé intelli-
gence unit should be aware that it is his function
to continuously review the effectiveness of his
operation on the basis of his own observation of
how effective is the reporting, how good is the
analysis in terms of pointing out new areas of
operation before the organized criminals ac-
tually get there, how good is his collection sys-
tem. But, in addition to this, he should have
established a formal feedback process or system
which requires the agency head to tell the com-
mander of the intelligence unit how useful or
how pointed his reporting is. No matter how
observant the commander is, he cannot without
guidance really understand the requirements of
the agency head, and therefore he must establish
a formal means to elicit this type of information
from the head.

Reevaluation raises a management problem
that might be called measures of effectiveness.
It is certainly not the size of the files or the
number of entries that determine the effective-
ness of the intelligence unit. The commander
should think more in terms of how he might test
the ability of his system to produce analyses
quickly with a minimum of file-search time. He
might analyze his operation in terms of ability
through time to have detected new operations of
the organized criminal before either operations
actually start, or before anybody else actually
detects them. This is a hard test, but, after all,
the function of intelligence is to warn of new
developments, to suggest areas where the orga-
nized criminal might turn next. A final test
might be the extent to which the unit has de-
tected criminals beginning to operate in legiti-
mate business with apparently legal means—
legal, that is, because there is no ordinance or
State law or Federal law agair = the particular

operation.
" These are all very stiff measures of effective--

ness. They are also difficult to quantify. Never-
theless, the intelligence unit commander must
try to develop his own tests of effectiveness be-
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cause his responsibility is so different from the
normal Jine functions, The effectiveness of- the
motorized patrol in the traffic bureau can be
tested by the way the traffic is flowing. If it is
moving smoothly, it is being successful. In the
burglary squad, if the number of actual break-ins
declines and the number of arrests and convic-
tions goes up, the operation is effective. But in
organized crime the number of arrests of policy
runnets and gambling-game operators is no real
test of the effectiveness of the intelligence system.
The payoll Lasically is when the intelligence
process can provide information which leads to
the breakup of a major portion of a syndicate,
including especially the arrest and conviction of
one or more of the major leaders. (Obviously,
in this examination, account would have to be
taken of a failure on the part of the prosecution
or on the part of the judge or courts to pursue
vigorously the case that has been made.)

Reviews and post mortems will serve little
purpose unless they result in action of some kind
to correct the deficiencies uncovered or lead to
the institution of new methods or experimenta-
tion with unfamiliar techniques. Some of the
practical consequences of good, hard-hitting
reevaluation might be: the dropping of an
informant who is fast losing his connections, the
addition of new cross-reference items for all fu-
ture filing entries, the assignment of a liaison
officer on a part-time basis to the local Federal
strike force, the abandonment of a file on street
narcotics pushers (and the dispatch of this file
to the vice squad in operations), the laying on
of a long-range study of the practices of the local
securities market, the acquisition of a short term
consultant from a local university to devise an
RFP for a contract survey of the economic costs
of organized pilferage in the dock area. These
examples represent only a few of the infinite
number of decisions that can flow from effective
reevaluation, They do suggest, however, that
reevaluation as an intelligence manager’s tool is
not for nit-picking.

The commander’s final responsibility in re-
evaluation is to establish some system for review-
ing his records. These records should be kept
current and not accumulate a vast amount of un-
necessary material. In particular, there should
be some means developed for purging the records
of incorrect information. (Purging for privacy
purposes is discussed in appendix A.)
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Management of the Intelligence Process

In the process developed above there are three
activities which, in addition to being essential
to the production of intelligence, are important
tools for managing the intelligence process
collection planning, periodic reporting, and re
evaluation. These sources provide the intelle
gence commander with the essential tools to
direct the proper allocation of his resources, to
review the effectiveness of his decisions, and
to report to his higher command in the
management chain.

Specifically, the head of the intelligence unit
should have his unit produce monthly the
following reports:

Collection Plan

This document should briefly review the focus
of efforts over the past month, analyze current
requirements, and indicate areas of focus for col
lection for the next month. The report should
be divided into two parts, one having to do with
premonitory or indicative intelligence require
ments, and the second with evidential or case
building requirements. Efforts should be made

to indicate what agency or group should be:

tasked to collect desired information. For ex
ample, in the premonitory or indicative area, the
responsibility might be given to researchers and
investigators of the intelligence unit. If appro
priate reference should be made, to what could
be expected from requests for information from
other departments. In the evidential area, the
recommendation might be made to hand the

case over to the prosecutor and his staff or

Federal agency for development of full evidenc
needed for an eventual prosecution in the courts

Or it might be noted that the intclligence units -

own staff would have to cover all of the colle
tion. The collection plan should also addres
exploration of type sources, such as informers
undercover agents, electronic devices, busines
analysts, etc.

The report does not have to be lengthy. I
can include a form on which to update, modify

or leave unchanged current allocation of 1t :

sources. The purpose behind this document ¥
once again to force formal and periodic reviev

And review without an explicit statement of the

A
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| fof the agency because if he agrees to the collec-

tion targets of his intelligence unit, it tells him
what is required of other units. If he disagrees,
it provides him with an explicit mechanism (his
review of the collection plan) to reach such a
decision.

Monthly Report of Intelligence Unit’s Activities

A monthly report provides the management

. chain with an explicit statement of what the

intelligence unit did for them during the past
month. It should be directly related to the col-
lection plan for the month. (A sample format
is shown in figure 5, page 32.) It should pro-
vide substantive backup for discussions of the
collection plan and material for the evaluation
of operations discussed nexct.

Monthly Evaluation of Operations

The section above on reevaluation as a func-
tion of the intelligence process provides the
rationale for this activity. It should be made a
part of the monthly management review of the
activities of the unit. The commander of the
intelligence unit should meet with his principal
assistants, or better, his whole staff) once a
rponth. At this meeting, collectively theyshould
try to answer a series of specific questions that a
member of the staff (or someone from outside
the unit) has formulated. Examples of the type
of questions that could be posed are: ’

~® Does the unit know more about organized
' crime activities in its area of jurisdiction
than it did a month ago?

® If the answer is yes, then: What has been
learned? How was it learned? Could more
have been learned by better approaches?
What is being done to exploit the gain in
knowledge? Can some specific cases be de-
yelope'dP Should there be a shift in the
investigative effort? etc.

If the answer is no, then: Why not? Is
analysis failing to keep track of activities of
organized crime?. Are investigators focused
only on low-level operations? What devel-
opments have been learned from outside

agencies? Have they been followed up?
etc.

problem and situation tends to be meaningles -

The document should be valuable to the head

<

® Are there reports or rumors of organized

crime activities that the unit itself has no
other information about? What has been
done to check out the rumors?

® What developments on organized crime
have been reported by neighboring (or
other) jurisdictions? Have investigations
in their own jurisdiction been focused in
these areas to see if such developments are
occurring here?

® What developments elsewhere have been
suggested by questions received (about per-
sons or activities) from other jurisdictions?
Have they been checked out locally?

® Has there been-a flow of information from
others in the agency? Have patrolmen, in
particular, been responsive to the unit’s
request for information? Have the reports
been followed up?

® Has the filing system been responsive to
questions directed at it? Have there been
questions that have not been answered be-
cause of the filing system? Have analysts
noted need for other categories? For more
extensive cross-filing?

® Have there been reactions to the units re-
porting? Have the consumers been queried
as to usefulness and the material being on
target? Have there been any leaks?

® What questions should be asked next
month?

The whole concept outlined above is a formal,
directed, self-examination of the successes,
failures, and general operation of the unit. Un-
der no conditions should the activity be con-
sidered as a bull session. The meeting should
result in a report on gains and losses, and sugges-
tions for improvement. This report can be
reviewed at the following meeting to see what
action has been taken—it becomes a long needle
to force improvement.

The nature of the intelligence function, its
security and compartmentation, makes evalua-
tion difficult. Self-examination seems to be the
most useful approach. This puts a heavy respon-
sibility on the commander of the intelligence
unit.
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F1Gure 5.—Sample monlhly report of intelligence unit’s activities
. FIGURE 6—ANALYSIS
1. General utilization of staff—
Number Man-hours i
Initiat inui : ; , T '
ed Completed Continuing Investigator Analyst "'\sﬂ!.'tff///'? b
» during during ' @ %mxﬂl.;!$
Type activity month month ' P
Investigation:
Subject/unit initiated ........... ..o 5
Subject/requested by other :
clement in agency: ;
Chief ........viviint |
Detective element ............cou.ae, %
Enforcement element .....oovvvvhu.. i%
Internal squad .......oovviviiiinn, ce 1. Assembling available data on problem. 2. Identifying unavailable data and defining 5
Other ... ittt i . new collection targets to collectors, N
Subject/requested by other
agency:

Prosecutor (same jurisdiction .........
State agency ....oviiiiiiiiiiiiiiiii
Federal agency .........covvvvinina,
Other ...ovviiiiiiii i

Special study/analysis (

title and requestor: \ -

2. Subject area of activity—

Areas of continuing study investigation (by function or person)

a.
b.

3.Additional data provided by collector adds to picture, 4. Reassembling data and checking wit) other
analysts, investigators or other agencies,

New areas of study/investigation (by function or person)

a.
b. .
8. Developments which suggest new activities by organized criminals— L
:
a. ¢
N
y
b. !
4
¥
5. Forming the hypothesis, 6. Testing the hypothesis, ”
')
b
, /
¥ ~ ;
¥ , i

7. Writing the report.
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FIGURE 7—THE INTELLIGENCE PROCESS
MANAGEMENT

34

-
T,
g g Sz
-
e 5\
N \Ng p/ N
=8
[=3
sgg ®
2E

STUD!

e
7
//

N

® [NDEXING

o CROSS REFERENCNG [ 77

& FUNG
* RETRIEVAL

D

N\
-—

EVALUATION

© TRUE STATEMENT

® 500D SOURCE
® HEARSAY

® BAD SOURCE

®

&
*

N\
NN

N

/Y
/

~
—

—
UNIT LIAISON *
OFFICERS —

/1A

1//?\\
\

DR
N\

—
—
~
~

FEDERAL |_——""

AGENCIES

AGENCIES

OTHER LAW
ERFORCEMENT |

CASE BUILDING
®

~

pd

A

PUBLIC
RECORDS

BUSINESS,
RECORDS

DISSEMINATION

REPGRTING

ANALYSIS

COLLATION

COLLECTION & EVALUATION

FIGURE 7—THE INTELLIGENCE PROCESS

The ultimate success of the intelligence process depends on a continuing flow of accurate, up-to-date, and
relevant information from all possible sources.

Each intelligence unit must have some method for determining the value of incoming information that is to be
entered into its files and/or to be acted upon. The evaluation can be initiated by the collection element but
should also be performed by a knowledgeable person (knowledgeable in terms of accuracy of the reporter and

correctness of the data reported) in the intelligence unit. Recording the evaluation can be simplified by use of
number or letter code system.

It is essential that the information to be retained in the unit’s files be indexed, cross-referenced, and filed in
such a manner that it may be efficiently retrieved as required. The classification of fiies by name, address,
business, function, etc., and the cross-referencing should be done in a manner that supports the analysts.

On the basis of the information flow, the analyst will seek to determine new developments and warn of
im, ¢nding activities, to perform on request studies of trends and networks of activities by organized criminals
(or those suspected of such activities), and to assist in putting together evidence for case building.

The intelligence unit is responsible for producing reports, both those specifically requested and those
generated by the flow of information.

The intelligence unit commander should in most circumstances approve of reports prepared in his unit before
they are sent out. ‘

The connecting link between the intelligence process and the management of the process is the action of
reevaluation or assessment of the effectiveness with which the particular intelligence unit is performing its
mission—that is, performing the intelligence process in such a manner that it is making an effective input to the
agency’s effort against organized crime. On the day-to-day basis, the commander of the intelligence unit must
perform this function of reevaluation, of assessing the effectiveness of the operation of his unit. Periodically, the
agency head will have some outside elemrent inspect the unit.

The outcome of the reevaluation, whether it is performed by the commander alone or in a more formal manner,
becomes the basis on which the commander redeploys or refocuses his assets.
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‘discussed without considerable attention to ex-

" “ternal relations. In many cases, the organization

‘of an intelligence unit is of less importance than
ithe capacity of the unit to do business effectively
‘beyond its own suite of offices or array of desks

‘and files. Thus, considerable emphasis will be

Chapter 111

THE STRUCTURE OF AN
INTELLIGENCE UNTT

Intelligence unit must be organized to provide strategic intelligence to agency hea
tical intelligence to operational unils. |

Intelligence unit should be a staff organization reporting directly to agenc |
from unit to agency head to preclude filtering effed

d and ta

Yy head.

Essential intelligence reports go directly

Intelligence unit must not have responsibility for internal squad function.

Structure of the intelligence unit must ensure all functions of intelligence process can be per

formed. .

o A single person may perform more than one function. ‘ . L it

o Structure must provide control and direction for flow of information—in, out, an ‘
unit. '

® Structure must permil coordinated effort of inte
team approach where appropriate.

Command element of unit responsible

process. ' ' ‘
® Responsible for intra-agency and external relations in all facets of process.

o Tuke initiative in developing bases for establishing and impro
cies but within guidelines of security.

o Develop use of liaison officers as means for improving va
selations.

lligence investigators and analysts; use ¢

for dissemination and evaluation, for management ¢

lue and productivity of extent

tempt to do is enunciate some princi'p¥es whid
regardless of other factors or conditions, C&
stitute minimal elements of sound str.uct.uﬂ
practice for intelligence units. These prmﬁmpl{
can be adapted to the needs of agencmsf;
various sizes and with varying degrees of ¢
organized crime problem. ey

Because organized crime knows no jurisd:
tional or geographic boundaries, tl}e SthtE
of an intelligence unit to cope with it cannot’.

INTRODUCTION

Shaping and building an intelligence -unit
targeted against organized crime must be a mat-
ter of customized tailoring. No two law en-
forcement agencies have the same requirerpsznts
or local needs or the same powerful traditions
that may have to be accommodated in precisely
the same way. This chapter will not set d.own
rigid prescriptions for size, structural relations,
or even organizational form. What it will at-
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ving relations with other agth

ue

- .given to built-in arrangements for dealing with

other agencies at all levels. Perhaps the first
principle for a sound approach to intelligence
unit structure is a negative one: Whatever else

it may be, an intelligence unit should not be an

‘hermetically sealed, totally self-contained unit,
living by and for itself, recycling its own stale
air for survival. It must, in other words, have a
vital external life; it must be able to reach out
not only up and down the organizational ladder,
but also beyond it to other ladders.

STRUCTURE AND MISSION

Traditionally the intelligence unit in law en-
forcement agencies has been looked upon as a
clearinghouse or reference point primarily of
use to the field investigator in developing his
casework. Slowly this old-fashioned concept is
giving way to that of a two-directional unit

~which supports and services the agency head on

the one hand, and the field investigator and
prosecutor’s office on the other. This dual
mission, this two-way stretch, constitutes a recog-

‘nition of the differences between strategic intelli-

gence and tactical intelligence (see chapter II,

‘page 11, for a discussion of the differences

between tactical and strategic intelligence).

The Intelligence Unit and
the Two-Way Stretch

The most difficult structural problem for the
designer of an intelligence unit is to build this
two-way stretch: The unit must have an infor-
mation system that can rapidly and effectively
tespond to requirements from its own investi-
gators and requests for information from other
elements of the agency and from other agencies
—this is the rapid response function of the unit.

At the same time, it must have the capability to

oroduce intelligence reports that are responsive
to the requirements of the agency head.

In the larger units, there should be sufficient
personnel to have some assigned to information
control and the answering of requests for spot
Information, and others assigned to the analysis-

|
Lok
bl
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reporting function to meet the requirement to
have strategic intelligence inputs for the agency
head. Small intelligence units probably will
have to rely on a handful of flexible and harried
officers to meet both needs, often simultaneously.

A major preoccupation of the intelligence unit
commander should be to insure that proper
balance is maintained between the two require-
ments. He must not only constantly review the
functioning of the outside demands on his files/
information system, but must also keep whatever
analytic capability he has focussed on what he
and the agency head perceive to be the most
pressing problems. Whenever he is faced with
a cruel choice because his peoplé are seri-
ously overtaxed in keeping up with both re-
quirements, he must always direct his own skills
to meeting the requirements of the agency head.
For if he does not, he will be in danger of losing
the war for the sake of winning an immediate
battle. Moreover, if he is not in a position to
provide his superiors with an overall picture of
organized crime in the jurisdiction, there is
probably no one else who can. There will
always be persuasive advocates impatient to mo-
nopolize the policymaker’s attention on such
perennial questions as traffic safety, riot control,
and new squad cars.

The Intelligence Unit and Enforcement

Another major function of the intelligence
unit, especially its commander, is to deliver
critiques of major pending enforcement tactical
moves of the agency on four levels:

1. The potential impact on continuing in-
telligence collection activities in the area or
with respect to the subject at hand. For exam-
ple, will the operation cause the identity of a
valuable informer to become known?

2. The extent to which all available intelli-
gence has been made available to the tactical
planners.

8. The interpretation placed on the reliability
of information by the tactical planners. It is
important that planners not base their plan on
information that they are giving higher reli-
ability to than the intelligence unit believes is
correct.

4. Where appropriate, an appraisal of the po-
tential value of the planned enforcement action.
Thus, if the vice squad, for example, has con-

37

T

oot

TR




vinced the agency head to clean out a string‘of
prostitution houses in a certain district, the in-
telligence unit commander might be called upon
to answer such questions as: “Will the prosti-
tution problem merely move from one precingt
to another, and if this proves to be the case, is
the harassment factor sufficient to justify the
operation?”

The intelligence unit commander must also
be brought into the planning for major raids
since they can be important information collect-
ing sources. The intelligence commander may
recommend that some of his personnel go with
the raiders to be sure that all possible informa-
tion is gained—data beyond the evidence col-
lected against the criminals at the scene. The
intelligence personnel will be looking for infor-
mation which will help to explain the relations
between the current operation and the larger
network of organized criminals, At a minimum,
the intelligence unit can provide questions for
the raiding party to put to the entreprenuers
involved about their superiors at a time when
they are apprehensive and possibly off guard.
In short, the intelligence unit, while not a part
of the enforcement mechanism, while not itself
operational, cannot and should not stand apart
and aside from enforcement responsibility.

Guiding Principals of Organization

The necessity of encompassing intelligence to
serve all the needs of an agency imposes peculiar
structural burdens on those responsible for or-
ganization planning. In practice, there are no
wholly correct structural solutions—only prin-
ciples that must not be ignored if the intelligence
product is to reach its varied consumers f:learly,
pointedly, urgently, and with effective impact.
These principles are:

1. Intelligence, particularly intelligence fo-
cused on organized crime, is a commodity not
necessarily understood by all law enforcement
officers simply because they wear a uniform,
carry a badge, or have passed a bar exam.

2. The usefulness of intelligence may not al-
ways be appreciated by either supericrs or sub-
ordinates and accordingly it is often neglected
by both.

3. Regardless of how the intelligence func-
tion is structured into a law enforcement agency,
it should be placed within the mainstream of the
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agency’s life so that it does indeed become a pay

of the vital activity of the agency. In othe
words, an intelligence unit—although it may
saddled with sensitive security consideratioy
unknown elsewhere in the agency—cannot b
reason of its placement in the agency be pe
mitted to become a quiet retreat detached fror
the rest of the organization’s activity.

4. The unit must disseminate its product
appropriate consumers in order to demonstra
its usefulness and to perform a real, albe
somewhat unique, role in law enforcement.

LOCATION OF THE INTELLIGENCE
UNIT

The proper placement of an intelligence un
in a law enforcement agency depends on a v
riety of local factors such as the overall sizes
the agency, the criticality of the organized crin
problem in the area served, the mission of &
agency (e.g., investigation, prosecution, lab
relations, etc.) and, candidly, the integrity qu
tient of the agency’s personnel. There are situ
tions where for a variety of sensitive reasu
—and the foremost of these is internal corry
tion—an agency head may find it necessary!
combine intelligence functions with other fur
tions, usually internal investigations. T
should be regarded as more or less unique a

generally is an undesirable confusion of fur

tional objectives. The focus of the discussi
that follows will be on the discrete unit witht
single mission of conducting intelligence for‘tf
law enforcement agency against the organiz
crime target.

Intelligence as a Staff Function

Ideally, the organized crime intelligence u
is a staff organization whose commander repo
directly to the agency head. It should be ast
organization so that operational obligations?
minimized. It should report directly to ‘ll
chief because the substance of organized cr
intelligence is often extremely delicate andt

cause the unit should be providing the high

authority with material which enables him
make effective policy decisions. Let us examt
both these propositions.

The intelligence unit must be in a staff

because:

1. Such a positioning is an implicit rece§

ition that Lhe personnel assigned to the unit are
‘to be primarily concerned with intelligence.
That is to say they will be “men in the middle,”
Econstructing a coherent picture of organized

“icrime as it operates in their jurisdiction (and

‘beyond if necessary). They will not participate
‘directly in the eradication of organized crime in

~‘the sense of making raids and arrvests. While

‘they may conduct investigations on the street,
such fieldwork will be done as a necessary means
Zof collection pieces of information on develop-
“ing activities of organized criminals, or to follow
up leads already developed by analysis. They
may frequently advise (and even accompany)
‘operational units in the conduct of enforcement

C-activities, but in such cases their participation

merely constitutes a service in support of
traditional police operations.

1 The more the intelligence officer is drawn into
operational activity the more he will be deflected
from his primary mission. There are, after all,
concrete satisfactions in making arrests, in per-
sonally interfering with the professional career
-ofan organized crime network. The temptation
to be in on the climax will be strong, but to so
confuse roles and missions almost always
‘means that the less glamorous routine of the
intelligence officer will be the loser.

1 2. The intelligence unit should be insulated

s much as possible from day-to-day police func-
trons (including long court appearances) so that

“it can stick to its intelligence mission—and per-

jorm that mission as objectively as possible.
'ane an intelligence unit is permitted (or per-
suaded) to involve itself in operational activities
for which it provides the intelligence base, the
success of the operation inevitably becomes para-
mount.  The cool, dispassionate, even imper-
sonal view of the professional intelligence officer
may become clouded. He may begin to
€xamine new information from the perspective
of someone committed to a certain operational
path; he may unconsciously seek material which

Will justify the undertaking rather than question

Is premises. In other words, once he is a party
to th.e operation, he may be less able to spot the
flaw in its planning assumptions; equally he may
find that he is less than eager to credit new evi-
dence which Suggests that the targeting is poor

or the real quarry has already skipped town, or
Whatever,

N

The Intelligence Unit and the Head
of the Law Enforcement Agency

An intelligence unit must be prepared to serve
the policymaking echelon of the law enforce-
ment agency by contributing to its capacity to
make effective decisions (see chapter I on this
point).  After all, that is one of the fundamental
assumptions of its existence. It should, there-
fore, be so placed (or the unit's commander so
placed) that a reciprocal understanding of the
needs of the agency head and the capability the
unit to deliver is developed. As the commander
of the intelligence unit learns more about the
daily preoccupations of the agency head, he will
tailor his reports and briefings to fit more closely
with these preoccupations; similarly, the agency
head will find himself involved in a learning
process—learning, that is, what his intelligence
unit can do for him.

The best agency head is the one who learns to
stretch the capabilities of the unit, test its flexi-
bility, question its hypotheses, and insist on
increasingly high standards of performance,  1f
the agency head is truly skillful in his role, he
will discover that he has drawn more out of his
intelligence unit than even the commander of
the unit originally thought was possible. This
ideal effect can only be achieved, however, if the
agency head insists on maintaining one other
level of excellence—that is, the excellence of the
personnel committed to the intelligence unit.
Any failure on his part to insist on the highest
standards—or any indulgence on his part of
personnel raids by other units of the agency
against the intelligence unit—will to a degree
undermine the quality of the staff he has devel-
oped to serve his needs. (For a discussion of
personnel selection, see chapter V)

For many agencies the kind of relationship
discussed above is difficult to achieve because
political winds are constantly blowing old agency
heads out of office and new heads in. The com-
mander of the intelligence unit may have rela-
tively little time to develop effective working
relationships with the agency head, much less to
hone the intelligence products produced for the
agency head on the wheel of this relationship.
In such circumstances the intelligence unit com-
mander must rely on his wits to establish a pat-
tern of service to the agency head and, at the
same time, preserve his unit’s momentum de-
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spite changes at the top. The only rule he can
follow is to regard all demands, all requirements,
all hints he may get from the agency head, as
immediate and urgent levies on his unit. He
must devise a formula of briefings or reports
geared to the daily life and preoccupations of his
clusive superior,

The Filtering Effect

Proximity of the intelligence commander to
the agency bead is also essential as a barrier
against the hltering effect—the distortion or
dilution of finished intelligence that is bound to
occur if it passes through several hands on its
way (o the ultimate consumer, the agency head.
In extreme cases, this can be damaging both to
content and objectivity.

Let us assume that an intelligence unit
situated well down the organizational ladder
prepares a premonitory type report flagging
the possibility that organized crime is about
to enter the laundry services of the city.
"This report contains some names of known
criminal figures, but it is primarily a warn-
ing paper pointing out potential new area
of organized crime penetration. The in-
telligence unit chief passes it to his superior
with the admonition that it not yet be used
as a basis for action, the evidence is still less
than conclusive, the penetration not yet at
a dangerous point, cte. The commander’s
immediate superior promises to “get it Lo
the chief,” but decides that the only way to
capture his immediate superior’s attention
is to describe the laundering activities of
organized crime in the city as “substantial,
growing, and threatening.”  He attaches a

buckslip to this effect and urges the paper
ot its course.

‘The next officer in line (who reports di-
L rectly to the agency head) sees something
T else in the paper: mention of a suspect
i whom he has long yearned to put away for
reasons of professional pride. (He had ence
had a well documented case against the sus-
pect thrown out by a young and contemptu-
' ous prosecutor.) A week later he uses the
original report and the comments aflixed to
it by his immediate subordinate as a vehicle
to make a special plea to the agency head for
starting a new investigation against his old
nemesis mentioned in the report.  The pur-
pose of the original document has heen—
albeit unintentionally—thwarted, the cave-
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ats about cautionary use of the material lost,
and if the agency head actually does ap
prove a special investigation of the susped

in question, the fact of the agency's interest

in criminal activity in the laundry busines
may be prematurely disclosed. ~ Filtering
has done good intelligence work a bad

service.

The Intelligence Unit and
Internal Problems of the Agency

The filtering effect is particularly perniciots
where an agency has had serious integrity prob
lems. If organized crime in the jurisdiction ha
made inroads on the force itself or on politic
leaders associated with law enforcement, the fird
evidence of this may be unearthed by the investi
gative diggers of the intelligence unit. Such sen
sitive matters obviously must be closely held
not only to prevent compromise or coverup by
the individuals involved but also to protect tht
“elean” members of the agency or the area
political leadership from unwarranted suspicion
Direct access to the agency head is the mo
expeditious means to handle such information
It might be argued that cross-agency communi
cation with the director of the internal squad i
all that is needed. This may be true for mina
instances of petty corrupt practices, but wher
a member of the agency or the political estab
lishment is alleged to have been reached by
representative of organized crime—no matit

agency head must be advised urgently and &
rectly. Such information, after all, is the m
pointed material an agency head can receivt
If anything can give him a picture of the ¢

vironment in which he must carry out his jot d

it is knowledge of how successful organiz

subordinates.
In sensitive cases direct access to the ageil
head is also critical to achieve some measurt

c

o

k ission two units clearly sef_ .

eep the missions of the two s Y S erime bure
rated. To put it another way, the mtewemmiﬁea antil
of the agency head may be necessary to keep L !

intelligence unit from becoming involved '

internal affairs matters. If the unit is allowt

how lowly that representative may be—tit

to be drawn into such matters, it will soon find
»Lit.self s'hut off from cooperation with the prin-
cipal line elements of the agency. Once it has
become known as “the head-hunting unit,” the
'jintelligence unit will find itself frustrated in
gttempting to draw raw intelligence from the
street patrolman or detective squad. In addi-
tion, any hopes for developing other forms of
intra-agency collaboration will be lost.

. If, because of agency size or some other in-
chtable obstacle, an intelligence unit is placed
in a position where it is not directly responsible
to the agency head, special access arrangements
should be sought. These might entail “skip-
ech'elon” agreements between the intelligenée
unit commander, his immediate superiors, and
the agency head to permit the commander Elaily
or at least frequent, visitation rights with thé
agency head on certain prescribed subjects. In
most cases, the officers occupying positions in the
ntervening echelons will insist on participating
in these discussions. ;
ha:ihgiﬂ zltl(;})(lgszhfot ttllllz 111ot:.elligence unit should
ohve dinect aﬂy .mse agency head should be
“ Li ase, no matter how numerous
tﬁe participants.  This means quite simply that
; t 501::;;1]61%)?5: Iilnelt co-n}mande.r should have on
: privilege—indeed, the obli-

On—of it o .
gation—of raising matters which he believes are

s1fgmﬁcant with the agency head. The number
O >, M - - ~ -

° errToxle senior officers clustered about the
agency head during such talks is less important

than the fact that he uses the privilege—or exer-

(C:ISSS his obllgation—with force, directness, and
ogent analysis. Should even this procedure not

€ possible, it may be necessary for the intelli-

gence unit commander to resort to more in-

(E;‘mal procedures to insure some measure of
ect communication. He might, for example,

crime has been in cultivating his associates C‘isc}u%“ a P]fme at the periodic meetings of the

;igocx?cyf head’s senior staff circle, or the installa-
desk Sn? }SPC(‘-lf"tl, open phone line between his
) d the agency head’s desk. If all else fails,

o . . .~ he might i :
organizational distance between the intelligent, . .4 ;gmeattach to his unit an officer of recog-

unit and the agency internal §quad. Since relationsh
internal squad normally functions as an intefever subs
part of the office of the agency head, only he &

tgrity‘ who is known to enjoy a special
Ip with the agency head. But what-
titute arrangements he may be forced
the intelligence unit or organized
au commander cannot remain satis-
’ his function is recognized as so essen-
. ;illt; agenc‘y head that‘ direct access is

- And whether this door is opened

0’ adopt,

iil,‘l to
ffere

to ln.m more often than not will depend on the
quality of the finished product served up by his
intelligence unit.

THE SHAPE OF AN INTELLIGENCE
UNIT

~As noted earlier in chapter 11, it is not essen-
tial that all the classical functions of an intelli-
gence unit be performed by separate people or
separate groups of people. What is essential

h‘owever, 15 that each identifiable step in the’
process (collection, collation, analysis, dissemina-
tion, etc.) be thought of as distinct anld that the
workflow of the office be so structured as to
insure a dynamic movement from one step to
fmoth.er—-a smooth continuing flow. With this
in mind, it is possible to define basic physical
and human requirements necessary to sustain
momentum in the process. An examination of
this process and its requirements will, in turn
provide an organizational base onto which can
be .gm‘fted numbers of people occupied in the
activities defined. The exact numbers assigned
w1'11 differ enormously according to agenc sizé
skills available, and any number of othefy \}zlri:
ables. In this section only the picces of the
process will be discussed—not the numbers of
people committed to the individual pieces of the
process. Management officers will be more than
anxious to pick up where this manual leaves off;
that is, at the point where the pieces of the‘
process are converted to boxes on an organiza-

{)lon chart and numbers are inscribed inside the
0Xes.

The Control of Information
and Document Flow!

“To begin with, raw information must be re-
ceived by the intelligence unit. It is being
Enanufactured around the clock, on the streets
in offices, bars, other law enforcement agcncics:
newspaper editorial rooms, on clectronic sur-
ve111ar%ce gear, etc.  So, clearly, there must be a
‘receptxon point, and, if some of the information
1s of a sensitive nature, perhaps there will be two
or more reception points, one for general infor-
mation, the other(s) for more sensitive inputs.
The practice will vary according to the division

18e X
conﬁtﬁ ﬁglln;:l 11 z;t tlfw cnd of the chapter which portrays
‘ol and flow of information and documents in an i i
! 3 wents in a .
gence unit, an el
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of labor in a unit. In some instances, receiving
may be the function of a clerical employee, in
others a relatively junior police officer, or in a
prosecutor’s office, a legal secretary. Sensitive
material, properly labeled as such, should only
be entrusted to a supervising officer of the unit.
Once a reception point or points are established,
several questions remain to be answered which
relate directly to structure. How often 1is recep-
tion to take place, how i incoming material to
he recorded, if at all, and how is the flow to be
controlled?

The first of these questions is significant only
for larger departments oY agencies. As a prac
tical matter, most intelligence units will close
their file drawers and their doors at fixed ter-
minal points in thé day’s work and, barring
emergencies or states of crisis, will simply permit
information to pile up overnight. The eve-
ning's take will be received the next morning.
Larger departments may feel the need of oper-
ating—at least, on a skeletal basis—around the
clock. Thus, they can receive all night long,
either in their regular offices, or through the
service of their own officers assigned rotationally
to the agency's command and control center.
Whatever the arrangements, the purpose is the
same: to insure that incoming information,

which may contain critical intelligence, is re-
ceived by the unit which has responsibility for
the agency's intelligence function.

It goes without saying that the simple capacity
to receive such information is of no importance
unless arrangements are also available to trans-
mit it to an officer or officers who appreciate 1its
contents and can successfully exploit it during
off-duty hours. Most large intelligence units
maintain an on-call duty officer to perform this
function. He can be inval uable in certain situa-
tions, particularly if the agency has an estab-
lished practice of referring plans for large-scale
enforcement actions to the intelligence unit for
critique. Items of information arriving at off-
duty hours require careful recording; they are
likely to be overlooked if they have not been
received during the normal working day. A
careful log uf all incoming phone calls, messages,
important teletype items, and the like will pro-
vide the regular personnel with some view of
what went on overnight when they report for
duty in the morning. Equally important, the
overnight items will not be lost in the shuffle,

page 43, for a sample logsheet.) Naturally thi _ I

ruy,,
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but will be available for normal processing. The 8.—Sample log sheet: Incoming documents and information received by p)

regular receiver can track them down from the ) ceived by phone
. i i 1 gt L ource (agency, off

log entries and submit them to standard handling [ Date Time in g sg{der)ce,

procedures. :

SN

Title (sufficient

: v Distributi .
for identification) ribution (handling Document

instructions) 1 No.2
» Chal

Logging

Generally speaking, incoming material shoult -

be logged as a matter of course. (See figured = f—-— S

does not apply to such items as letters addresset -
to individual members of the unit, or new
papers for clipping, or periodicals for whon -
there are routinely designated recipients. Hox - N
ever. police Teports, surveillance readouts, an N
the like should be Jogged—if only by title, dat - — o
subject matter, and originator—as the first st CoTme
in a watertight information control systet
Logging can become 2 considerable burden a - ‘ 0
from time to time it may be necessary to revie T
the logging requirement. 1f, for example, o
of the officers in the unit is routinely sent S R
police and detective reports, then it may be co T
sidered redundant for the original receivert - -
log these items as they come in. Their locatit | S S ——
is a known factor. Butifa police report shott | _ o
for any reason come in ticketed for a differd
officer in the unit, or be received during: | - o
emergency, say, by the on-call duty officer, the {:
this unusual flow should be recorded in i T
receiver’s log. : . |
Any office should have some system of ini i
mation control. The placement of this functt o
will vary according to the size and complexity: | - USRS I
the intelligence unit, but in a great number fi — o
cases the best location for it is at the receid : I
point, whatever or whoever that may be. Tl_ - e e
will not always be an easy task, given thet | -
dency of law enforcement officers, like W ' T
people, to stuff papers in their pockets and w 1= .
der off unaware of what they have done~ L I
aware of what they have done and determi | ' B
to put the papers back in their rightful Pty SR U -—
almost, but not quite immediately. Other! L , o
tails of a control system need not be explorel| - N
this volume, except to emphasize that therei | e e e
sensitive points in the movement of PR I
around a law enforcement agency which regt} ComTm
special attention. One of these, obviouslf

SIA M P L E — e ]

SRR SN

e e e e e e e e e e e

the departure of a record, or extract of a fit e B

1 Distributi
ribution withi
Jpee. within the ;
" floriby t he unit can be indi R
response to a request from an element 0 ’-inf’uy hf- use of standard distributi A indicated in several ways. The recipient (o recipients
X i i 1 i py: [Miormation center (or ution lists represented P or recipients) can be desigeated by name
agency outside the intellicence unit or b}, -1 er (or the mail clerk on the form by letter or number ¢ et sigrated by name
g 32D clerk) would be thor o number cade. The person in char
43 horoughly familiar with these lists and codes pesson in charge of the

; ocument n
i umber can be ; ¢
other agency altogether. No matter that & become part of identification system for documents which are filed
¢ hied,
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are legitimate requests; they should be recorded
fully and a copy of whatever is passed on main-
tained in the f[les. Similar restrictive proce-
dures should be imposed on materials dealing
with electronic surveillance and eavesdrop tapes,
ete. In short, any documentation susceptible to
illegal or malicious exploitation requires special
handling of the most scrupulous kind. (See
figure 11, page 56, which shows graphically the
importance of information control.)

A careful log should be kept of all copies
made for external passage—this, of course, pri-
marily as a record of who outside the agency has
access to what materials. (See figure 9, page 45,
for a sample logsheet for outgoing documents.)
To each item so passed a dated buckslip should

De attached indicating the intended recipient by

name, title, and agency. The buckslip should
be signed by the authorizing officer of the origi-
nating agency.  One copy of the buckslip should
be placed in the appropriate subject files from
whence the material was drawn and another copy
kept separately with all other notations of ma-
terials so passed out of the agency. Finally, a
receipt should be attached to all materials sent
out of the agency to be signed and returned by
the designated recipient. When the receipt re-
turns to the originating agency, it should be
filed with the separate collection of buckslips
authorizing the passage of the material receipted.
This step closes the circle. If, of course, ne
receipt is received in a reasonable amount of
time, a followup phone call may be necessary.
These procedures may seem cumbersome, but if
they enable an intelligence unit commander to
give as full an accounting as possible of who has
aceess to his materials, and if the receipt proce-
dure impresses on the receiving agency the seri-
ousness with which the material is regarded by
its originating agency, then the mechanics of
the process will have been justified.

Circulation, Filing, and Storage

Once received, information must be passed on
and routed internally to those who need it. Sub-
sequently decisions must be made as to whether
it is to be filed or stored, and if so, how. The
circulation and storage function is not wholly &
clerical one. Recognition of significant nuggets
of intelligence in incoming material is an essen-
tial part of the collation process, and it should
be done by a trained analyst or analysts with
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clerical assistance. Obviously, the choices ¢

what to do with any single item of informatiq’

are numerous, but by and large, the objectiy
in this stage of the intelligence operation s ¢

get the item to the person or persons within th
office system—and sometimes beyond it—whe -

it may add value to the overall effort. Theam

lyst who reads incoming traffic has to bear ¢

mind that several uses may be made of a sing
item and so indicate on the item as he prepai
it to continue its journey to a particular de
to several desks, to a particular file or files, ort
the computer storage system. (See chapter!

for a discussion of various classes of intelligene -

In many cases this is the beginning of &
collation process.

By making the judgment that “Officer Jow
would like to see this item because he is ass
bling a file on the subject,” an analyst is ticke
ing an item as suitable for combining with ot

similar or related materials. It will, of cour .

be up to Officer Jones when he receives the it
to determine finally whether it is related in sox
way to the other materials he has collect

Officer Jones may feel that it indeed is perting

to the study he is preparing and examine!
against the base of what he already has on har
By adding it to his collection—and by discer
ing where it fits, however indirectly with his ot
material—Officer Jones will have atmyost (¢
pleted the collation process. A final step -
remain, however. Jones may decide that &

only does the item belong in the files indiat. |
by the original analyst, but that it also bearsi

others and should be cross-referenced to the

The foregoing description stops short ofﬂr
analysis function, but it has included, if @
implicitly, one aspect of another major st

of intelligence activity. Two separate decisit |

have been made as the item passed from t

original reading analyst to Officer Jones. Be -

thought the item was worthy of attention—*-
as the collector had already done. At a
mum both decided the item was not whe |
worthless. Evaluation begun by collector, ¢

tinued at the point the analyst passed the it

to Jones, took place once again when Jonest
cided it fit in some fashion with his collectt -
and was sustained by the secondary decision.

both to store copies of the item in various t o

for possible future recall.

As indicated in chapter 1I, evaluation st

FIcure 9.—Sample log sheet: Outgoing documents and reports

Document
receipt
received 1

Date Time

Recipient (agency. office,
name of recipient)

Title (sufficient for
identification) 2

Authorizing person

(handling instructions) %

% This column applies only w

4 3The auth
advance.  Each special item must h

erizing person can be indicated by code.

2 X he receipt is se §
2 The recording task can be simI;l?ﬁgSLC\];In-ell1t' receipt is sent out with document. Date of returned receipt,
y assigning code numbers to reports that are produced periodically.

The authorization for certai i
- co certain classes ‘of al © > given i
ave the authorization of the responsible officer. matertal can be ghven in
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another finite step in the intelligence.process.
Final evaluation occurs when Jones studies more
carefully the relationship of the item to other
materials, e could decide finally that, although
interesting, the report in question contained
some rather dubious material and should not l?e
considered valid until corroborated, at least in
part, by other information. One of l}is reasons
for b;uﬂging the information (after su%tahle coc.l-
ing), even though it does seem questmnable,. is
that he must allow time for either corroborative
or disproving information to appear.

Divison of Labor—Information Control Versus
Analysis

The structural apparatus necessary to com-

plete the inidial, preanalysis steps in the intelli-
gence process can be as simple or complex as the
size of the unit dictates.  Clearly, one intelligent
person can perform almost all the acts describ‘ed
so far: It is quite possible for a single p‘ol.lce
oficer ov civilian employee to be the receiving
point of the office, to be the information conFrol
authority, to route the materials as they arrive,
to make initial decisions as to filing, and to be
charged with preparing and maintaining certain
substantive accounts (studies or cases). In other
words, Officer Jones (or Able or Sam) could by
himself perform—vith one possible exception—
any of the acts described so far, and more be-\
sides, Ideally, however, a sharper division .ot
Jabor should obtain. The person who carries
out information control responsibilities with the
zeal necessary to insure an orderly and systema-
tized flow of materials may have neither the time
nor the inclination to be a judicious analyst of
substantive matters. Something will have to
stipy one function or the other will su{fer.

A quite trim organization can be {)Lult on _the
basis of separating what are purely mforr‘na‘tfon
control activities and what are analytic activities.
Thus, at the beginning of the organizational
chain there would be a small information con-
trol section, which would concern itself with
receiving materials, making prescribed routings,
and marking up the materials for the more ob-
vious hling destinations.  All reproduction of
materials, as, for example, when one item would
he relevant to two or more staff members, would
be undertaken in this section. The document
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intai Structure and Analysis
and request logs would be maintained here, ang; ysis

the filing performed as documents flowed bg'
from the analysts for storage. Cross-referencing
as indicated by the analysts would alsp be.per.g
formed here. In some intelligence units withq
large volume of business, this kind of activiy

The next step in the intelligence process to be
harted is analysis. Once again this function
an be performed by one person or by many. It
_consists of so many acts, mental and physical,
that no full catalog is possible. For our pur-
can become burdensome, and the commander ¢ ;éoses, it is sufficient to generalize the activity as
the intelligence unit may well have to spend gne in which the collected materials are exam-

considerable time assisting the information con ined, studied, and pored over for leads, trends,

trol personnel in perfecting the office’s flow d clues or the beginnings of a possible pattern, Tt

i RS T

paper and insuring that the system is respectel :1:}50 includes the final phz}se of evaluation; it
and followed by all members of the unit. .Sush;,@ay often result in further mvestigation—either
a section, if working properly, can contribut on the street, or in the files, or by communica-
much more than simply keeping an office fromt;ipn with other Selem'enlts of the agency or other
drowning in its own paper. It can assure thax:,agenmes. All this activity may pl_'o'duce a written
the collation process functions as it sho.uldf—thap report, an oral report, or a decision suggesting
crossreferences  are  plentiful, subject - file some action by enforcement  or prosecuting at.
informatively indexed, and the maximum'opport kt(f)‘rne)f. It may also result sin}pIy in the deter-
tunity for “making matches” (e.g., relating & mination by the analyst or his supervisor that

dresses to people; associates of criminals to placav‘tflli‘e materials he has.on hand have not yet jelled

of illegal business; telephone numbers to hcem, ‘sb};;fﬁcmntly to permit hir to reach any concl.u-

plates, etc.) is afforded all analytic personnel sions, and that he must put them away for awhile
An information control section can also 'p’ro:u?tll more material is forthcoming.

-vide the crucial service of protecting sensitt - J

materials from unauthorized circulation outsit Analysts and Investigators -

. . . 3 i‘ i
the intelligence unit or outside the agency. Th There must, at any rate, be an analytic sec.

service has two parts, equally important. Oﬂ:’t,“?“» preferably one removed ightly Erom o
is the relatively mechanical operation of ®information control element.

trolling documentary flow—the physical mota junioy ember

In Jarger agencies

. . e . could, in collaboration with
ment of material outside of the unit only t %information control, perform each morning the

appropriate recipient and the recording of tinitial routing and file designation of the unit's
ceipts from the outside recipient in the case?le;}v matenfﬂs. Where possible, there should be
highly sensitive documents (see figure 9, Pacfcg_resentatw'es' on the analytic staff from a
45). . .;\(afxety of d15c1phnes: economists, sociologists,
The second part requires more paln‘stakﬂ}??(‘;oumm}tS, attorneys, etc. There should also
methods. It is the whole range of activities co:bg‘,g_experlenced investigators of the traditional
nected with recording evaluative judgments fi}’?‘}f;}“)’» who in tt'leir own rights are specialists in
reports, carrying through on purging the ﬁles? e,;ghl}’ flenléndlng Fhsc1pline. The melding of
what proves to be fallacious matter, and the pk_a&le \('?r‘lmyl.s talents into one team pulling in the
suit and correction of documents that have befzv ouid rection may not be the difficult task it
passed out of the unit into other e.lements of lf‘geldoargpxiar Iac;: f}rst glfmce. '
agency or other agencies, The 1mp01:tance;iha; 55 b 10:1‘ akl the mvestigators and all the
these procedures cannot be emphas}zed l;' . b'If VOrX on one large prob] em. In
‘ongly. They not only insure that unit of ¢ PTobability, they woulg be working in small
strongly. Lhey ¥ e imps P of tWo or three—or even one—toward
professional standards, but, even mor i2¢eper understandin of som ‘eul a
tantly, protect the rigl}ts of gtxzer.ls WhOSﬁel::au’)ftf g € particular aspect
records (see : . ) aged, wi ; .
commander must be able to satisfy h‘.msel{n(!?tqrnge vg o ‘:153112(:5:;1;:2;; acff::t:tncc? frofm the
both counts if he is to operate responsibly lyﬂiz d crimie manipulations inythe secL:Jr}i,ti(;s gzlg;:
free society. : ;

three shifts of two investigators each would be
running around-the-clock surveillance on a gam-
bling operation which was being mapped by a
general analyst, while another investigator and
the sociologist were trying to get an understand-
ing of narcotics movements in the dock-workers
union,
Furthermore, in certain circumstances, per-
sonnel who normally perform their duties as
~td.aalys%sfma%be«employed as investigators, and
viceversa, Thus, a member of e mtelligence
unit who is a trained accountant and has devel-
oped a keen understanding of the bdokkeeping
procedures of a suspect business, may find that
he can only add to his knowledge, or “cap an
active case” by visiting the premises or inter-
viewing directly officers of the firm., In such
a circumgtance the accountant/analyst would
probably form a two-man team with an officer
more experienced in field investigations, but less
schooled in accounting. By the same token, per-
sonnel normally involved in investigative work
will probably contribute increasingly to the
analysis process as they become more and more
familiar with how their knowledge can be used
in conjunction with other information to
construct finished intelligence analyses,

The Team Approach

The close professional relationship between
analyst and investigator has already been dis-
cussed in chapter II. The team approach can be
structured into an intelligence unit as the work-
ing core of the operation. In such a system a
team or teams of investigators and analysts would
be targeted on particular organized crime prob-
lems, Practically, of course, one ana}yst'may
work with several investigators on different proj-
ects. But the objective would be in al] cases to
maintain continuity on studies to build a foun-
dation of mutual respect and cooperation
between analysts and investigators,

Physically there would appear to be some
advantage in housing the analytic and investi-
gative element not in a bullpen as in the past,
but in a series of different sized small cubicles
accommodating two to six persons. This ar-
rangement would provide some degree of privacy
and coherence for specific studies or investiga-
tions; it would also provide for intercommuni-
cation between the teams when needed without
the circus-like chaos of the bull pen. The cubicle
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layout would make it possible for investigators
to come in from their fieldwork and discuss their
findings with normally headquarters-bound ana-
lysts without disrupting the work of all the indi-
viduals in the analytic force. (See figures 17 and
18 at end of chapter VI.)

In such an atmosphere the relationship be-
tween analyst and investigator could ripen into
a truly effective one, The investigator could
become absorbed in the methodology of the ana-
lyst, and the analyst, enjoyiug the opportunity to
more thoroughly debrief the investigator, could
suggest questions to be put to witnesses or dis-

“cuss different approaches to fieldwork.  Thus,

truly effective multiskilled teams might evolve
that would hold together, even as subject matter
or targets changed.

The suggestion of the team approach does not
mean necessarily that analysts and investigators
will be assigned to a team for an indefinite
period.. The team would be organized for the
duration of a project. At the end of the investi-
gation, they would normally break up and be
reassigned to other team formations if there were
investigations requiring this approach. As indi-
cated abave, investigators and, especially, ana-
lysts might be assigned to more than one team
at one time. This would be particularly likely
where the investigations appeared to be long
and drawn out and not under time pressure.
Finally, adoption ef the team approach does not
rule out an individual handling a particular case
or investigation where the scope is relatively
limited.

The foregoing description of the working rela-
tionships of field investigators and professional
analysts is not meant to suggest that the analyst
is handcuffed forever to his headquarters desk.
Mention has already been made of circumstances
when a team, consisting of a specialist and a sea-
soned investigator would visit the premises of a
business being exploited by organized crime.
There are any number of occasions when the
specialist or analyst could and should sally forth
on his own to conduct inquiries or collect docu-
mentary evidence that he can best recognize and
evaluate on the spot. For that matter, it does
not vequire an officer wearing a holster and gun
to serve a subpena for records on banks, insur-
ance companies, and the like. In certain juris-
dictions there may be complications about the
definition of a police officers, but where this is
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accountants and economists, investiga tors, narcot-
ics specialists, gamblin g specialists, wha t-have-you
“(see figure 1, page 5).
1 More approprliately, but perhaps feasible only
.. w.over time as the investigatorspecialict +
Supervising the Team - develop reciprocal working relatilofl(sll?il;jst \:ri:;];
The direction, supervision, and guidance¢ be the command concept of several tem;l chiefs
the analytic and investigative force are delic reporting to a superior officer in overall charge
matters. On the one hand, investigators, gepf‘,f)f the ana]ytic-in\festigaiive function, This abr-
erally operating alone in the field or in paiy rangenmient would have several advantag;es‘ In
may require closer control than analysts. (- the ﬁrsF place, it would tend to soften the 'hm'd
the other hand, analysts, generally working ii- protective shells that often encase lay enforce-
house with files, statistics, and scraps of wot . ment officers who have Specialized in a particulﬁ*
sheets, may become absorbed with the probly field for many years. Instead of the llﬂl‘COti(CS
they are working on for its own sake. The fig officers continuing to be grouped and supervised
investigator may need a system of prods (andi 8ssuch within the intelligence unit (or detached
routine reporting-in schedule) to keep him¢ @ a subelement of the unit), they would be as-
the job; the analyst may need more than a py -$180ed to teams that were preoccupied with g
to get him off a job where the well is runai Yariety of targets, Optimally, a broadenine o(f
dry, the returns are slight, and the man-hor Perspective mighe develop; the old adace “Obn(.c
costly. . jAnare always a narc,” would lose some o? {ts bite
While it is incontestable that good analy | The second advantage to team-orieilted super-
takes time, the intelligence unit command;‘ Ysory arrangements would be the obvious lone
must be prepared to set limits on an analy fgiving the team approach more punch. Team
study within the context of his own unit's ord ’,}lembers would probably come to l‘ecra.rd th(eir
agency’s priorities. This will require periot Betformance (or their teamwork) as Oa critical

not a problem, intelligence unit commande;
should encourage the most flexible use ¢
their personnel-—both within and without t

headquarters building.

i
i
1
§

reappraisal of his unit’s intelligence activiﬁf f}f}CtOI‘ in the ratings they received from sy ser-
and possibly the imposition of a formal repo; wsors. No longer would they be evaluated slim-
-requirement from each team on its accompli Bl as experienced narcotics investigators, but
ments, expectations, and disappointments. -Su-:,'_ggfi‘ther as productive and cooperative men,ﬂ)er
reports should be made orally (and prefent of Team A or B, etc Finally, the increwsins.
in the team’s cubicle) so that the unit comman fg[3hl§tlcat1011 of organized crime demands‘ thq%
can challenge what he hears, suggest new deg !pt.elllg.ence tactics become multifaceted. 1t (is
tures or leads to the team, or even rotateL’;-Q}‘lte Ilkel.y that in the large intellioencé units,
personnel if he feels the need. ;:»t?e analytic and Investigative teamscwill be as.
Periodic appraisal of the teams is an aspeagis'?gned whole crimina] hetworks to stud Th‘ ’
reevaluation described in chapter 11. Thep %R Serve best if a variety of skills undz'* ; ?’
cedures sketched out above are not for the p “9Ntrol is targeted against a particular nle;mgke
pose of “the tightest ship in the Navy,” andi VOTX.
not intended in any sense as disciplinary m
ures. They are, rather, means by which% it
commander can guard against the. develol?m? _?\AO far thex?, the structural picture emerging
of natural but unfortunate working habis} 21¢ of three identifiape functional gr SINg 18
his teams and preserve the validity of his oWt ?V'Otgd to information contro] 'u;dg&lOupSl. o
his agency’s planning priorities. {analysis and investigation Clc;'a : leotiers to
In the more modest sized units, it will bc‘f@lgm?nts must be physical ! or ,(‘-r y these three
unit commander himself who provides dl},?if«tlylll many agencies willyli %ml'mat? artd prob-
leadership for the analytic and inves_tigﬂf}%ﬁer considerations, havé tc)), becilftefﬁfle *;mld
detachment. Larger intelligence units will& 1€ clerical agsisian s to the information Cm%t:éf

.

i sk e,

Clerical Supp()rt

. . . 2 per .
ously require more complex supervisory arf gl'ﬂs‘on](s) will almost surely have to double g
: in o Sleri a
ments—Ffor example, senior officers in 1l suppor o, the analytic and investigcq
a-

'

e

Hy
¥

i

’tlﬁé\’e Personne]

of broad groupings of functional specid . But in this process, clerical sup
, -

oy st
B e e

Port must not be spread so thin that it beco
meffect%ve in supporting all functions e
N()tlnng is more wasteful than ski;npin ' on
clerical support. 1t is wasteful first and fore?nost
because of its mortal impact on large amount
of useful intelligence. The invest; ator '1;
'o‘ften shorten his report—or not file ox%g at '11‘111
if he has to prepare it entirely.on hig own‘ H‘r
analyst will hesitate tq make a docume.nt fle
crossreferencing if he knows he will have ?;
pa]ttlle‘ the (r()pyi}lg machine himself tq g‘let the
3):])1 C(eollllf\.je {)uestuna.table amounts of raw intelli-
sence have been losg for all time because investi-
gators with an aversion for the pen did not have
rgady access to a dictaphone and/or a ¢ ')‘ist
The other\ side of the intelligence waste coyilh is
the use of highly skilled and experienced )elf
sonnel on tasks for which they are unsui};ed
Whgre Investigators and analysts are obliged tc;
perform their own clerjcal support functigons—
typing of reports, reproduction and filing of
documents, etc.—they cannot be applying them-
selves to what they do best and what they pre-
sumably are paid relatively high salaries t?,oll
name]y{ Investigate and analyzg. Moreover {)2:
CAuSE 1M most cases they are likely to be bécter
tvestigators and analysts than they are typists
and file clerks, they will probably spend er
time than necessary in typing a report and com(j
it more filing bobbles than would a competent
clerk-typist—and they will be paid a great deal
more than necessary for shabby clerica] perforncl-

ances. This is cost effect N
effectiveness in its dreay;
reverse form, dreariest

Intelligence Unit Command

In z.xdglition to the information contro] and
e}nalypc—mvestigative clements, one other bl':)'ld
.['unct{onal area should be institutionalized in :m
u}telh.gence unit.  This functional area co;n-
bines in a general way the intelligence processes
not yet wholly touched on in this chapter and
prowc.le_s monitoring for all parts of the process
In military parlance, it would be called the
command element. As the name implies, it pro-
vides the structure with command or dixiecti%n'
it also furnishes strategic (or policy) support tc;
the agency chief or to the public prosecutor, In
:.1c1d.1t1on, it concerns itself with such basi.c in-
te]hgepce Processes as evaluation, reevaluation
réporting, and dissemination. The discussion

49

e

o pr e



here will deal first with how all these processes
can be structured into an organized crime intelli-
gence unit and, secondly, on the vertical, or unit
to agency head relationship,

‘The final judgment in the unit on the analyses
and studies produced is made by the unit com-
mand level, Is the study produced by the ana-
lyst persuasive? Is the dossier assembled a
credible depiction of criminal activities? Is the
case put rogether one which would normally be
acceptable to prosecutor for action? These are
all questions which an intelligence unit com-
mander is likely to ask himsell as he evaluates
~what _be has received from his subordinates.
Obviously, there are occasions when his judg-
ment may be “no’ to any of these questions even
though he personally believes that what has been
presented to him is valid. There are many rea-
soms why it may be impossible to move the
maiter forward,

Dissemination, a Command Function
In any event, if his answer is “yes” to any of
these questions, the unit commander has also
made an important judgment—one which under
usual circumstances means he must now take
another step in the intelligence process:  dis-
semination,  Dissemination as used here vefers
to the exposure of a finished intelligence product
to those whom it is designed to serve or support
in some way.
It is essential that this step in the process be
the prerogative of the intelligence unit com-
mander,  He is responsible for the product of
his unit, for the combined judgments of the
group of persons who worked on the report,
study, or case. Moreover he, more than anyone
else in the unit, should be in a position to know
where it can be most useful—and at what point
to serve it up, or send it to his opposite number
in another agency. If he allows fnished intelli-
gence material to flow uncontrolled from his unit
at the devision of subordinates, the quality stand-
ards he has set for himsell and his unit will
rapidly vollapse.  He may soon suffer the conse-
quences; e.g, a study based on less than factual
data may get into the hands of another faw en-
forcement agency, which, believing it to be
sound, takes action against an element of the
criminal conspivacy in its own jurisdiction men.
tioned in the study, The action fails for one
reason or another, but the faulty basis for acting
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is not forgotten—either by the other law enfore
ment agency or the innocent victim of the actigy!
if indeed he is innocent. :

Another reason for concentrating dissemin
tion authority in the hands of the intelligeny
unit commander is that, assuming he is propery
placed in the structure of the law enforcemer
agency, i.e., close to the agency head, he a)onc’;
will probably be in a position to know wl
should not receive it. He should have a know
edge of “soft spots,” if any, in the agency oy
side his own unit; moreover, he and the agen
head are more likely to be knowledgeable abou
the softness of other, neighboring agencies i

i

whom the material raight otherwise-be-of interes. -

3

The Intelligence Unit Commander
Structurally, the office of the unit commande

may be quite simple. If his unit is small, k-

can operate alone with an investigator or analy;
. . . 4
designated as deputy in his absence. It canl

i3
:

unit by his superior. He can exercise dissemis - e
~and a keen Sensifivity to the intelligence needs

tion control by utilizing the services of whoei
acts as information control officer. In this g
it would be the information control officer’s du
to devise internal procedures whereby repat
studies, dossicrs, cases—all those things that
stitute finished intelligence—do not leave th;
unit without the commander’s official sancti
or written instruction prepared, say, before
document’s final typing.

!
i

The unit commander's responsibility to ser-

directly the policymaking apparatus of & C
-dense should this group be considered the cleri-

?al or ﬁle-keeping squad of the intelligence unit.

agency may require more elaborate arrafg
ments. He may, for example, carry the oblif
tion of reporting daily or weekly on organ'urﬁ
crime intelligence developments to the agd®
head. He may be in a position to preparet
report himselfl—or, if he is heavily burdened!

delegate to an assistant or particularly resout

ful analyst or to the strategic intelligence seciif;; h

if there is one. i

is a function which should merit the closestf,
sonal attention. It can, of ceurse, if prof,
conceived, designed, and supported, embract!
the analytic and investigative efforts of his &
it can set the pace for the quality of the 0(;}
materials produced in the unit. Needlessto

¢

. . _osuch divie .
the unit's multiple activities, he may hawegn? division of dutieg in

-gpen angd accessible to those not in it,

) %ﬂs objective, in other

if the report is found useful by the agency head
it may also have a profound impact on the im.
mediate law enforcement community. So, it is
Tot unreasonable for the unit commander to
focus considerable energy on this responsibility,

4
- and to have the effort and any personnel it may
“require, attached to his immediate, personal
office. Even if the report is prepared by an assist-

ant or subordinate, the unit commander must
nsist on bringing himself into the preparation
process directly, frequently, and with energy.

It is in part the culmination of his unit's mis-

sion; he must be central to the effort. The
report must feel his personal impact.

trategic’ Intelligence ‘Component

; Larger intelligence units, say those serving
major metropolitan agencies, should put a high
3 et 1 ©

priority on the assignment of a few well qualified

Hersonn strategic intellio
1 ! el to a strategic intelligence component
or section serving directly the unit commander.

more ambitious for a latger unit, but size shoi: {This component might consist of a small nucleus

depend on the responsibilities imposed on -

gf more or less interchangeable officers with a
broad knowledge of all intelligence functions

~of the law enforcement community. This group

,k,‘§hou]d ha\fe the authority to levy requirements
“for collection or data compilation on the rest of

{he mtelligenc.e unit—and in so doing set priori-
,kﬁlés'for targeting and the beginning of analytic
g;?jectzi It would be in this group that daily
ar weekly s ari :

Q ¥y summaries for the agency head should

- be prepared, liai ' '
] prepared, liaison with other agencies on in- |

tellhgence matters conducted, and the ractical
Plans of enforcement units critiqued.  In no

in all likelithood the main concern of collators

o file (J‘erl\s ov retrieval specialists would be
dv.gvlth tactical support

for field investigators.

i X
! There will, of course, be difficulties in

‘ any
an mtelligence unit,
1s power, and power
and appreciated b

thos ' i Y
0se who have Jess of it than others. The unit's

;97 one thing, intelligence

i

will be quickly recognized

. . ' tommg a1
Whatever the particular circumstances, b nder will have to use all the leadership

$kills at his dic,

TS at his disposal to keep the strategic group

He will

drave 1

§ne to devise means to maove personnel from

% - 8T0up to the other for specific assignments.

words, must be to kee

€ strategi y P
ategic compaonent from becoming a closed,

elite corps, resented by the rest of the unit and
even the agency,

Intra-Agency Relations and the Unit Com-
mander |

More than anyone else the unit commander
will h? responsible for the qualityof the rela-
tionships maintained with other elements of the
agency.  Since he must rely greatly on the per-
sonnel of other units to feed his own with raw
information, the way his organization is resarded
by the. patvol division, the detective bbureau
ete, will be critical. Because all law enf.‘orce:

ment agencies are more or less unique organiza-

tlo‘ns', th.ere is little point in detailing heye how
this intricate set of relationships should be struc-
.tured. or how they might be exploited by the
mte)hgenc.e unit commander. There are Yhow-
ever, Certain steps that the commander (.‘le,] take
Cf}‘:‘l;\lﬂlfl,]}glllze? the relations between his unit and
others in"the agency.

I‘n particular, a system of tying the intelligence
unit more closely to local precincts n;ny help in
some jurisdictions. This could take the form of
penole visits by officers of the intelligence unit
to precinct shift formations, or it could be the
more permanent position of an officer with
ha1§on responsibilities in the precinct. Few in-
telligence units would have suflicient personnel
to afford the luxury of detailing an officer to each
precinct, so one or two men might be shifted
from precinct to precinct for visits of several
weeks duration. By means of such a system
better targeting procedures by the patrol officers
could develop, and the liaison officers could
serve as conduits for getting helpful information
from them to the in.te]ligence unit, and vice
versa.  (See chapter I for a further discussion
of methods to develop a flow of information
from other elements of the agency.)

External Relations

Any survey of the structure of an intelligence
unit targeted against organized crime perforce
has to treat the external relations of the unit;
organized crime disregards the neat jurisdic-
tional boundaries within which most law enforce-
ment ag?ncies operate. Yet, external relations,
as practiced today by most intelligence units
are often characterized by mistrust or jealousqj
and frequently are limited to informal conver-

e e
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sations  between  longstanding  professional

irtimates,
Obstacles to Effectiver External Relations

"There may be good reasons for hesitation in
seeking external associations, The neighboring
agency may have a reputation for corruption so
strong that it is wisest to be wary about all levels
of its structure, I its officers are not corrupt,
they may be naive or undisciplined, and the
consequences of their mishandling a delicate
matter of concern to both agencies might be
deeply injurious to both.

Morcover, physical factors may justifiably in-

&

Y . .

§1'xbjects betw‘een certain des.lgnated officers? Or,

given past history, would it be better to start

~tautiously by proposing a series of informal get-
Q

“togethers for the purpose of building confidence

suasion may refuse to cooperate with a city pO]i(f; before talking business? If some suspicion of
department in a jurisdiction where the mayory the integrity of the target agency lingers on in
of a different political stripe. Separated b the mind of the unit commander, should he test

politics, the professionads in each agency oft the water first before entering into any more

find that, even though they might wish to g ambitious exchange plans? A simple test could

together, an official (often unstated) policy dete B¢ Wade.  The target agency could be given

any contacts other than the most perfunctory, | $0me mfm:nmtion, that would require further

Finally, there are those situations where o CHOR 00 1t part, including perhaps the arrest
agency contents itself with the form of extema’f’?fa kn()\x"n.hood. The information should not
contact but not substance. Exchanges of infe! B¢ S0 sensitive that its misuse could be harmfu]
mation takeplace, officers visit back and foi 10 the releasing unit, The recipient agency

appear on the front pages of the morning ney
paper. There may be political differences whi¢
keep police agencies apart or, as is more often t
case, a prosecutor’s office of one political pe,

hibit good communications between agencies

T [he neighboring agency may be housed in

decaying buildings that are impossible to secure,
for example, or be laboring under unrealistic
workloads that result in the warping of proper
intelligence procedures despite the best will and
talent in the world.  And there is the bedrock
problem that cooperation between two or more
agencies depends in the final analysis on an ac-
ceptable degree of reciprocity.  If one of the
agencies involved does not want to cooperate
with another, there Is little that the latter can do
but keep on trying to initiate a productive
relationship.

In some cases mistrust or hostility between
agencies 1s based primarily on tradition. A long-
standing policy of not cooperating or communi-
cating with a neighboring agency may have its
roats, {or example, in a history of earlier cor-
ruption or political iufluence that has now in
fact begun to be corrected.  Old habits, however,
heep the agencies apart becanse neither party
hasreexamined che sitvation.  In other instances
trusting relationships have been established only
between certain units or particular individuals,
In effect, certain limited channels have been
tested and found sworthy.  Such channels are
disereetly maintained in an atmosphere which
tends to inhibit the development of new open-
ings. But they are better than no channels at
all,

Other apprehensions may be based on unit
pride~ar scorn directed at another unit—or on
concery for such things as receiving credit for
successful joint operations, or at least a proper
shave of the resulting headlines.  IF one agency
apens a press policy, another may be scaved off
because the head s fearful lest his materials
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regularly, but the intelligence moved from of could thep be observed for a period of time to
agency to the other is inconsequential—often ;€€ What it does with the sensitive information
more than official arrest records and newspay T€C¢1Ved. Such a simple, oneshot test hardly
clippings. This is not effective external re; OMSttutes a clean bill of health if the results g
tions: it is a sham designed to cover some cy YOrable, but it may help the unit commander
cealed motive for not wishing to communicg © OVercome hesitation in his own agency and
Or it may conceal an unrealistic evaluation &i’f,pim.“de the impetus necessary to carrykthe probé
the seusitivity of materials held by the fir little further.

5
agency that would be useful to the second. LThe Protecti .
i ection of Intelligence Information

il . -
’ftli F)Xl](e embarked on a course of exploiting ex.
ermal contacts, the intelligence unit commander

his external relations; he can maximize hisa ;ﬁ"“ IOIOk to his own house. He must be con-
fent that what he has to offer his newly devel-

lection take from outside sources, and he m p
even be able to coordinate strategy againstt P°¢ Partners in the fight against organized

is :
very mobile target, organized crime. The fr, ¢ime will be worthy of exchange—or to put it
task, clearly, is to define those law enforceme 0™ crassly, that it il produce something
agencies that are likely to be of most value ;‘fﬂ“n”)’ valuable from the other agency. To dg
terms of exchanging information and coordit, mz}fs \¢ must be confident of the validity of his
ing strategy and to review past and present pfi;si%;.igi“‘“‘t“'e procedures.  This entails a con-
cies concerning caoperation with them. Havit! tfm' 4Ol output of intellectual energy and, if

: ; ; I$torage met}
. . . ha : .
determined which ones are either not open 8 ds are all too sloppy, some vigor-

him or open only on a limited basis, the nﬁ‘ﬂ: TFd“‘El‘Ufm of the information management
commander should fully explore the reaf':‘sélfi“}“m First and foremost he must as:k him-
therefore and identify where new efforts nig 4 “‘”ethﬁl‘ he has set top high the restrictions
pay off, as well as where it would still be wisl, e € movement of materjals outsicle of his unit
say aloof.  With his targets selected he can i fonr@Strlc’tlons, for example, imposed on all
poll his associates to determine who has perso‘.i;gf»‘metnf‘ms reports whether or not they reveal
or even official contacts in the target agenag“ o . mng of the informant's identity? Are all

It is important hefore he initiates approad * “Ocuments pertaining to a certain matter
that the intelliger:re unit commander hm*c;faéj‘"‘ Particular individual actually as sensitive
precise plan in mind. Would it be more.frﬂf %;;ml"Se at the core of the flep Only the unit
ful to adopt a -/lcy of full faith and creditig nander can in the end answer most of these
open the doors wide to personnel from the ol s Olm’ b‘ft he can get help by instituting a
agency in exchange for a reciprocal guat® s C‘B ¢ review and reevaluation of his un%t’s
—or would it be preferable to suggest exchag® " Y0 the basis of such 5 survey he can, hope-

L B ] . .
at first on a certain limited and agreed Y make intelligent decisions and he may be

Actions To Improve External Relations
The intelligence unit commander can impro;

able to i11§tjttlte new or revised procedures
(The handling of vestricted material is disen § I
in detail in chapter V7. See figure 16 ag: 55645
for a sample log which is des\;oned t(; p;%i‘dj
data useful {n any analysis of gxtern’tl lﬁ 1"6
intelligence materials,) ‘ © ool
cerlc‘\:iﬁp:r(zjfﬂ lerxfernal arrangements will require
procedures that do not place all the buz-
den on the agency to shich matevials are bejne
passed. Establishing (or reviewing) lcont'tctts’
with another agency when the relationshi > ‘hﬁs
fong beeri moribund or nonexistent, is a dejlim;e
matter. There is 156 poiug, howe\'ér inﬁSsulm
g the worst about the neyw partner :ﬁnd (as the
song goes, “willing him to fajl.” The ’ao'enc
originating the passage of materials ‘canbmkz
procgdural steps which, in effect, protect ‘the
re}attonship by protecting both agencies aé-"zinst
misuse.  The simplest and most widelyklxsed
device is to excerpt materials from sensitive files
arefully “sanitizing” those parts that are most
critical as to source, circumstances of collection
or whatever, The §ynopsis or “sanitized” Smni
mary can then be passed without fear of the
consequences of mishandling. This is a useful
procedure when dealing with highly s:ensitiv
matters or documents which, if re'?ealed entot )
Cfmld be construed as an invasion of )riv)(? :
1‘1gllFs. It is, however, time and manpowler c;m}j
suming and where possible exact copies of file
or documented materials should be used instead
Here special precautions are essential, (Det"til‘cci
.g)lt).nioll fsatures are spelled out in the se((:ti(m
chla;;ct:;,) Information Control earlier in this
| There is no means of guaranteeing absolutel
that the receiving agency will not misuse thy
naterials received in some way. It will ('crtainble
be ab{e to copy them or to send them on to otheij
agencies not approved by the originator, TFor
tht§ reason, the buckslip attached to suc‘h ma-
terials, or the materials themselves, shouid 1](;t
only be clearly marked as to origin, but should
also bear a stamped legend, “not authorized for
external use except by ...... .. ... . " with
the intended recipient agency’s name in‘ked in
the blank. Unauthorized public exposure of
documents bearing this legend would, of course
remove the responsibility of the origihating’
agency, although it might well be harmful to ihe
individuals mentioned in the documents,
In the last analysis the only inhibition t¢
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;
jfrivolousﬂ)r maleVOIent~mishandling of ma-
terials by another agency is the shutting off of
contacts by the originating agency. Indeed, if
o s ‘there is suspicion of illegal use, the best recourse
Disposition o fmﬂy be to Federal authority, This i a harsh
| Request | Requestnot j %;s:m.cti()ll for one law qxforcenmnt Agency to use

filled filled/reason |- against ;m()ther———paru(‘ularly where efforts to
- s O enlarge communication flow have been macde—
e u—‘r but it may be the only available means of enfore-
' fing acceptable standards of professional conduct
N U S SO [ on some elements of the law enforcement

T} community,

Fioene 10. yim )l(’ log of re¢ uests for information from the intelli ence le

Requesting agency:?

I)mv(rj(a\:;‘st Subject of inquiry
receive ! ‘ a

i

A Treaty as an Aid to Externa] Relations

SRR .
| Where the barriers against effective contact
: ' between law enforcement agencies, or subunits
\ - *~ bf them, are based not so much on integrity
= A o o factors but on other considerations, such ag
| ' jealousy, personal frictions, or ingrained habits
T T that have become practices to live by, there may

1t be some benefit in wwhae might be called the
mstitutional approach. - This approach can take
many forms. The analogy drawn from interna-

) :
1 “tional relations of the treaty can be usefully

!
R b
L !

R i applied to one form, By this method the head

m;

of State (agency chief) designates a senior asso-

iate (deputy or chief Inspector) to act as plenipo-
e - tentiary (negotiator) with some representative
- -Of the other State (agency). Negotiations (dis-
R— cfnssions) are held to determine, first, what minj-
’ x;ﬁum set of common objectives desirable to both
o ’“garties can be agreed upon. These findings are
e e COmINUNicated to ghe two heads of State (agency
e e e .| thiefs) and if bogh parties feel they give promise
R of producing effective areas of cooperation, a
1 A»-»M"'S",;cond session is held by the negotiators to

B — i Hammer gy 4 treaty (agreement),
e e e { The agreement might cover only the bare
e e e ESentalg gy first:  levels of material to be ex-
4m¢;{¢1}1.a“g€d and rules for exchange; some predeter-
- mined schedule for periodic official get-togethers
T elimingge misunderstandings and improve
__._JMechanics; 5 formula for joint press releases in
SIE event of arregps or other action resulting
£10m the Passage of one agency's information to
e other, Naturally, the potential areas for
gBreement are almos; unlimited; new elements
Cf\m be addeqd 5t any time as long as there are

-y The 3 . . .
wept for cach agency requesting intelligence data, In this manner the “m'lgi(:)r[i;mi;n;:efo;; Izegoczlc dlSCllSSl(?ntS.. ECP‘J:’!”)’
It is suggested that separate sheets he kept for cach ag 1% ot that as cooperation STows,

keep 110 k ()‘ the m tive agencies Jll(l th N )’ . lown leald
nassist in t ) g :
jon they are usi g
((.f 114 st oacty tg e lll\dS of informat 2 T n It ca 15t 1 racking d
Al p } . <l Qs I p B l S -]n:l 1
fmation 1§ uS(d ﬁﬂ ) \U(l\olll(d UTPOSeS The data can also be used to plot potential movement of or t““lul
l“{"r ALl un

g =

activity,

h

formal amendments to the “weaty” will be
necessary,

In some major cities that are also State capi-
tols, and where many law enforcement agencies,
local, State, anq Federal, work in uverlapping
jurisdictions, an organized crime intelligence
committee with regulay mectings and agreed-on
arrangements for exchange of information may
be a practical device, Similarly, Federa! strike
forces could Sponsor subcommittees on sl
genee as part of their own apparatus,  Apart
[rom other benefits, this device would probably
help toward bettey techniques  of targeting
against organized crime,

The institutional-zlppr(m(‘h to external rela-
tions is limited ouly by geographic proximity,
good faith, and Imagination, At it best, it could
be a prescription for regional coordination of
intelligence—and even strategy: tasks could be
allotted, mrangements made for joint operations,
and new intelligence requirements agreed upon
and allocated. Relations beyond the immediate
urban area in which the law enforeement agency
is located will probably have to continyge for
some time on a catch gs catch can basis, Here
personal relations will he critical, Intelligence
unit commancders il] have to avail themselves
of every opportunity of contacting distant oppo-
site numbers, by attending conferences whenever
possible, by themselves traveling on extradition
trips to make the acquaintance of Opposite num-
bers, and encouraging the latter to return the

. Visit, ete,

External Liaison

Liaison officers can be key fignres in the exter-
nal relations function of the unit, Liaison can
best be thought of as extending the unit com.
mander's authority or voice to areas beyond his
immediate responsibility. It can scarcely suc-
ceed unless it does indeed carry the weight of
the commander, and for this reason the
function should pe controlled from the com.
mander’s personal office, In a very real sense,
liaison is simply another form of dissemination,
and if it is done skil]fuily, it can also bhe another
form of collection,

But what the liaison officer collects he may not
necessarily be free to channel into the unit’s
receiving point for normal processing through
the system. The information obtained, say,
from the unit’s liaison with a Federal agency,
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FIGURE 11 — CONTROL AND FLOW OF INFORMATION AND DOCUMEN'(S

Activity

All documents and pieces of information must enter through a single point in the intelligence unit and be logged
in. The log should show date, time, subject, originating office, and initial recipient in unit.

All requests for information, whether from inside or outside the agency, are to be logged separately in a request
log. Dats on the log sheet should include date, time, subject, requestor, and whether routine or special kandling.

Routine requests are those covered by unit SOP; special requests are those requiring approval

of the unit
commander before action taken. '

All documents and pieces of information must be routed to commander, analysts, or investigators for decision
on dispostion after having been read.

The recipients of the documents and information—the commander, the analysts, and/or the investigators—inay
do one of several things with the material as it comes to their desks. They may read, initial, and pass on. In
addition 1o reading, they may make some comments on items in the rhaterial. The material may also be current

‘and they may make use of it by adding to the information they are accumulating on a current research project,
or a ourrent case.

In passing the material on, each recipient may choose (or his actions may largely be determined by SOP) to pass
it to one or both of the other recipients, to send to the files, or to throw away. The secondary and tertiary

recipients must also go through the same procedures (although often the first recipient will have marked the
disposition he desires on the document).

Ordinarily the handling and storage of material considered to be of a sensitive nature will be under the control
of the commander of the intelligence unit,

All filing should be done by the filing clerks. bThey should classify and index new information. They should be
responsible for refiling material that has been taken out of the files for use. They should, to the greatest extent
possible, be the only persons allowed to pull information out of the files. Where such information is to be

removed from the file room, it should be taken only by a person authorized to do so and record must be made
of the action—date, time, file number, and recipient.

The organization and nature of the files will depend on the system adopted by each individuat unit. However, in

all cases, cross-indexing must be pushed further than merely name files. In particular, functional files should be
established as an essential tool of the analysts.

Requests for information that the information control determines, on the basis of his SOP, to be routine will be

sent directly to the file clerks who will answer the request on the basis of specific SOP set forth by the
commander,

Kequests for information that information control judges to be special will be sent directly to the commander

(o1 to a person designated by him to have the responsibility) for decision as to how 1t should be answered and
Specifically what information is to be given. -
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may be restricted for passage only to the com-
mander. In this case, of course, the commander
will find himsel in a position to use the informa-
ton as a test against his own; it will be an
evaluative tool, assuming he cannot pass it on in
a useful way to his superior.

Using Haison personnel will remain a luxury
for most departments until such time as the value
of collection-in and dissemination-out bhecome
obvious to agency heads and their budget direc-
tors, Indeed few unit commanders will enjoy
the services of more than one or two laison per-
sonnel—if they can afiord any at all.  Thus
efficient use of this rare asset is good business.

On balance, experience suggests that instead
of sending the laison officer out as one would a
traveling salesman to cover as many customers
as possible in a given towr, his program should
he carefully plammed by the unit commander.
He should spend most of his time at that agency
{from which the greatest returns are 1o be antici-
pated, or where missionary work has long been
neglected.  Repeated visits at offices already co-
operating will probably evolve into social affairs.
(On the other hand, an occasional check into
friendly premises may prevent minor abrasions
from {estering into ugly sores.) A good working
assumption is that where there has been little

contact and cooperation in the past, the liaison
officer will have to spend a considerable amount
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of time establishing his good faith and credi/
bility. His commander had best not expect sud| |
den miracles; it will be a painstakingly slog} "
process. &

The liaison officer will probably find it usefu
to keep a running, written account of the com
mitments he has made and has had made to himi »
This will be useful if he has to appeal to by
commander for assistance in nudging the com!
mander’s opposite number into being mayg ¢
forthcoming in the relationship. It can aly;
serve as a planning base against which to judg
the desirability of moving the liaison officer aif
to more fruitful targets. If the account show
that the other agency's promises of delivery ar} |
mostly unfiied or under-fulfilled, then seare -
talents may better be applied to knocking u} -
other doors. Finally, successful use of a liaisa
officer will depend in great part on his ow
knowledge of what goes on in his home uni]
He should be obliged to spend at least a thirdd
his time in his own headquarters keeping abrew
of new developments, Jongstanding needs, adi‘?
recently elaborated requirements. He is, aftai‘v%

!
{;

all, not only an emissary for his unit's con -
mander, but also a prime collector for the unil
As a collector he may pump away at dry wel -
for a good part of his assignment, but his servicai‘ §
will have been worthwhile if he brings inx
occasional gusher,

:
;

B
.
H
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; %‘ity, meticulousness.
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Chapter IV

STAFFING THE
INTELLIGENCE UNIT

Special selection problems
Highest criteriq

Personal interview important ste
Most effective selection, requires re
Changing nature of organized crim

The academic community as source

INTRODUCTION

»e a . i ¢
pasition in hig organizationC rzlxzfsﬂhqirrﬁ
1t “Is the person I am
mildg f‘oclz the position ca pable%f doing the
+ \an other officers work with him
aw enforcement (as wel] ag in
)} alws 1
Can I trust the persog }yiuildcl:)f
An‘c} then, from the point
can b Can this man think
aion ot e le and structure pieces
ook the question, why?”
g at the staffing of an intelligence
Tements can be divided
"Most important is
Selecting a commander
a problem of trying to match
a senlor member of the agency

€ unique yeaun;
que requirements of the position,

or o7
' for each category—commander
for selecting Personnel in ql categories:

in ' " ) /

b ! selection process, especially in determining
alistic testing, g z \
‘ ang, using on-the-job probiems.

¢ mcreases requivement for

> thvestigator, analyst,

integrity, intellectual | analytic capoc-
motivation,

generalist and speciqlist analysts,

of specialist analysts on consulting basis
ment must take account of special prop

lems posed by personnel require-

é}] fl‘ltlcal category is that of the analyst. This
m‘ %)ter will put considerable emphasis on the
; alyst since he is a member of 4 relatively rare
1p~ec1e‘s, in the faw enforcement aviary, In many
: gfelfu.xe;s, the analyst will not be a transfer bur g
pr f} ;ssmna! hired from the outside ‘
€ investigator cateaor >
selection Dmbig(;m [‘Txtlelcl’l(:l }’dPOSCS 1}"—‘C e
ct -+ wnlike the analyst, the in-
:Eiiliat(;z usually will be a gransfer ’But he
ol e .Iac(d “"lfih umque challenging require-
hen ts: In addlthn to being able to conduct an
um‘ts lgaru{)n, t{le mnvestigator in an intelligence
must be able to work ith ana
VOrk on a team witl
| , am with ana-
¥sts, develop new approaches to the inu‘easimrl‘
sophisticated illegal eterprises of oroanize )1’
criminals, and, at I sutisfac
. s at the same ti- o, draw snps
crimi and, at. me 1 ¢, draw satisfac-
'u-(; ;stronzrllnakntlng Investigations without making
g - Ahe selection of investip :
: stigators and ;
" g and ana-
ng;ts 18 generally treated as a common pmblerz;
o ce;. hwhe‘re possible, these Functions should bé
ought of as interchangeable and to a great ex
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tent requiring the same level o? {n!;fill}::;;;iill
equipment. The fourth category is in nation
control and clerical.  This groupdpo.ss Do
unique recruitment problems and i
discussed in this chapter,

THE UNIT COMMANDER

Choosing an intelligence unit (‘0)1;11122‘111;161112:
quires a positive auswer to all the se e}c 10 Cclgci'ﬂ
tions mentioned above, but the rather spf ('1
character of the position to be filled makes .ors(
somewhat different weighting of the 'qulestu‘)lr;l e.
The right man for the post of orgzuuzc;c Cf:rse
intelligence unit commander (:ammF, of (‘10 its,
be found by any process.  All sorts o llm >
which are familiar to any l)txrcrzt}n‘racy, Z‘H‘E yul
into the systemn of choosing. I.he selector mz;z
find himself with imperfect choices. As he] Tlued
tally juggles the nttru(.:tiﬂhs of what may il {1 lea{};e/
be a smaller list of availables than he wou d 1?)]
wished, he may have to give 10wgr than des-lm’ e
marks for some qualifications hke(yoopemﬂ\ve
ness while satisfying himself that, ‘nobody can
fault X on brainpower.”  Or he may be tho:;
oughly confident of ¥’s integrity, lguc suspt}ac t
that Y's taciturnity hides not wisdom, bu
STugness, .

Sm?l%)wcver, if he bas any misgivings whatsoever
about the integrity of A. or Y., hc? should‘.n:)
longer even entertain their 9:111(11(1:1(7165 as. acccp‘ -
able. 'T'he intelligence unit commander has to
be—if nothing e]se—yigﬂm?t abouc’ .thc-,j .posil-
bility that organized crime will be ses:kmg utl :’;Hiy
way it can to corrupt the ]El\\' enfmcen}en o
cers of the agency. There is no room orfgo

promise on this point. Any weakness or so mescs;
in the clement of the agency most coflcer.neI
with the penetrative strategems <)f.mgamzlec
critue, and any weakness or softness in the‘ ele-
ment of the agency charged with the coll‘e(‘lulc;p
and maintenance of the most'delxcate of intelli-
gence waterials, would be perilous to the agency

as o whole, ] o

" ‘Ilh‘:x:, integrity is a prir.lmryft()ﬂS{dfl’&thlj;_li

selecting an organized crime mte.lhgeqcelu\ cxe

commarnder; it is <'riti§-al. In making his ¢ w;ﬁ.

the supervisor can give notlpng m}vay1 :n'ilit

tegrity even if the scales ‘holdmg m;:mz:r h egre iys

and cooperativeness are unbalzmceg - e

one other obvious but nonetheless highly cri i{'.

reason for insisting, as a starter, that the intelli
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gence unit commander have impeccable il

should) set the tone for h‘is.u'nit. P;t? mxz\srtl nrm :
only symbolize incorruptibility by his 00r B
cruitment policies and pers.or.mel‘m%x}acem‘em |
practices, he should be mgulhng in his 11.1111;;‘”
deep sense of pride in its own u‘nassa;a ;
integrity. The agency head can expect no lesso,.

GENERAL CRITERIA FOR STAFF

obtain in recruiting the balance fff _t.he .ungtsé- !
staff. (See figure 12, page 71’, C}u@rm c’i .
Selection,” at end of chapter) T hfs is (rixﬁt{l::,
say that the commander shou)'d seek t;) i ,;Ef
office exclusively with subordinates who i A,\
as he does. W

He will, on the contrary, need
manner of men and women who can look:

intelligence problems from a variety of perspe: istaff selection process.
. . e . I - ’

But whatever their individual views .okkgsupemso'rs corfﬁdcnce t!}

kills, they must have a strong sense of integit Jone, the interviey techni

and high As far as beit iplishes what the written ¢t
. Tie

ith hi rdinates, a uniteoh tively. It allows the n

“comfortable” with hls.suboxdma e ,m o] g s towg :
mander is better off if he has so o

tives,

and high intellectual level.

£

in hi i hesitate
pears’” in his basket, who will not

lgenuine thirst for self-educat

. i provement.  Intelligence is
the intelligence unit than that it be clean. | |

SELECTION f tice_ition ‘of organized crfme.
o | iof 111te.1}1gence work which car
Much of the same general criteria as aFI{IY‘};{ iappealing temptations to the
selection of an intelligence unit commanderwil 50 1< a6 stmple convers

seldom the case,

¢ One approach to intelligence personnel re-
“cruitment is to begin by setting

‘Jow and then identifying the ¢

: business, its targets c}

challenges,

The First Step — the Interview?

It is almost always beneficial to include a
healthy amount of personal interviewing in the
Beyond building the
at his choice is a good
que sometimes accom-
est can rarely do objec-
ality of a man’s mind
d the proposal at hand

{in this case tackling intelligence work) to filter

gest the unorthodox approach and challe"g“i thraugh unequal or uneven educational hack-
sugg :

traditional assumptions, _than if he l;as

collection of agreeable, think ah.ke yes-m{‘fso.mw
A search for bright, tough~mm.d.ed pe:n ;mdg o

can present difficulties. The unit com i

. et
types who, though they may be impressive

. e
his mind made up on most 1551165;;1;2{ v?i:ﬁ
how polished that mind may be—-—»xim | ;c . elf?i'i'
culty dealing with the unexpected. et e
ample, his investigation has led him ? o )
that a certain target is surely the wane‘ilook i
in a complex case, he may tend to ov oy hé
dence that begins to suggest the Conintui(iﬁj'f"
may have more confidence in his o;:m ersomlij:::
than in the facts. At the worst, suc 1;;13 mindfdf H
types become zealots or crusaders, Sl'nlgontiﬁed 1S
pursuing objectives they have ;cvobligalfﬁ*:
themselves with little regard for .t‘le -
of the unit or even the lm.v enforcem Ossibalf%‘
as a whole. It may occasionally be p %

(i} %

' grounds
. Previous supervisors,

- Prepared for by both parties,
, : sanalll; ment is that the candid
. to avoid certain per e ,

should take care n ; }mcf autobiogra
first acquaintance, will not have the flexibil, Pages), which should contain
TSt acquaintance, W Tnent about his car

for sou%d intelligence work. The officer W Fentabout his career tXpe

S

or mediocre fitness reports  from

The most fruitful interview is that which is
A useful require-
ate submit in advance a
Phy (usually no more than two
at least one state-

‘ ctations in the agency.
18 Tequirement jag Several advantages:

LTt discourages frivolous applications;

= Itmay surface dimensions of the appli-
tant not revealed in his personnel file;

8 1t is, or it may be, depending on what
degree of help he may have received in
1S preparation, an early glimpse of his
capacity for written articulation; .

It impresses on the candidate the special

1 One hyy,

5t dle is not - n
gﬁd\gm\m +¢ 18 1ot discussed in this chapter~the ful fleld

I Hivestigation of applicants. Tiis ig covered in

harness such a person to 3 specific and narrow
.+ specialty where his burning, uninterrupted in-

tegrity credentials. In great measure he will o - terest in the subject can be an asset, but this is

age limits quite
andidates with a
ion and selfim-
a mind-stretching
1:ange, its methodologies are
improving constantly and require more and more
- innovative ideas to cope with the growing sophis-
These are aspects
1 be used both as
bright candidate
ational topics de-
‘signed to gage the candidate’s responsiveness to

Nature of an assignment to intelligence;
5. It provides the interviewer with some-
thing to talk abont,

The interviewer must, of course, do more
than read the autobiogray yv, He should, as
carefully as possible, comparc the autobiography
with the contents of the candidate’s preliminary
background investigation or personnel jacket.
Moreover, the interviewer should be prepared to
level with the applicant.  He must knowy and be
candid about any career disadvantages implicit
in the candidate’s moving into intelligence work;
he must be prepared to open himself to prob-
Ing questions on this score. In other awords, he
had best be completely confident about
policy and agency traditions in
practice,

Obviously, any good interview will concen-

trate on probing motivations, This is especially
Important for mtelligence work where the re-
wards are more often the satisfaction of nnravel-
ling a problem than they are monetary or direct
participation in pursuit of the criminal, There
are, also, other qualities o probe for that few
people willingly and openly display. Foremost
among these is meticulousness or scrupulous at-
tention to detail. Without this quality, good
intelligence discipline can quickly dissipate, ana-
Iytic studies can founder, and cases may be re-
jected by the prosecutoy. A law enforcement
officer who has previously had investigative ex-
perience should be asked to bring in a copy or
copies of old field reports he has written, In g
subsequent or followup interview,  this report
can be used as the basis for a discussion of per-
sonal work habits, collection techniques, thor-
oughness in following up Jeads, ete. For a more
exacting measure of a candidate’s tendency to
think and work with precision, commercial tests
are available. Because of cost factors, they are
worthwhile only if more than a hanudful of
candidates are being considered.

agency
personnel

Investigator Candidate Testing —
Use of Field Prohlem

If, after the initial interview, a prospective
intetligence Investigator shows promise, it may
be wise to involve him in a structured feld prob-
lem (or the designing of an ahalysis model).
Such tests require considerable advance prepara-
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tion if they are to reveal much that is lusefuf}le?crl
new about the participant. For example, a e
problem might be put togeth.er by an c;xlm -
enced investigator using .rnatem.a]? .draer i?ther
variety of past invest:gutwe a§t1v1tle‘s. o tl)(e e
simple, noninterrogative problem cou e
vised that would require some passive sxl !
lance, address and :mtomobﬂe. ln;pnse Ecmﬂ:&ﬂ,
public library research, an examu}auon(? old t;e
records and the like. T I}e applicant wout e
obliged to fill out twe written statements idard
conclusion of his field p;‘(?b}l(’.;ﬂ: ‘\:ﬂﬁ,da ls)tealgiven
investigator’s report, which he ] g
::tntﬁ?(tf itm‘t of t}Ile exercise; and two, ? (o(H;pl:clzs
mentary form in which he .recorded adogl)e e
activities with an explanation as to why h de
cided to move on from one mvesttgatwel po]u-
to the next. There should be no sch<‘)o‘. S?‘ﬁe
tion” to such a field problem, but goocl dls(.;pt;(m
would require a fixed time table for comple
" the exercise, ‘
° (tllll(farly the two written reports would be 1}11?3_
ucts of great interest to the select‘o?rs. ; 'ndi}i
would, if the exercise werc.well designed, 11 -
cate the candidate’s (tapabihty for fxdvar'lce P ?Er
ning (or his tendency to b_olt.mto SItUZ\thl‘l?), !
carcful husbanding of his time (or, c?n?aii\yé
for wasting his energies pursuing nonpr og ltlg e
leads), for thoroughness, clarity, attentior o de
tail, ete. A good field exercise report WOE! d {.Ve-
reveal something of the candidate’s unngmg 1f -
ness and flexibility—whether or not he ha] t0d
lowed any set path that finally had hit the selecte
target.

Analyst Candidate Testing —
U)se of Analytic Model

Testing an analyst candida?e by invol.\_u‘ng hclln}
or her in the construction o.t an zmalyt}c mo le]‘
is in many ways a more delicate seleitlc?xi.tetcl]e
nique than the field exercise. First, Tem lflires
practical problem that this approacyreq“ res
the use of real files about real or suspected cr nt -
nal conspiracies. If the candidate is fn(?E z;i:en(t
full-fledged member of the law en m;izqtion
agency, or if no full background inves O{' or
has been completed, there is a 1*1515, albeit s ight,
that the files could be (.'ompr'omls?d.. Fabrlcf”t-
tion of names, addresses, etc., in existing files to
overcome this ‘difficulty would be a h.erculc?an
and probably uneconomic task. But, presuming

G2

that the candidate is sufﬁciently well kn.oxrv]n an¢
regarded by the intelligence unit to meélt a rgadl‘;ﬁ;
a measure of trust, a good tfislt can be devised ¢
is of in-house materials.
th?l};limliuor[pg;e of the test would be to observ‘(.‘
how the candidate tackles t'he.challienge of EFIV\*
ing an intellectual probl{em in mtel!lge.ncﬁ.B h.{
test might consist of a single quesuor;l.t iny tehi
ploiting existing files and docurpe ts n “(
unit’s storage facilities, can you suggest way fll],
means of establishing whether ther_e is aylea;"
tionship betweenzgerson X and business Y
illegal activit ' n
ﬂ}:t\?erials avail)z;ble, it might be mz‘Ld? n}o:e (]:oLm
plex: “Prepare a statement descn}nng the i §
lihood of there being an organized crlmmg
element active in business X, and suggest ¢

approach for deeper exploration of slclllshs:bge?.
complete with the goals you ”wou L p w{
achieve in such an explorzgtlon. -.In olt)llacas i
the applicant would be given a mnfeta c,up:y
cific files would be made available ..c.Jr ger sahl

and an on-duty analyst would be assigne to: T
candidate to answer specific questions as to th:

availability of other files or resources. -.

- itackling the problem. What
“jup with, of course, are less

~istances described above, but im
resourcefulness, thoroughness,
“research tools, and self-discipline
{

Or, depending on i '} If the performance of two or more

H

‘would be relatively simple to decide
| ‘had done the best job, and, other th

nrregularly throughout the year so th

~consciously their own sense of

answers he comes
significant at this

ipoint than how they wese ‘handled and what
“lingenuity was shown in shaping them. Unless a
-iseasoned analyst from some o
iment agency is under consideration, it is not
- texperience that is being tested in the circum-

ther law enforce-

aginativeness,
logical use of

The Selection Process

applicants
described
another, it
which one
ings being

in any or all of the screening devices
above could be measured against one

| equal, he should be certified to Bl the vacancy.

Bue this happy state of affairs may not always
obtain. Candidates may

appear one at a time or
at satisfac-
ory comparisons cannot be made directly. The
elector or selectors, then, will have to develop

standards and
tick to them. The momentary need to beef up

The on-duty analyst’s role would not ;)entthEr
of coach or adviser, but simply that of inte-

an overtaxed staff should not be used as an

) ,hid,,;XCUSC to lower the entry threshcld for new-
preter of the available data base against whi' A

the candidate was working. The on-dlutylalnrzill)\
would volunteer nothing and probably, ns 0} :
circumstances, his main task wpuld b‘e[ItO rlel 'Fzrj,f ;
to questions put by the candidate, “I can'tt.

you are looking for is1 gva’ilable or not, and f
is, where you can find it.’ L
” %:ll:: reol};: of the on-duty analyst in this f9:nT¢<‘
testing is two edged. first, he savc?s th(iut:gd g
all concerned by pointing out where wa g
terials are located. Th.e appllcax?ti n]c;erﬁ“[,«{ :
spend valuable time learning tl}e pzlu t1clt:]i‘t ol
and storage system employed in the ]lled .on
ondly, the on-duty analy'st can bc-f ca < i
the selection officer to give an accour i

- say, when

ZTQ11aliﬁed
-and is hard put to make

i N
g g@nce tni,

Wrong becauge whomever he

e

-
oy e
— s

by

gomers.  An ill-prepared investigator or analyst
vill, over the long
on his (or her)
ik

| his slot remained unmanned until a qualified

run, put a greater burden
more skilled associates than if

- applicant turned up.
you that. You have to make your reques i

specific. If you do, I can tell you whether v

A problem of

a different nature arises when
here is

an embarrassment of riches; that is to
an intelligence unit has a number of
applicants for but one or two places
a choice. On the sur-
able condition for the intelli-
- The commander can hardly go
picks will probably
& sound member of the team. True
but will pe pick the best of the lot by

erc{Slng‘ careful self-examination of his own
tlection techniquep

ce this is an envi

ecome
ough,

i ; that
the applicant handled the asm_grgnen;,d i
whether the process came quickly EErustrét
whether bad leads produced evident [r

handled with care, etc. T
But the principal product ’for thcf rSSC o

concern will be the applicant’s zm’smiamler

questions posed and the logic of his m

9 More aPJHC
i ia !
and discouragement, whether the files g

dtion Papers

he Natural-human ¢

endency under these cir-
Mstances is to fing re

asons for eliminating one
Ants, not reasons to select one or

and often subconscious, process
at the moment when appli-
are filed or early interviews are

held. In the early stages of selection there are
clearly those who may have the potentia] for the
positien and those who clearly do not under any
circumstances. The latter are shaken out with
relative ease according to more or less uniform
standards. If the qualities of an applicant re-
main in doubt after the initial cut, he or she
can be passed along to participate in the more
intensive interviews and field or analytic exer-
cises, Assuming, however, that all these barriers
have been successfully overcome, the selector- is
now on the spot.

Up until this point he has thought positively
about the candidates who were successfully moy-
ing along the selection process. If he thas been
personally involved in the various stages of inter-
views and testings, he'may even have envisaged
in his mind’s ¢ye how each one of the candidates
would fit into his apparatus. “X would work
well with George, y looks as though she’s just
right to take over information control from
Harry so we could put Harry back in the field

" etc. But, faced with choosing among sev-
eral demonstrably capable applicants, the selec-

He must winnow the

tor often turns negative,
starts looking for dis-

field to one or two, so he
qualifiers that have not hitherto surfaced or, if
they have, were regarded as irrelevant or insig-
nificant.  Exhaustive negative scrutiny finally
produces one or two candidates with the leagt
number of possible disqualifiers (and they are
only possible at this point) and the prize is
"awarded to the most inoffensive.
The insidious effect for such a technique, of
course, is that by emphasizing the search for
weaknesses in the candidates, any slight deficien-
cies noted tend to become exaggerated in the
mind of the selector: Two spelling mistakes
remembered on the investigative report exercise
of X very quickly slides into scepticism as to X’s
ability to handle the English language. The
on-duty analyst working with applicant ¥ noted
that he was “highly curious” about the promo-
tion possibilities in the unit, so ¥ may be dan-
gerously ambitious, At the worst this kind of
thinking can lead to a form of amateur psycho-
analysis of the applicants with bizarre results:
“Hmm, I wonder why Z is still a bachelor?”
Obviously, in all these cases the selector is doing
the unit no service at al by straining for reasons
to eliminate qualified candidates rather than
pinpointing the best of the good,
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Selecting the best out of the good is, of course,

no easy matter. Very often the choice will have
to be made on the basis of fine tailoring. One of
the candidates will have a range of attributes
more suitable to the particular opening than his
competitors. If this is not the case, however, the
determination become a little more complicated.
About all the selector can do at this point is to
start searching for qualities that were not neces-
sarily qualifiers at the beginning of the process.
Some of the most telling in this regard are the
range of a candidate’s interests—what does he do
with his spare time? What books does he read
for relaxation?—his candor as well as his self-
confidence; without resort to self-deprecation,
how honest is he about himself?  'What about his
capacity to synthesize many and varied inputs;
can he take fragments of a conversation or the
various elements of a biographic file and
come to generalized conclusions rapidly but
undogmatically?

There are, quite naturally, many other quali-

ties or characteristics to iook for that may be
more appealing to the individual unit com-
mander who must do the selecting than those
listed above, or that may more precisely measure
the applicant’s capacities for the opening in
question, The following are offered here only
because they are in themselves important attri-
butes for the good intelligence officer: a broad
range of interests because this may signify a
flexible, thirsty mind with a wider than average
social interest; candor about himself because
this is a good gauge of innate honesty and in-
tegrity; capacity to synthesize because successful
intelligence depends on getting at the core
of a problem no matter how dense the trivia
surrounding it,

The Special Problem of Choosing the Intelli-
gence Investigator

Under normal circumstances, the intelligence
investigator will be transferred into the unit
from the detective branch. He will have gained
experience in the more traditional modes of
investigative work. He will be part of thenor-
mal career structure, looking forward to further
promotion which likely will take him out of the
intelligence unit. The area of conflict thus
posed is that of the special requirements of the
intelligence unit versus the career service of the
agency. The intelligence unit commander will
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The interchangeability of at least some of the
 staff greatly enhances the flexibility of what i
Where he can find none that fit his needs, h(!;“:normally a small staff. Personnel can be Shi‘fted
may have to fight even harder to get the riglmé ;to investigation when cases are ip their earl
hire from outside. | stages, and then to analysis as the informatioz
The intelligence unit should look for traing ;;begins to accumulate,
investigators. In most circumst}z:ncesi tl;e uni'; ;
will be relatively small and will have little tiy rmini . . ..
to train investig?;tors on the job. The diffil ‘:g)et.e mmn.g the An.alytlc Discipline Needed
nature of organized crime investigations demanfi”? Since t‘he lntl'(.)dllClilon of profession
experienced personnel. Investigators should 4 {0 organized crime intelligence is 5
ready know the city and at least the street le 1€V phenomenon, there
operations of organized crime and the mg shich skills to apply than there age analysts in
areas of such activity. Hopefully, they wiil hay 'POSIFIOI}. The use of accountants and attorneys
served in one or more of the precincts whichy 1 Plecing together disparate pieces of informa.
major operating areas for the organized crimini 00 t0 form a finished intelligence produce (or

But the trained investigator also presens] TOTe often an actionable case) is not unique in
problem in the selcetion peocess.  Tha be l:c% gm.v enforcsmen.t, but the employment of econo-
get is an investigator who has done well at i 5% SOUOJOgI.StS’ anthropologists, psycholo-

18ts, etc., certainly is, What then, are such

tine work but is not satisfied. He should respol & i
alists able to do for ap intelligence unit

have to fight hard for freedom to select fronzs,
among the best investigators in the ageng

]
al analysts
relatively
are more theories about

O,

I : : speci
re complex investigaty 1
positively when the mo P galn Vhich skl fits whict problen meenigence ¢
ares are

work involved in fighting organized crimef x¥o
discussed. He must be a man that can both tak"_ ‘\a e:;tsy answers to these questions, byt it is possi-
ble to make some generalizations which may

direction and have sufficient initiative to devlf

avenues of approach to a problem over and abo}m;:’el as pathfinders for intelligence unit com.

those suggested. The trained investigator “Hsf‘ lders—who, after all, must deal with loca]
local characteristics of

seeks only the rapid arrest should be avoido) ltuations  and  the
as they see them,
T
and where the ultimate arrest is the respor
i
The intelligence investigator must be ablet 12V found that the yge of recent liberal ares
..o, Tiv, .
sitting in the office. He must be able to par al they may know nothing about criminol-
b 9 ¥ J 1o " .
reporting. But he must also be able to dett “%telhgem, Precise, and anxious to explore gen
. . . joald EBY ange -
fact, he should relish this aspect of mvestlgah; 22V and large they should dea] with aspects of

—
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—

un tI‘y

A oo o SR - L
SR

. N “organi i
He will not be able to live in a world wherei : fg zed crime
complex investigation might go on for mont g .
P g ght g \}‘Ele Nonspecialist Analyst
bility of another unit; that is, the case he beg'L‘vt;lTO begin with the least specialized ana] tic
would be turned over to others. Alent, many Intelligence units in the co y
work in harness with the analyst. He mustE: ?lilduates ISrewarding. Such people frequentl
1y . ?
willing to take leads from the man (or wom'"g women, are quite simply analysts Or};
pate in the analysis itself, to help guide the? méyt'hor police work, or the law, or even the
lyst in-turn. He must be factually correct intB¢thodology of daa analysis, but if they are
B . ¢ 1 ot ;:0* A
a capacity for at least “first-cut mml)sm a?"fm “)" uncharted waters, th ey can soon make
interpretation of the meaning of his findings. | “gPortant contributions tq criminal anilySi;
the collag
atior
phy 1 process and the Pure analytic func-

work.,

. . . LHon : .
The intelligence commander in many bi hér Whlc_h s the search for relationships,’
should think of developing his unit in W *¢ an intelljgence Operation is newly undill

. . Y O ic v ¢
way that at least some of the investigators? ¥ or lswvampmgits

: approaches o1
U alysts can be invaly pproz » honspecialist

&
analysts can be interchangeable. (See Cl‘akﬁoss-ref ( able in designing filing and
L b discussion of this sornt) In mostfi " Yticerencmg Systems best attuned to the
this would mean that they would both‘ h"{‘n{ ; ”styinprlocess. The  analysis they do will

. - wd also® Volve charting iminal c
be badged or sworn officers. It wou'd: Piracies or Jegn] anq 5 patterns of criminal con-
4 82l and illegal holdings and inter-

that the analyst would have filled an investig N
als. They may prepare

. . ¢ 86 of : o
billet before being selected for his curren”‘ﬁ OTganized crimin

appraisals of she state of organized crime in thejr
etivie, ons, POrts on the trends of criminal
‘ Y 10 the area based on the soundings of
nvestigators or drawn from other sources '%h

may be used to research complex probl.em SY
exploiting public records of other official is !
tutions and libraries, Ip short, the cwi]lnslﬁl.
applying logical deductive techn,iquesy eﬂ’ectiv:
1 any context to the tagk of unraveling and
(ultimately) €XPosing covert criminal a'ctivoit;'.

The Specialist Analyst

Not all analysts are equipped to h
more techx}ical explorations and studies ne
Sary to achieve an understanding of such t:hif)eé-
Saﬁ lc)ltls1?ess frauds, securities ma?lipulation angci

. ) 2
ot ot g e 8, TEDgerens
! a nesses. 1ere organized

I(; ;1;1: Ol;a}z srzloved nto high gear and is op%rating

o0 covertly in these areas, highly skilled

pecialists, such as accountants and economist

may have to be called upon. Naturally, an i

telll.g‘ence unit commander muys; look to Zl;le mc1>nt.

efﬁqent way of getting such analysis dc;ne Isf
he is confident that the target group re res.ent

the only sophisticated threat in his juri?dicti S

a.n‘d that, if it {g rolled up, no other groyu %

likely to come along and enter the vacﬁumphls

may decide that it is best to get the job done be
using borrowed personnel—from soxrjle othere]'nzr,
enforcement agency in the locality. 1If there ':re
110 such specialists available in law enforcem:ent
harness, he may rely on specialists on g co

sulta.nt }oasis. If he feels he is likely to I;aver:
continuing problem, then the unit comm’mde‘
éptlst e.n]arge. his staff directly to copec ovelf
blégzv‘i‘;l;_h this complex dimension of criminal

Similarly, sociologists and psychologists or
a11t11rqpo]ogists can be profitably deployed in
analyzing intergroup behavior with a view to
wards_ detecting weak links in organized crim(;
combinations for the application of counter-
measures.  For example, if two or more ethnic
IInority groups are working together in g
Mmarriage of criminal convenienceobut not of
d.evon.on, the dynamics of such an uneasy rela-
tionship could be studijed by a specialist famili":r
w1t.h the cultural imperatives of the groups wi;h
& view towards better understandine what makes
the combination hold together, orowhat would
be likely to pull it apart. In like fashion, soci-

andle the
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ologists can often be helpful in counseling ?{?e
dercover agents on acceptable behavmr. in N
roles they must assume, and psychologlstsdce;’
assist in developing techniques .for the e}xé
cate Dbusiness of handling recalcitrant or se
i nt informers.
1m/}-‘z;)rrt::)ted previously, there are no hard and
fast rules for the deployment or even the ex?1t~
ployment of specialists i}l an intelligence unit.
But one managerial prmmp'le s'hould remzuri
uppermost in the commander’s mind. He mufi1
have a comprehensive plan as to how ‘he‘ md
use the specialists after the most tempting an
immediate targets are dispatched. ‘If. he has ng
permanent, continuing use for specialists, he ha
best not hire them in the first place. They are
probably too expensive to employ as nonspe-
cialist analysts. Even if they were so used, they
would probably soon grow restless and move on
reener pastures.
* 'iI%"x}f:imaéinative intelligence unit commander
with nonrecurring requitements for 'studles in
depth or the occasional analysis of. highly lc?mf-%
plex problems can sometimes avail himself o
other community resources. Most major mu-
nicipalities have more thawn one law enforcement
agency. It is not impo§sxb]e that w‘}‘ler‘e twfo'o;
more agencies are working together in full fait
and confidence, they could share the costs of
finding one highly specialized an.alyst betwcj,en
them. Or an accountant, say, mlgbt be. agree-
able to entering into a retainer relationship with
one or more of the agencies. Such arrange-
ments are obviously not as satisfactory as having
the full-time services of such a person, but they
may be all that can be defended from a costf;
standpoint—and they do have th; ac‘lvz}n]tfwge o
keeping an analyst experienced in intelligence
work on tap. ‘ o
A variant of the retainer velationship is the
use of contract employees or consultants when
particular needs arise. This, of course, may be
costly and is often time consuming for the agency
that wishes to let a contract. Much depends,. o€
course, on the rigidity of local.lftws governing
the letting of such contracts, hiring temporary
employees, and bestﬁoux‘& agreements.' (:en;
erally speaking, this kind ?E arrangement is mos
“satisfactory when there is a s:,pecxﬁc <‘)b3ectfve
task at hand that either requires spec‘lal skills
unavailable within the agency, or that, if tackled
by the incumbent staff of the agency, would

an extended period of time. J

criminal acts, but is needed to provide strateg

: ;

teeth, a study of the effectiveness of dlfferentloag
’ - . - - » ‘;
shark statutes in other jurisdictions nnght' l]alv
more long-range impact than many actwmc),
more traditional to intelligence units. Such
study might best be done by an attorney or ly

2 TR

with the intelligence unit.

Use of the Academic Community

prising pools of talent can be tapped by ls
imaginative unit commander if he is willing

nology, management, public administrati
systems sciences, sociology, - etc.

the permanent faculty or in the gand};s
graduate students preparing advanced deg

dissertations, .
i i i
Approaching the carnpus is a delicate m

t

established contacts or friends who can P
i ; % ¢l
who is undertaking specific kinds of 16

fa
may arouse all manner of latent and not 0

. . 1 pol
One ideal way to begin a dialog with ap
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seriously disrupt normal working routines oy,
Some abvious e

-and unchallengable:
for countering organized crime. For a Statelcrk ;
municipality Jacking a loan shark statute wif"

professor under contract or on a consulting ba.

The resources of local or regional umverstué'
should be exploited for specialized Pel‘sor;nr~

- R
assistance whenever the budget permits. |

|

i i i
spend some time exploring such schools, partiz

’ N may be found§; o N oA )
a variety of disciplines. They may 0Tk he is assigned within the intelligence unit,

i : t alra
i i ence commander has no 2" iniver :
if the intellige {eg put to the student’s dissertation,

ey
the way for him. He had best not blunder! 3

ice 5:0US thinki ]
) : - advice B ng throu
the dean's office looking vaguely for z e g

e

[ . .
that might be usefully employed by an 1““*7’" ‘mary obligation,

: i scurity of 4y :
i 1me. LY ot his upig,
gence unit targetted on organized cr @5

.

. - . c[ez“
suspicions as to his real motivations andwmk aig?e "
an atmosphere of hostility that, even tholl sz ) ’gq od young scholars from getting & taste of

R \ .. .
justified, deters scholars, who would 0}1 . W enforcement profession. He may in the
i i i tacting
be interested in his needs, from con 6 s

N
- 5¢ the academic community is to follow the pro-
“fessional literature, say on criminology or man-
ligement, and select a local author whose work
: : I
amples are: the redesign of an intelligence unugf‘;
existing filing and retrieval system, a !on.g-rangr;‘
study of travel patterns of leading criminal B
ures as a means of determining the nature d,
illegal activities, a survey of real estate owe
Jo% . . 1 nior cil
ship fronts in a given section of at;r: )kiln;nég ;
Not to be forgotten, of coursgi 151 indg
research which may not be directly related ¢

may be relevant to criminal intelligence or police
administration and write him directly about his
research. There are countless ways to bring

.about a discreet encounter with members of the
academic community, of course, but the essential
‘matter to keep in mind is that, no matter what

actics are used, they must be above suspicion.,
The purpose of the visit must always be explicit
a search for intellectual
ssistance for a law enforcement problem of grav-

fily and delicacy. Only a few scholars would

%

tebuff such an approach out of hand.

+ Having identified what appears to be a-talented

schofar (or scholars) on a local campus, the unit

commander may find that he can avail his unit
$ v
of the services of a graduate student or two on

specific projects that threaten to consume too
‘huch of the time of his peérmanent staff,

match between the graduate student’s principal
h

Some

eld of interest (or a subject related to his djs-

Sertation topic) would be ideal, but such a con.

Venient arrangement would probably turn up

:énly rarely.  Nevertheless, if all goes well, and

the student or students in question find the part-

e

Ume work experience for the unit rewarding,
e

e
larly those with modern departments of cit;

seeds for a more permanent relationship in
¢ future may have been sown, Establishing an

dcademic internship would involve an agreement

tween the Jaw enforcement agency and the
nwversity to permit a graduate student (or for
at matter, even an advanced undergraduate)
atisfy some of his course requirements by

 might even be possible to extend this prin-
Je o the preparation of a study which, on the
ne hand, the unjt needed done, and which, on
é}e other hand, the university would accept as

I'such arrangements would necessitate a seri-
8h of the implications in-,
Wed by the ynie commander. He must, as a
Protect the integrity and
However, if he dermands
FIANCe procedypes as strenuous as those re-

1y S ; ) .
ed for Permanent personiel, he may discour-

-00g o :
658 lose @ Promising candidate for placement

as an experienced specialist in his intelligence
unit.  CGlearly, he must apply a rule of reason,
First of all, the unit commander will be better
able to harmonize these two quite different con-
cerns if he has what might be called “compart-
mentalized projects” in the planning pipeline,
This simply means that discrete studies of a
limited set of data that can be set aside from the
other collections and from the daily routine of
the office, would be assigned to an inexperienced
scholar to tackle. Or such persons could be
given an investigative assignment almost wholly
devoted to public sources, such as library
reference materials, newspaper files, etc,
One example of such a study would be a statis-
tical analysis of telephone toll records, This
would seek to determine the time and frequency
with which calls are made from a known num-
ber (the analysts would not even have to know
the name of the person in whose name the phone
is registered) to other phones outside the city;
that is, phone calls that would show up as toll
calls. This could be useful where a new tele-
phone number of interest to the intelligence unit
has been discovered. The telephone number
analysis might be an initial effort from which
leads could be developed in other cities, Num.
bers frequently used in adjacent suburbs would
be of greatest interest, and could lead to a re-
quest for surveillance by the agency in whose
Jurisdiction the new telephone is located.

In such cases, only a minimum background
investigation of the student would be necessary
and the risk of compromise of official materials
(f any) would be measurable.  Where such
limited studies cannot be isolated from the nor-
mal working routine of the unit, the commander
must, if he 15 to protect his unit, undertake a far
more extensive background check, even for such
a lemporary employee. In the long run, of
course, if the young scholar is tempted to enter
intelligence work, the background investigation
will have more than paid for itself. In essence,
then, much will depend on the assignment that
the intelligence unit commander is able to
delineate for the interested, part-time scholar,

A final word is necessary on the intelligence
unit/university connection. So far the discus-
sion has centered on the simple problem of ob-
taining, or borrowing, intelligent minds from
the campus to assist in intelligence functions,
and hopefully, to attract some of these minds on
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{ameliorated by ceremonies,

tive and purely housekeeping functions, .
] Y ping i If there is appre-

sudden arrival of “civilian” personnel may¥ {hension among the officers that civilinn <o :
resisted for some time. Resistance will not o fkids” constitute a threat to estz:blislhlc;an whiz-
come from badged personnel in the intelligay of the badged force because of th ) ]mCII"Ibers
unit who may feel their temple has been dy ladvantages, then he must seek b "o l‘matlonaj
crated, but also from higher command echely’ ipossible to upgrade the educatiyoxf";le Y oins

ments and levels of his sworn persontne]req;élfg

suspicious of civil service employees diluti/ -
the discipline of the agency’s sworn officer rall {merely gets agreement for raising entr
: ance re-

IE there is any considerable degree of disparirz' quirements for sworn officers to
between civil service compensation and benefl’ {degree level, say, he wil] continue the ‘coHege
rates and those of the sworn officers, the I Tesentment from those sworn ofhc . eI‘lcounter
tility to mixing might become severe and ey in his shop who did not enter theers c‘u‘rren.tly
emotional. 3 ‘adegree. So he must work to nnkse.l‘vme ‘f’;tf}
Despite the potential [rictions inherent{ that officers already on board (« C‘;“ possible
intermixing sworn officers with civil service w ‘:to do s0) be given free time [(an who Wish
lysts, the game is worth the candle—if fori opportunities. There are Fedem;m educauon.zd
other reason than that few Jaw enforcementag able for systematic upgrading of ‘s l?llone}.;s avail-
cies have as yet the skills on their sworn ofi¢ If he neglects this phase ofghig Ua.l personnel,
rosters that would enable them to combat org;: gram, he may simply be trangfer pbersonnel pro-
nized crime with modern analytic techniquﬁ;_,inent of his on-board sworn )ersrmg Ith? resent.
The techniques of civilian analysts can lead ﬁ]r,_civi]ian analysts to the inco rrlxin Aoln}'lj’ from the
organized crime intelligence unit into ficldi¢ “tialed rookie patrolmen, Firnlig }; ghly creden-
investigation hitherto untouched by traditir, directly and aggressively wit;) ¥, e must deal
police officers. Even more importantly, it(% prospective  imbalance betwee -y present' or
turn the focus of an intelligence unit away fi “levels of sworn officers ang civ‘iln compensation
exclusive attention to assisting the street im'ea ‘aHe must become an advocate fo fef\'lce analysts.
gator toward direct support of the missionj»fofdeserving officers who are doi1 t € 1?r0mot1011
the agency head. This redirection of emphw} 1o that of more highly paid g work parallel
may take some time, but it can be accomplit, Viceversa, Once a0ain 1Ind (‘1‘.’” SeIvants—or
if well disciplined minds stay at the task axldzijiv'ﬂ,gf the peculiar diffzren’cé . b});"tlrtxcula.rly in hght
spared the normal interruptions of traditi; and police officer ratings 'mg “e]en_.mm service
enforcement duties. |20t be an easy problem tc; ol f‘"‘ aries, this wilj
Encouragement and rhetoric will not by . tltimately he succeeds or not i B ut whether
selves bring off a successful combining of'}:ﬁome measyre of equity i 01 n _blmgmg abont
sworn officer and the civilian analyst ina sif- V1§ less important than

1 that he den
. onstrate to all ¢y i
: | naly : oops t TYi
shop. The supervisor must assist in the proi 2 b e
to insure that the marriage is more of a b3

: o STHE SPECYA :
one and a less of a shotgun affair. It willt ¥ L NATURE oF STAFF
THE IN TELLIGENCE UN XTITING

to be his leadership genius that puts togelily,
teams of analysts and investigators as Sugg% ® The messap:

. . . J age should :

in chapter I11. This will be a direct coni, : be coming through clearly

at the intell;
. . . 0 gence unij :
tion technique that can succeed only if tlxe€3§ore Tesponsibgle lh’mmt tommand is the officer
lysts rapidly prove their mettle. There arethsln 21 any other for the success-

el amalgamati
X . ' mation of ¢ .
devices he can use to case the introducti®y he work of different types
civilians into the midst of a professiond)

subordi
" ;;i”;i?s work.  He may or may not get

enforcement body. He could, for exnmP’_ ally thorny " g)(glsonnd bl{feau on this poten-
sist that the newcomer be administered tighave 1, acquaing | om, but‘ 'L any case, he il
her civil service oath in the assembled prf.p ocal ciyij Se;“}lself wuh'th.e regulations of
of all future colleagues—as a way of emph®¥igberace effective] “CIe commission if he iy to
that even civilians must be sworn. wllisdictigng moryf,: fr't may be that in certain
But in the longer run he must work 0° i ting Jevels of benécﬁuons will surface over
institutional problems that canth gver Requities ip compt:n&;?tciigz? ° S’i“%umy than
aton. ese seem-

a permanent basis. There is a great deal more
that a healthy relationship with a strong and
civic-minded university faculty can do for the
intelligence unit. It might, once confidence and
respect is reciprocal, become involved in the
training process of intelligence officers and ana-
Jysts. Training is a particularly difficult prob-
lem for most intelligence unit commanders
because few police academies offer more than a
few hours of instruction on the subject. (See
chapter V for full treatment of training in
intelligence.)

As the specialties needed for analysis of orga-
nized criminal activities become more abstruse,
unit commanders will virtually have to hand
tailor their own courses—and this can often be
done best by employing the resources of a uni-
versity faculty, or indeed by funding course work
at the university for particular members of the
unit. Usually arrangements of this latter sort
will require considerable give and take between
the university officials and the law enforcement
agency—for example, an agreement to waive
prerequisite courses for police students.

One or two intelligence units around the coun-

try have moved even further than this with their
university contacts. They are experimenting
with brainstorming sessions in the company of
trusted and respected. academicians. The ses-
sions are informal, usually consisting of the unit
commander and his immediate subordinates sit-
ting around a table discussing their knottiest
intelligence or management problems. Often
the guest plays the role of devil’s advocate by
proposing ways and means to meet the difficulty
—ways and means that may be highly unortho-
dox by traditional law enforcement standards.
The purpose of these sessions is not necessarily
to have the professor lay out specific solutions to
specific difficulties. It is rather to stir the think-
ing of law enforcement personnel, who may be
becoming wedded to old habits and comfortably
familiar approaches to intelligence or manage
ment difficulties—difficulties that are resistant
to traditional methods.

st

S
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THE PROBLEM OF THE NONBADGED
EMPLOYEL

In some law enforcement agencies, where
there is a longstanding bias against employing
nonsworn personmnel in other than administra-

come
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\ ad.  Such syst
ideal for law enfor Which are
-l (forcement agenci i
lea encies which ar
critically vulnerabi , ctices
€ to the corrupting i
of organized cri  befar off o
me, but they may b i
nize e far off iz
thc;flejglslauve future of some jurisdictions 1
- uelagency is fortunate enough to be moved
e suc,ll a status by local legislative or execy
\u Qnm:{t 1ority, additional responsibilities fa)l
‘ \{3@ > er intelligence unit commander, how
» ’ v
recm,nm e Zlv'l] 1 h;’zve to exercise great restraint in
aendaing the removal of is civi
of any of his civili
personnel.  Should h ipitately with.
. € move precipitately wi
N : ' with-
;) t an iron clad case for incompetence (Z,r mal-
i 2asain§e ag;unst a civilian employee, he may risk
Volving: the agency in a civil suir [
. , a cwvil suit, This m
' : . a
;ittsglf be worth the gamble if the employee s 03?1
Blltelgfdno use and cannot be readily transferred
€T circumstances wher A
e the agency h
! ! g as
‘ ;ct;z}tly ll])eer_l sxlvu‘chf.ed to an autonomaous szatus
s In the jurisdiction, almogt certainly after
st resistance from political supporters of the
ol isrerxgce systf\m, anew hue and cry will surely
rec up. At the wor ings wi i
nted b P st, things will be legis-
ed ] 1€ status quo ante—and, of course
. v M '
tmmc 1ances for getting another crack at au-
o my will hav? been forfeited for some time,
11§ worst-case situation js mentioned here only
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as a reminder of the importance of being right
about acquiring new civilian® analysts the first
time; that is, at the point of hiring, not of firing.

Career Considerations for
Intelligence Personnel

The intelligence unit commander soon recog-
nizes that the personnel management problems
he encounters are likely to be quite different
from those of other elements in the law enforce-
ment agency. Mention has already been made
of the special situations that can be created in
those jurisdictions where there is a mix of sworn
and civilian personnel in the same shop. But
there are more pervasive career peculiarities his
subordinates will have to face that spring from
the nature of the work itself and the pre-
mium placed on continuity in the intelligence
profession.

First of all is the circumstance that, by and
large, unlike most law enfor¢ement personnel,
intelligence professionals rarely enjoy concrete
triumphs in the conduct of their duties. A vice
squad officer may anticipate personally arresting
noxious individuals and subsequently testifying
in the proceedings which may remove them
temporarily from scciety. Not so far the intelli-
gence professional. A'patrolman may be quick-
ihinking and an evenhanded approach to a street
brawl satisfy himself that he has headed off a
dangerous conflagration; he may be told as much
by his precinct captain. Not so for the intelli-
gence professional. A district attorney may
savor his name in newspaper headlines the day
after the major criminal figure he has prosecuted
is found guilty of conspiracy charges. Not so
for the intelligence professional. Yet, in the fivst
and last of the examples above, the intelligence

professional may have contributed, if only indi-
rectly, the essential input to the vice squad’s
tactical plan or to the prosecutor’s brief.

The point is, obviously, that the velationship
between the painstaking work of the investigator
or analyst and the ultimate unraveling of an
organized criminal network or the indictment
of a gang leader is seldom evident. Intelliggnce
activity, in other words, may rarely have a recog-
nizable outcome that is personally satisfying and
rewarding to the professional. Instead, small
pieces of information are pieced together to make
a portion of a larger picture. Other officers,
other law enforcement agencies, may contribute
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other portions of the pictuve until there i

The arrests and indictments are almost alwy:
made by somebody else, usually at a time af
place unknown to the intelligence professiond} ! etc.
Intelligence is often, in short, an anonymoy
business, and it certainly is a business whe
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Chapter V

TRAINING AND
INTELLIGENCE .

dppreciation of value of intelligence (o law enforcement agency reguires three-pronged (rain-

¢ General patrol force.

o Personnel assigned intelligence unit.

® Command level,

For patrol forces, general intelligence (rainin
® Dispelling mystery of intelligence.

® Soliciting cooperation of non-intelligence officers.

® Accwracy and conciseness in field reporting.

For intelligence officers, training program should focus on:

® Gurrent and potential activities of organized criminals, and role of inte
them. '

§ program should focus on:

lligence in fighting
8 Official corruption as an essential element.of success of organized crime.

® Analytic technique as basic tool of intelligence uni.

® Need for eflective report writing capability,
Command leyel training should focus on theme:

® Training for this level most demanding of all
time to subject,

what intelligence can do for command level.
~—problem agency head being willing to give

® Focus on relations between intelligence inputs and agency decz'sz'on/sl'rategy making; both
a substantive and a management problem,

INTRODUCTION intelligence is as much a product as a technique,

"To obtain the product “intelligence,” some or
all of the dramatic collection techniques so fay-
ored by TV script writers may be necessary at
one occasion or another., But concentration on
these techniques obscures the end result, which
should be a careful, measured judgment about
some situation, some person, or some allegation.
If no judgment evolves, there Is no point what-
soever to the antics of video’s star performers,

anything to most people,
re of sleuthing, intuition,
ing chemical experiments, and
: Agents appearing (anc disappearing)
sically in the right places at the right times.
tVision images have Created impressions that
oth misleading and, worse, miss the point

The real point, of courwe, is that

Samysterious mixey
1gerous look
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strate what intelligence can do for_ tr;l;lgiigslﬁ:&
s the intelligence uni i
and what assets th o st
its di lo the necessary jo g
at its disposal to ¢ th Al oot
C ecisionmakers,
support for the d _
oEl 1('ourse, should receive a gooel élosei df" i
instruction on the nature of org{gfrfuze tcr mﬁ
ategory presents a differen probl
But each category j : - : er
lem in development of program anc.l ,comi%éable to exploit it
presentation. The first two of these tiers m

47 ithat three distinct clienteles for ¢tr
. O P 1S to Say tram 4
Vi ly directly; that is iy
be dealt with fairly LS 0 ny
i yoleae for them~—although p aps q LI {
ing programs for s i |
dlia?e}i*engt in content from what hasbtrzt‘d:tu(‘mi;l; 2
. ject—can be fitted iny
fere the subject—car |
been offered on -car ey
existing curriculums and fac111t1e$:.i ‘T (;iﬁffere- dent cl
mand level category presents an ex;tne y i% for all Jurisdictions, b oup
: ‘ ‘e : v recogni i
i ) There are few r o
kind of problem. ]
ways that the command levels of law enfor "
3

. . oy
ment ao ncies can l) tra C [ (e
3 ﬁC €

So it is in real life lafx!.enf()r( <~minvtétegollslegf
tion techniques are familiar to mos ¢ peterans of
police departments ar}d prosecutotr‘(‘hniques o
ever, fascination with these elt_on ueshas
tended historically to deﬂeot avtterd G(‘t e
forts to improve the ul.tunat‘e pro} ! q.mst g
training program for n'ltclh'glencc Z g; DSt OTER:
nized crime should begol w1tz\1 o)it.mg o o
- this longstanding‘ mzolll):.be‘(’rfc;legle%te(l - o
that the end product has bec ‘ ises
itgtlturn a fundamental l)l'emlse[afgz?ltetrltlte as;en-
of intelligence in many law' enfo coment agen-
cies: 'What is needed most is qlge era) xeomen.
tation, from the top. down, on “L‘;n c] 2 ter and
usefulness ol intelligence—not simply

raining tourse, ' .
11&;\1;;;]‘(&;“;1] agency heads and their subordinates

M -‘.
| judgments on the i [ t agencies 1s that th*
ay come rational judemer ‘ R st a8
prey . come t(') . Jr(s(c11i‘e(1 hto them, few eral assumptio

is i ation pres

basis of informa

i di d gener -
tate the tone an .
) ; . and level will dic S
S s - the in- comma L roerams. offere il
hey are thereby fashioning !  the training prog .
understand they allc tththmgse]ves Not under-  philosophy of the trz
ivence ¢ roduct thems . .
telligence end pre i o insist to their
standing this, they are unlikely L(l) f%sssitmproved
suboidinates that the process could led. Draw-
or their own use of intelligence ex_tcncE '\S.sembled
ing conclusions based on an:tlySls' of ¢ e
PO i simple description of h
information is a simple s intelli.
olicymaker—or  decisionmaker—use S
,) < . . : - T
! » ‘Y and at the same time is an essentia Pe
gznic’, ‘ A(‘ess He is the consumer. Training
of the process. > 15 the g sumes
has 'on]('cmed itself very little with the cons e
AN need for a revamping o
and therein lies the neec irections
;K{Stillﬂ' training assumptions and direc .
Xisting

full recognition that such

theads and their staffs, But it is necess
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ling training for itself, the ass'ul}lf"-gour'se) designed for the patrol for
rom. neec l?g command level designs trmm-f’_\frjjion-mtehlgence-asmgned peace offi
tion goes, the ¢ N wels. ]
equirements for subordinate levels. - le o the intellige
require ining programs for subordinate et 0 the ntelligence process,
Bue if trai gqlqinst organized crime ar!- emies now iloy, foran hour
L ence aos : . .
1ave a Ime: : £ strategic this
ot strateg .
; [ . [¢) l)e supportive C . k
designed 8?1’15 t " opeprlatiom’ then the rolté that do touch on this subject usu
. " S .
ing as well a i
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(A,
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Ficure 18—Suggested we
intelligence 4 raining coursps

THE THREE LEVELS OF TRAINING

“Iclude such material, frst because a fey
» and second g dem

Ny NONIN TELLIGENCE OFFICER

ighting of subjects in

This chapter will include suggestions as tn
§what might g0 1o a command I'evel teaz‘mog
‘program for intelligence on organized crime in

a course or program
- {may be a practical impossibility for many
e

i ‘ rvice. B § The objective of an course (or portion of 3
experience acquired through long se i any (or | (

ce or other
ters should
- beto prepare them ¢ understand and contribute

Most police acad-
O 50 on the subject
a few make more than
sing reference to intelligence. Indeed, those

ally only con-

Relatiye
weight

2

o knining for 1, non-intelligence oﬁice;':
i an s
. isfactory answer that ca e .
et There is no satisfactory a‘ o all loail [ 4 Whatintlligence i, :
. al reorientation of a law enforcemen to all sections of the (‘.Olmtl}’ or ¢ e i1E. The intelligence process
General reorie ceciation of intt‘“i%"ence re- L 1t micht be p()sslble someti § How the agency head yses intelligence
agency to an appreciation o effort, that is  dictions, £ ' gional entities of, for X -4 Technjques op observation ..., ° s, 1
N - ‘ong aming 2 e 2ar future for regions rios Held reporiy I
s a three-pronged tr : o . near ft > L sponsari, 4 o 8 T e
(%‘\111‘(: ;lt()W'lT(%' (1y the general patrol force; a ln-ofeggional police aSS()(.latlol?,}tzor{qe ch@jt” glttroducuon o organized crime ., 1
darectec AR intelligence ¢ - - ssibly with g TRl X
. . o ed to mte g l } It PrOgTams, PO y f‘ Tt
9 ersonnel  assign . nual short prog mnel off & o
(2) the ities: and (3) the comnand level. funding, for command level persc cegion. | e for ihe meelligence office:
Wsl)(mSlb”mué ( 1'] atrol force) category of e 'g’qlities and counties in the regl al Intelligence theory .., . e P 1
The larvest > a4l pe i N UNICLPE ¢ .. migniy: ganized criiye
T'he largest (gener ‘ e un- m i ng program migi: intelligenee 0t 4
raining programs should focus on a bet ) some States such a training { 1.‘9{6 academfi: b he inteliigep Process ... 4
o gl'l ‘of what the intelligence process is given annually by the State P? - 1 ‘jUrisdid‘ eﬁorf Writing (field ang analytic) ..., . 1
derstanding ¢ TR fficers 5 inally, if a loca g Cthnical trginy 9
: . , -intelligence ¢ z ivalent. Finally, it ical BT
1w 1puts of non-i s equivalent. . . b Orgl ter topies | X
and where the ix For the second . e one otk By P 3
e e rocess.  For ! ng training
can be nlSCltLd.ll‘lL() the ])1 ning to o into in- ha§ a .Stro 'g‘l t experiment on a one ShO[‘ %ﬂllnmg(or the commany level:
category, that is, those i t81s "Tmlysts or  crime, it mxg; 1 1 ourse tailored to comh g ms“.’gt"-“fe' Management, and strategy ......... 4
. ither as inv stigators, an : : 2- or 3-day c see yeolldl fid ntelligence report ; 1
- e Clt]](_l a5 1nve et “Ilth a eoll ) T Tttreeaala,, Ve ‘e
Lelhgencf: R bersonnel, very p1act1CEﬂ 5i ybaCked on 1ts 1 g i “der§lallc1m Methodology ang process ..., ., 2
information control persc ’ llect, evalu-  level students, pigg level law enfof® % Omanjyeq crime 3
i X . L C A o rer Oware | "L s <
instruction is necessary—how to ctl)e Co,mmand gram for somewhat lowe , (ale“are‘ ................. e 1
ate, collate, analyze, etc. But for th officers. R . X
e, Ko At hjective should be to demon-
level, the main ¢
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agency
ary to in-
may be
onstrate
aining can be
lidentified and each must be handled differe
How speciﬁc'training cycles are broken doywn
ito accomplish the aforementioned objectives, or
how many hours of Instruction are required for
ach student clientele 8TOoup cannot be defined
suggestions as to
elative weightings of the various components of
the different courses are s’uggested in figure 13,

centrate on field TePOrt writing as an input to
the intelligence brocess. It is littje
many law enforcement officers have ng feeling
that intelligence can or should congery them in
any direct way. g their agency has an inte]lj.
§ence unit, it is usually wrapped in such a cloak
of secrecy that they are discouraged from finding
out more about the subject. The Image of the
intelligence unijt quite often is one of an inac-
cessible fortress of filing ¢
ball officers ang civiliang mysteriously. pushing
Paper instead of making arrests.

Intelligence Ig Not a Mystery!

Clearly, then, any general tr
for law enforcement officers m
of its first goals the clearing
teries Surrounding the concept of intel]igence.k
-There is, of course, very little thay is secret about
the process itself—for the TOSL part only the
contents of the filing cases are sensitive.  Qnce
this is understood‘by law enforcement officers,
the distance between (he intelligence unit and
should begin to

aining program
ust have as one
away of the mys.

the rest of the agency personnel
shorten.

Perhaps the best Way to achieve this is ¢ have
an officer of the intelligence unijg address the
rookie class, or whatever training or retraining
program is underway, in eXactly these terms, He
should emphasize that the methods of collection,
‘investigation, analysis, ete.,, employed in his unit
are not at all the mysterious rituals some have
imagined them to be. [p fact, he should, where
possible, offer the class a case study of how in-
telligence has contributed to the unraveling of
an important criminal conspiracy. A lyeal case
comparable to the a4 tomohile supply store caper
described in chapter 11 would pe appropriate.
This kind of presentation shogld emphasize the
laborious aspects of making matche between
what had been thought to be connected peo-
Ple, or places, or businesses, etc, The actual
methodology shoulq be described g that the
students can judge for themselves hoyw stmple but
painstaking much of intelligence work s,

Once the aura of mystery is removed from the
intel]igence process, the training course should
deal with ways to solicit the cooperation of non-
intelligence officers, Partienlarly these in patrol
assignments, A number of approaches are possi-
ble here, but arousing the awareness of the aver-
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asked to imagine that they are familiar with . )
Ldont ar v tion ’ . )
all the low-leve] underworld characters and billy x *(although he was not d“'e(’tly -

the places (a tavern) that make up the J\'Ollvecll_ in the Scenario), the whole episode will
scenario. "Lhe instructor pins picture of | c little meaning for headquarters, Direct,

i i i i i 'l ) lr ) : . ] :l tl at AR . : ! h‘ 'qlle N be 1@(“ Iled N ]7 t
it (S he bCO'.'ll'IS to sec }315 PICClllCt n thlS ones 1s ‘Ve“ novyn l'n th e n : 1 l . drl]h]\o' 13 nec < : 3 u
unit. 1c o) 1 {

way, the peace officer wil'l fxtltomatically stote : the TinY Ta.‘_'em_? h@s principal dai N
his mind, patterns of activity and the rhythm o). *; fame is that his gu-lfnenc{, Louella Z, is an Introduction ¢ Oregani .
people’s movements. He w111_ have begun tof. HEtlmglte associate of DOl‘lS. X, the mistress for th GO l‘ganlzed Crime
understand the dynamics of l'ns beat, 1115ﬂper~: 0 31,1]lmp-or‘tﬁn_t:}no_bster, Billy Y. All these o € General OfﬁFer
ceptions will sharpen and in time he may com| Eg:Fd,e . salii ‘ Sllél}]l}:iid "(I)'r'ltvetrl:f ‘1r111qsltru_ctor’.s ‘ ()I";(:oursej, it does little good to encourage the
to recognize the meaning of unusual actlvitis: . inary event which ‘tz}:kes‘ hcé is tlle l'nmhg general police f)fﬁcer to act as an extended col-
and changes in normal pattems.~ Ac that .ponu'-j 'Patrolman observes Jones e?]t(:erino' zhmif‘t ; lector for the Intelligence unit if he does not
he will have grasped the ess‘enu:ﬂs of beullga *" Tavern with Doris” and after ﬂcha&-h;ﬁr ha.ve an effective “nderstanding of organized
- For example, if an officer is assigr}ed to gc.)od observer. Next hso g\gllrim;'reteio ;E 1(11:1)‘1 . stay, dep'ur.ting with her. ‘ i(l)“:;lfs S:E\el?l ;ourlse ot :Sho“]d be.devmed
. - e in a city where the commercial ac- himself 'to become a g P e | | | o this sul Je(f,ll oln'y ‘to e ok B devored
tivity centers around the garment trade (a}I observations. 1 The first {)(;lllt which th‘e 1nstru‘ct01: will want Qest I'u*e‘q : E’OO ht' e gn;mngd underworld and sug-
activity about which we assume he knows . toget across by use of thig e€xercise is that the  S°Stareas for his o servations. He shoylq knor,

litdle), his first redction would probably be Field Reporting by the Peace Officer [ Seport written on the scenarie be as useful to for example, that certain busin

a e as a % j . trq“ C Yoblem oOn ;1 H ,3,- . . " R il]clll . are . ) :
th( ‘ h h( ' I:I h Al‘il e (t : 'gl}cat T}luln’lbcrs (;()Od reporting techniques not On]y ha\’C lOi‘A[h 1 1] lent as POSSlb] * . bra(.tlcal tCIIIIS thls ; st 1€S are ])(ll t1¢ u]dl ]y SUS(Aeptlble t() ()1‘g’d-
hiS hﬂnds- € wiil e¢ncounter 9 i C recipie 1 e |n T

. Ly B . " l'lize "‘. R} ) N .
iedl loading and loading  be taught; they have to be inspired. Persuading _i,lneﬂfils ltIShOl]lld be complete, down to the last qctiv(%t'(umf Pﬁllet'millon,' he should know what
. of trucks hurriedly unloadin aught; 1 information fu €221 In other words the reporter | ) ac 1€s ol organize crume have recently }
) ; T ficer bass on informatio _ ; porter must nog con yma
often at several doors on a single block. a busy police officer to pe | % ;
t
)

he will have observed breaks in the pattern tl_la[ ]
suggest human interact.lons are in play_ which
may have considerable importance to hlr%l‘asa:
police officer—and, possibly to the intelligenc|

age law enforcement officer should be the 1;1211111
" emphasis. He should be encouraged to t 11‘1f
' of the precinct or beat he serves as a sou'rclcz‘ o.
reportable information. To direct hl's thin 111_}g
this way, some assistance can be offered. e
must be urged to view the area he covers ]f:*ss az
a geographic whole and more as a composite f(‘)
human interactions, each of which has a speg}‘c
meaning and purpose. As one who daily visits
-this area he witnesses some, at leqst, of these. in-
teractions. He should study them to determine,

if possible, their significance.

AR st g S st

S A e

€sses and service

A . . g soassume that sipg L recorded in othey ities1 T, ’
The streets may be full of tiandcarts holding which there is no immediate operational HCCfSi,; at stmply because #e knows al] about Cittes.! He should understand
<l A & :
[

) . o1 the local ch .y . . that he has an obliono: ¢ should r
racks of clothing and knots of men on the sity is not easy. In fact, the impetus for doin et bncl {lra}cters who enjoy a certain no. with the l‘m((m nobl%oa‘tlon. to familiarize himself
I3 I\ . . . . - 1 . i 71977, + . . ] {
sidewalks in deep discussions impeding probably will have to come from within ty lgine Yy_“ 18 beat—that anybody elge up the o o crimmal figures in his precinet f
8 d . . s N i : ( ) : ‘ i i |
pedestrian movement. Confusion is the individual officer. No amount of exhortanon%, e ‘I‘ll ‘ lelcjogmze the significance of the "Omm"lnci 1 as muc]l; z;bout them as his precinct ;
ol . | him i b T ONSIDS between th 1 ander can tell pj If | !
o | | . bim, he | ! tess he, persondii | 1 e m, 1€ becomes an |
rincipal impression.  If he ma . Irac it from him. unles o i ‘ ( ’i
{O un(llérstar}d the flux all about him, he ~ Will (;tae"d in what he sees-about him and fe i_}The student should also Jearn that his reports lamv,e reporter, he should know where and how !
b . . o 4 | ¥ i . ! v : ‘ . .
A Tt e L i }ltlt—l‘e have value to others. It is for this reasg 1! “;’t Teceive much attention unless they come 1¢ will have ready access to the mtelligence unit,
. s -y £+ - 1L ma ¢ . dow ) - 1 .
arrive and unload a;cox ciln:c?)lto 1at11<3f}1(:r&1$§1; ay o hard ang eanty o pemneion. plesthey com
daily tirhetables, that loca manufa
save transportation costs by moving new

i y | induce the polit;,
that an effort must be made to in : O o hon | : Te on |
officer to think like an observer.  This al)p-lmibé'uried Iix? ;?n'%sest }fmi ooage thmugt} if it s Understandmg the Role of the Agency Head
clothes to nearby retail stores by handcart, may tickle his imagination; simply appealmgh(; i ¢ Hass ol detail or only partially rele-
: ( ) ' ; n
that larger ciothing firms sell off unpur- i o record the unusual that he sees o

 Va i . 1 . .
i oL thrust of what he pag o . : Hrse should be committeq to the ¢
Farle tev iee ; 8 ng i1l not SN 45 to say at the Al e com-
: ek to discount houses, also using beat will not. ] ey - . cer's course A .
Lh‘zlllsg(d 'Ubf; ('md that clothing is bought, sold, (But instruction on good report writing &, VC%lnl I:Tgl ?f ‘alliplolrt' and let the supporting YV‘hilce t‘;]bijslgﬂ%fms of the agency's leadership,
H arts, 4 . S ! ) . Lot ve fafctug aterial follow His : subject is not i tly intelli -
A , : f oral : - 1 as a prime objectiveisy : ow., is report on Joe Whi A ietly ntellfpmn P
ransferred, etc., often on the basis o nu should be presented as a | bjectivedgicttal ma le ¢ o3 . oo
't:"?;"‘emems’ made on the street between (:hleu general lzulv enforcement officers tramm-,gém:i’l for _example, shoylq probably run ii d“eICL]lY related to the mntelligence Function,
o - . . [4 . it () 9 . . \ R . k . . ' I
1{Cighboring businessmen or in favorite Con:iseness thoroughness, and accuracy are i 2Mething like ¢hjs. g00d lecture devoted g " ey e gnetd .
; 4 . 3 .

y the agency head” ‘¢ of
coffece houses or bars. : principal qualities to get across. Style and glﬁ";I At pm eral (trg"ziniig )1;1 Shm”(} ble p(}u of every gen.
o, . : ; ’ . . " s § . on Jur ¢ < £ "Ogram. t sh . asi .
Other things may then come clear to him. matical perfection are less important at this | Central Blyg June 6, 1 observed at 1200 olicymalk; ‘} ; & " shou d’ emphasize the
He may note that certain trucks rarely un- than pointedness. The student should be Cﬂ”é 1 entey h ,1}’ . Joe jones,' a local hoodlum,  PO''¢ymaking function of the highest leve] of
load on the open street, but seek out alleys Liloztlec}l to read his own practice report from b o e Tiny Tavern wirh Doris X who is ~ command and describe the Interconnectedness
€ - ¢ L 4
1

tle n]. i : . . ' .
ot l}Sitg.‘ss <1)f Billy Y, West-Side mobster,  of poh(f)'makmg', planning, and intelligence sup-
o 1 ill avoid missing the target. Ouellaz ?) close friend of Jones’ girlfriend,  port for these two respousibilities, Not only is
oy s et e e e 2o thlsl} 11e tWl S':y that the inZtructor constil ¢ ajona in ]é)nélE has not been observed before  such a Presentation useful ang desirable for its
. Teerve ertain truckers do not  example, let us s ) . o Yioil . § company. The two : . , . .
wa (>le}1\tC flhz:;f) iii{'gfllzl Ei‘tCiT goods, but 5 simrljale’ scenario about which the stadenti# ¢ for unknown desting u.o};] after o haf}:ellljgi;;e’c’l 0‘; 1 sake, but it also helps to clarify the strategic
t t]elr e ‘ ‘, » . " ~ f. o ad < . T 113 A 3 . 1

X?Eonmicqlly go to the head of the lineup  ghliged to write a one-paragraph report Ethe sy 10,,@ ntelligence plays in gz Jay enforcement
@ atically g . e : it dents oy g . . .. a5ncy—a concept not fulj understood b

[ trucks which have arrived earlier, P ' the relationshipg i st . ; o pecment
of trucks which hs I practice P ing ﬁedglmg officers,

for the discharge of their deliveries, even if

If he leamst
they cannot get as close to the store they are

point of view of the recipient. i

. ¢ ok
The scenario can be put together by f

I €ports, they will have id
. . . - olus A ¥ hérg . ;Y © Frovided
At this point, he should be beginning to ask tures chppeld o Olf n}?tgt?rgnes’flhe sceﬂf’%ﬁ% q:artexs o the g ence unit with boe 2 The pany
. . Sy . each pic . ol Iy y indi i i
. himself why thesc things are so. He will, m words addeg o Il ¢ g students are aSLEd'»'stf\ 0 more thap indifferent §ossip about ! The pamphlet, “Police Guid on Organized Crime,” pul.-
5 other words, have learned how patterns of activ- e as. their ow

lished by the U.s, Department of

funle, 3 Chal‘acters‘ ine;
: Indicators suggestive of the

Justice, containg a Ijst of 20

If the st i
students fail to men- bresence of organizeq crime,

s o i
(]

: i are
- hi ig : imagine as their own. They @
ity define the nature of his neighborhood, and imagine as
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TRAINING OF INTELLIGENCE
OFFICERS

For those personnel designated as organized
crime specialists in such fields as narcotics, vice,
etc., quite specific training is called for. (See
figure 14, page 91, “Two-Week Training
Course for Intelligence Analyst/Investigator.”)
Where the general officers training program need
extend only to a broad understanding of the
nature of the intelligence process and some exer-
cises in report writing, courses for organized
crime specialists should emphasize professional
development heavily, particularly methodology.
The intelligence process should, in fact, be the
heart of the training. The reasons for such an
emphasis are simple. The intelligence process,
which consists of a continuous series of inter-
related intellectual activities, is not familiar to
most people. It requires a mental discipline—
a habit of mind and energy which, although not

unique to the law enforcement profession, must

in great part be learned rather than developed
out of job experience.

Manual skills requiring practice to develop
dexterity can be learned fairly rapidly, and once
learned, remain more or less constant at a level
determined by physical factors and the quality
of the training involved. Thinking habits or
mental processes develop more slowly. Or, it
may be more accurate to say that the introduc-
tion of new ways to use mental processes is re-
sisted by old, familiar comfortable habits of
thought.  Thus, the suggestion that the end
product of the intelligence process should be an
analytic judgment of some sort or another may
be perfectly well understood when the point is
made, for example, in training lecture. But a
subsequent classroom exercise in which the stu-
dents arve asked to produce end products may

turn up nothing better than simple summaries

of the exercise. This is not student sabotage at
work; it is, rather, a consequence of old habits
overcoming the effort of a novel idea to establish
itself as an accepted part of the mental process.

A bright law enforcement officer can master
the fine technical (and even dexterous) detail of
a new long-range camera in a few days. It may

+

take the same officer many months to adjust his
thinking habits and develop mental disciplines
Thus the

first guideline for the intelligence officers’ course

to which he has not been accustomed.
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should be one which recognizes the disparity i I
learning speeds. Much more course time should}  ;
be spent on the development of a deep unde| |
standing of the intelligence process—and the ¢
personal adjustment necessary to its demandin
discipline—than to the more traditional subje)- :
matter, such as new hardware, surveillance tech| |
nique, and the like. This is not to say that oz
is more or less important than the other—only
that the former takes longer to be assimilated—{-

Uy

P

even for the quickest mind. g
@
Intelligence Theory and Organized Crime |

An introduction to the intelligence offices|

course should begin with a few—probably m} ;
more than 5 or 6—hours devoted to a diSCUSSiOHiﬂffae
of intelligence theory as it relates to organizf!.
crime. These will not be easy concepts to gl
across. Considerable attention should be gi\ren%
to the role of intelligence in the battle again s,
organized crime. The students should see itaf *
defining the scope of organized criminal activig]
with increasing precision and developing poii
of focus for intensive investigation leading to
ultimate decision that an attempt should Iy
made to build a case. This phase of the int-
duction would of necessity involve some explon] .

tion of both indications intelligence (or warniy 0
or danger signals) and strategic intelligeny i
(report on existing or potential pattern of act
ties). Also required would be a discussion of &
different uses made of indications, tactical, s
tegic, and evidential intelligence. (See chape
11, page 11, for a discussion of the four tje

of intelligence.)
The distinction between the pure intellige®

should lead directly to a discussion of intd e
gence as a staff function of the command it} ¢
and its use by those making strategy or doing!
planning for the law enforcement agency. ‘A; e
critical point that should emerge from this dlf«*
cussion is that intelligence supports the st toi
gists of the agency. It does not and sh.ouldﬂf"--'
arrogate to itself the planning or decision mpﬁs
tion of the command level. On the other i 0
it should be thoroughly responsive to the Ik
of the command level for guidance on CO“,“ 4
gency questions. In practice this means theﬂifinﬁ
telligence officer should be prepared to &

gl
4
§

B s i

‘ PR SEEYTR

ithe question:
 lquences, if we did this” Or, “If we adopted

intelligence support.)

“to the instructor,

§cem.ecl at this point in the training course that

e 2 N . o ¢

:,,the‘ intelligence unit come to be understood as

Cilling a special, even unique place in the law
[4

hot understand the unique relationship the unijt
has to the command level, they will be unable
to serve the command leve] objectively and ‘pro

| qumes to propose or dictate Strategic moves, it
b will lose its independence. ,
- bageed and second-o
:;mg]%nts of tl .d guessed ‘by the larger com-
P 1€ agency; it will no longer be the

‘Elmmant for power, battling for its viey against
Anequal odds. Its effectiveness will be destroyed

»—a'il;]l}e flext portion of the intelligence officers’
ng should be a fairly generous one devoted

Ourses—orean; i i
s els) organized crime Involvement in lepit
Sl business and s interest in :
fovernment,

: . . S 101 or tl raini

. . {'Ploblem it
function and operations would be treated 8¥ $fndtome overcoming the
b )

ssentiz ¢ eserving objectivity. Tij:
essential means of pres g obj y | Siamples

Tesentat i Wi a
b E ation 18 X 5 y

1€ It-can’t.
] thappen-here sceptic, of course, is
2

ege of

. 08 an
MF’%‘ EXtremely ysefy) tool

i3
What would be the conse-

by exposing them to the wider
pe;ce%tl;;?ness of their fellows,
roba
sion 2 pzrltlllliet Ekl)e;sit tWay to Cf)ﬂduCt such a ses-
gy o permit picture to grow Naturally from
Smlrtles] by individual students, To get things
P;earrcml]to -én‘i}'lﬂbe necessary for the instructor tgo
prean kngw]ei] 1 a stydent, who is known to have
in the area, to 1%: t(l)lfe ?{ri{%(lq'n;?fed Crim'ilnal .
n 0 be ~olbman.  The instruc.
b(z)lasgrllc‘l‘cs‘fi‘lrteithsmt'l(l)]f:;hree.colmnns on a b]aclf—
AL fectnt L
f‘.‘potential. weak spotsf”es;glciof?;:cﬁill)llls lfat)(;rS);
of o uight rem: X that he was personal] awar
Secgogzzg}?)l:gf ring covering at least two Zh'stincf
s COIumI(ltlty. This would be entered in
e as would a followy P remark by
ahod fr ?tudellt that he had been to]q by one of
his i)z giilsénnts that bootlegged cigarettes from
througihocm \:Iel?e now to be ff)und in dispensers
questibning b;cthzltl};strfl)gslsmn'tl el
comment from yet another student thay ot
the new harness Z’rack was ﬁnissiluecclfrilli ttlll]: tn O'n;e
b?ru?g county, a new flood of criminal and silgli-
E:rlzlllclll\lrrlr?l 1nt?rests would probably develop, The-
rack ‘anagement might be suggested for listing
potential weak spots.” ~ From that point

knowledge and

U.ch‘and such.a Strategy against a particular
riminal organizationp” (Ghapters II anq 111
ontain considerable materia] on contingency

Tl1e reason for emmciating this doctrinal
- 7 o . 1 )

oint and laying such stress on 1t must be clear
«!

He should be largely con-

nforcement agency—and that if jtg members do

sionally.  For once the intelligence unit pre-

It will be sand-

) . . g+ £ [
pporting staff arm of the agency head, but a

The Target: Organized Crime

the ¢ 1 rgani i the i .
g0 m;fett l.tselmegamzed N Pl ge:t 1_ms!:r;;ct:ol\r could simply weave students’ sug:
N ACt, 1t will have to s g ford -
' contentrats : orth under th i
i ate o an _ e approp
fea that is not normally the substance of such rporheso re oo of @ ICIomllxr)lS?E:

I}ypothetical picture emerged.

penetrating
Official Corruption

Er . .

ave more or les of S “{lp{‘fﬂSlS on corruption techniques of orga-

itcanthapen . zed crime 4ganst government officials is a¢ t181;

He may o course, be desiims 1oy f}tage of training only the first introduction of 'ls
! h

At ave i remoued ©o s the et eme that should be woven throughout the prc;-

ton in which pi 5 .
b o frc juri; gram. That them ) ibi
dents operate, Buy if his  of any law enforcenelelz’tdeally’ o cnettion oY
agency to penetration b
Y

organi i
o gl':;l]lze:d crime. ‘The whole question is enor-
gence y m}l}\)ortant. for future careerists in intelli-
gence w01“ and is probably the most sensitive
Ciseoly 1p:ut of any training curriculum., Pre
10W it is handled vy : !
/| vill depend on |
. . ocal
»Clz]c]ldimons’ l;he 1ntegrity record of local agencies
A a number of other factor i
: ors. It is a subije
¢ ct
WhIIdL should be considered at great length Jnot
on ¢ hig
on ny ¥y the course planner, but by the highest
o mand ]eve!s of the agency involved in spon-
ring the training. There may be merit in

2CES. e
Shoulzll : fts, 11.6.*cords of court transcripts, etc.,
. Have little trouble, The best answer

Ak the o]
Students from their general knowl-

the megy i
- Scelllnefl opolitan area they serve, to com-
Ao descriptive of hoy it could

Thic e
This kind of group exercise can

imaging —Not only in testin
g tiveness of the students, but in blunf

the scepticj
ti ; i
Pticism of the doubters in the group

79



e speaker, preferably one
the difficulties experienced
ticular police department

Dramatization of the

impact of corruption on a city might be one
approach. John Gardiner’s “The Politics of
Corruption” isa good source for such a presenta-

tion?2 A discussion led by the head of the inter-

nal affairs squad—or the agency head itself—

might be another.

The question of how t0 cover integrity ques-
training programs is one beyond
Most law enforcement

importing an outsid
who is free to discuss
along this line by a par
or Pprosecutor’s office.

tions within
the scope of this manual.
agencies have a specific policy for treating this
subject in recruit training programs. Usually
this takes the form of the familiar “free cup of
coffee speech.” What is under discussion here,
however, is a far more sophisticated approach,
in which a real effort should be made to detail
the pernicious techniques of organized criminal
ﬁgures to entrap law enforcement officers, or
place them unwittingly in positions from which
illegal obligations can be extracted later. An
audience of intelligence officers would be an
excellent forum for a discussion—perhaps
conducted by an attorney—of systematized
approaches to anticorruption measures.

Organized Crime Beyond the “Mafia” .

The second principal area essential to the or-
ganized crime portion of the intelligence officers
course is that pertaining more specifically to the
target group. A fundamental objective should
be to stretch the students’ thinking beyond the
traditional ethnic image of organized crime. In
many jurisdictions, and even at high levels in
these jurisdictions, there exists the comforting
notion that organized crime is not much of a
problem because 10 major “‘family” member is
involved in criminal activity locally. This atti-
tude ignores the whole range of criminal con-
spiracies that spring from different ethnic
groups, or arc not ethnically homogeneous.

Perhaps the best perspective for the instructor
this subject is to thigk

of the metropolitah area from which the trainees
are drawn as a composite of social opportunities
for crime. Crime clearly exists in the jurisdic-
tion—to what extent is it tied into networks with

organizing materials on
»

2 A short document
from the Westinghouse

ary film based on this book is available
Broadcasting Corp., New York, N.Y.
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gangs grown
petuating criminal conspiracies?
loosely held together bands of criminals coopi
erate with one anot }

particular districts of the
the answer to
there may be a
in the city, or the beginnings of
any participation or
member whatsoever. .

organized crime,

up to be the nuclei of self-pe
Do sevenl

her for specific ventures or in
metropolitan area? I

any of these questions is “yes,
severe organized crime problen
one, withoul

interest by a

Similarly, the intelligence officers must be en

couraged to think beyond the traditional typs
of criminal activity hitherto long associated wit

such as gambling, narcotie; St b
TWhie| elf about all data that comes his way that may

fencing, loan sharking, and the like.
collar crime, securities manipul
fraud, new forms of extortion,
rackets involving the
—these are the fields
be moving next. They are

graining courses today, because they are not jt
understood as real threats in many jurisdiction’}

Clearly, no one intelligence officer’s course !
for coping wit
local jurisde
and should do, howevel i
he tools for understandit
city he serves and Tou

hirm to think about the possibility that organitd

provide a thorough training
these potential danger spots in the
tion. What it can
provide him with t
the complexity of the

crime may penetrate the city’s economic
political life at an unconventional point. T
faculties of local universities, particulaﬂyl
departments of sociotogy or urban affairs, ™
be helpful to the course planner in this reg
The overall purpose,
move the traditional blinders that
thinking of the students to the more no

activities of organized crime as dramatiZ
. I . Lt
such literature as ““The Valachi Papers” anc!

many volumes on the “Mafia.”

Emphasis on Analytic Technique

As noted earlier, the major
gence officers’ course should
intelligence process, and in particulal,
technique. The process must

be devoted

VU
3 Sce particulatly the pamphlet ¥ ! at
hertz and published by the National Institute of

.l N o : lis
forcement and Criminal Justice: The Nature, Imp?
Prosccution of White Collar Crime,” May 1970.

i
e Lollatior i Tusis 1 . .
| ‘ollation, evaluation, analysis, reporting, dissemi-

“family't p

ation, credit e}
sophisticatd]
physical security indusiy
where organized crime m#
largely ignored b

of course, will be to!
limit ¥
torio e
4 i e scraps of information

, the newly ¢
d i y collected

part of the inffm

analy

Wlement: have T ind:
be thoroughl‘,\a ; have I indicated the degree of my

yritten by Herbert fﬂ;

|

them through the individual steps—collection,
%natlio.n, and rt.zevahmtion. This is a laborious
;‘}tmmmg technique, but if it results in identifying
tlearly for the participants both the uniquenes%
i ?E e:fch step and the interrelatedness of all steps
: ‘f will have been worthwhile. ’
| The most difficult single subject within the

: . .
rocess to clarify will be analysis. Since almost

L all intelligence problems are one of a kind, no
&sﬁmgle set of guidelines can be offered tolthe
students, although a [ i ;
{ , gh a few self-testing questions

% are applicable to all analysis; that is to say, there

H

| dre questions which the analyst 'should ask him-
3
R d ;
{ be llglpful. By asking (and answering) these
[guesuons the officer who would be an analyst
loes not achieve overnight mastery of the ana
- l}illc prEoce(s;. Bl;t he will be getting closer to an
nderstanding of what is ex i
L g at is expected of
o p f him as an
3 Mo vl
i‘3{Be.gnm_mg with two or three scraps of raw
,g'01‘|11at1011, which point to the existence of
cpmn;al activity in a certain field, the analysf
xrréus't earn to ask himself: ‘““What other infor-
ti)ﬂtxo_n would I like to have to better complete
xéebplall)l]re? w hat‘ other information am I likely
n;bm(? a“ ¢ to obtain relatively rapidly and eco-
¥ th y—this is, what information can I get
that will be worth the effort? Giv iti
s, orey the € iven additional
A1 , do I perceive a new dimension in

{

the pr >V i
y e problem?  What is the critical element in

a“g%elgr;)glelp? Can I match any of the materials
p c(;m \\t’lth other information in storage (files
. llﬁderstlz;i 1e.r) ‘m such a way as to broaden my
Tt q](l (1 ing of the whole problem? Assem-
g g all the preces, that is, the original two or

information (if ;
(déxsirqbglmon (if it was decided more would be
Sable) and the stored impi
ohthe othcn ored matter that impinged
e pr()bkm%neces of data, can I now reconstruct
b bt Is what results a clearer picture
i ot started the process? Can I draw
it o soniw ko_verall picture a significant judg-
o e kind? How confident am I of my

‘ﬁden

C N .

e an;yls‘ftlis}kudlgp}ent statement? If the
liing i explomt.s 1mself all these questions
.: ﬂp(l, he wil 1 ation of the materials he has on
X egin to get a feel for the analytic

o

g

direction and discipline imposed by comm;de : ";understood, even to the point of giving the stu-

levels? To what extent have old-fashioned streq ents simulated investigative reports and putting
o

roc
Fhe;:ss. He should, of course, be put through
Pmbleliices (oAn a number of different kinds c(,)f
s. (An example of ar ic p
b . > an analytic problen
to give trainees can be found on pZO‘e 818) l
pag .

Sophisticated Analysis Problems

\ 3 . . ! )
bei ZI{ore sophisticated analytic techniques should
be e-scrlbed to the class and, if possible, field

. o ~ 3 ’
n‘elcxses conducted using some of these tech
1 . 3 "
re;llussst.“SubJects} such as the identification of

ate ownership, hidden cor ‘
te ow! : corporate manage-
It?ent, gathering evidence of skimming O])‘C‘%’l
o) 1 M -
bf:?sq’ne't(‘; lgvolve highly technical kngwledge
an introduction to these ar i ’
areas may stimul
the students to r ( niques, or
o reach out for nev i
v techniques, or
ever ; i e o
thci: (;ne d‘ay t(i perfect analytic techniques’ of
eir own in other fields. Inst

heir ov . Instructors who
resp for thi ini orob.
qbll ogmble for this type of training should prob-

3

Re\yel:fmsgelve? be exposed to the U.S. Internal

renue Service Special Ag i

. Spec \gent Basic.. School
which contains quite i N ing in tech.

. uite intensive training i
‘ Juite ing in tech-
:élqlxesfof financial investigation. Soxr%e knowl-
IRgge.r(; ..accountmg is necessary for this course
Oth.er tgi,u.)n.al offices occasionally make available
; training programs for State and municipal
investigators. .
st.l:I(;lgetcourse d.lrcictor who wishes to push his
s n1 s to the limits of their imaginative powers
fr:)l);]a'ls(]) want to acquire professional assistance
hon Q ocal university faculty. Many faculties
§1)1mn specialists in problem-solving theory
L 1 O .
tgnclsl inex; may be located in departments of sys-
s ‘1( nlza }(’;18, ‘psychology, and even philosophy
roduction of this discipli i :
: j pline to an intelli-
)
9321;;:6 offﬁcer s course would not be for the pur-
1)5 < (())1 sonvertmg the students into instant
Eldycvmiorc])gllsts_. Itl should rather be thought of as
: al stimulation for th
: ose about to plung
into the analytic i ve acn
world. An imaginati
demic from on iseiplines might oro.
e of these disciplines mi
temic I nes might -
vide insights to tl ’ throug!
g 1e students for thinki
‘ . Lts £ ing through
En oblems rather than having them tie themselvges
o set formulas for the resolution of intelligen
puzzles. B
M [ ) i
r()blxech of .the mystery behind the so-called
Eam m-solving discipline now popular on some
ca .p]uses clears away when it is understood as
argely a matter of hypothesis formation and
testing er 11 discussic ,
et iig (See chaptm I1 for a discussion of this
‘ 21 lique as applied to analysis.) Whereas the
O;a emic approach usually includes a good dose
mathematical formulas, they are not necessary
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for a basic understanding of the technique. The
professor recruited from the local campus had
best be advised that he should offer only the most
rudimentary , essence of his technique to the
intelligence officer’s class. He will have con-
tributed significantly to stretching the imagina-
tion of the students if he can persuade them that
systematized ways of breaking down problems
which contain unknown factors are possible and
profitable.

An exceedingly simple example might be a
good point for introducing intelligence officers
to the analytic process and problem solving in
general. Any expansion or elaboration of this
simplest concept will be possible only when each
student thoroughly grasps the fundamental idea
and is confident enough to extend himself a little
further. The simple example is the Fujiyama

“concept. This concerns the Japanese father and

his son traveling by train from Tokyo to Osaka.
Out of the right-hand window the famous snow-
capped Mount Fujiyama suddenly appears, its
top covered as usual with heavy clouds. The
father says to the boy, “You can see most of
Mount Fujiyama, son, but not the top. Tell me
what you think the top looks like.” The son, a
studious little boy, draws a picture of the moun-
tain with its cloud cover on a small pad of paper.
He then draws the same picture of the moun-
tain, but removes the clouds. Then, he extends
the sides at the same pitch until they intersect.
He gives this picture to his father as his answer.
“Very good deductive reasoning, son,” says his
father, “but very bad answer. If you read more
geography and fewer comic books, you would
know this whole part of our country was once
volcanic. Almost all the mountains around here
are old craters and their tops are flattened out—
they are not pointed as you have shown.”

The class should be able quite quickly to
grasp the moral of this story. Deductive reason-
ing alone cannot solve all problems when only
some of the facts are known. In this case, total
reliance on deductive reasoning lead the boy
astray. A moment’s research into any reference
work would have offered the boy a better chance
to be right. He made an intelligent hypothesis,
but since things are not always what they seem to
be, his assumption: was badly mistaken. Without
research, he could never have made an accurate
hypothesis.

One final word on analysis is necessary. Noth-
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ing can take the place of a young, dynamic org 1 should 3
nized crime intelligence unit analyst comingyf i activity. |
the classroom equipped with the basic raw m {and not
terials from which he has put together a majyf | satisfy an
study or investigation. If he can spread they} |selected ¢
materials among the students and then describef. | gence ref]
step by step, how he conducted the analysis alf phasized.f
fashioned the final judgments which emergip {analysis g
from this process, he will do more to shed ligug |structurir,
on the analytic mysteries than any othuf .described;'
participant in the program. | concisene
§ | words mJ
rable air

Report Preparation

Report writing should occupy an importaf
bloc of time in any intelligence officer’s cours
Report writing in this context has two meaning:
investigative reports prepared in the field af
submitted to headquarters, and the reports whit
are the end products of the intelligence proces
These latter reports are those which are th
culmination of sorting through raw informatio
collating those related pieces, analyzing the o}
lection selected for study, and drawing som

cuided t¢
two, or i
constituteg
ithe mater
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Tield Reports

The field report will probably be familiar(fon what :
most of the students in an intelligence office ntelllgen‘
trammg course. In fact, not much more instgbe shapec
tion will be needed at this point in their il The d'
than to reemphasize the necessity for clearlyst Onclusm
ing the who's, where’s, when’s, with what's, s e rcises cq
hows The fundamentals, such as short # lmplest
tences, clear antecedents and the like, shoifilli. dass
have been mastered by most many years befor 'escribil {
If not, this is hardly the course for dealing iy
them. On the other hand, a truly p1ofessw) hn sion [}
presentation on effective expository writingd he follod
often dramatize the need for correcting bad, 01 ‘ o
habits in an hour or two. One additional p01

sty

which should be str essed at every oppor tunity? S'onL
the need for including evaluation in field 4 ] '1b0\f
ports. Here the instructor must balance ot l in 0{
thin line between the general instruction | 1 f New|
tell only the facts” and the need at headquarl | enjol
for knowing what the investigator on the s by al
believes to be the worth of the mtorlmtloﬂ L mod}
has passed on. B ther
- Thel

The Analytic Report . o t;‘

The analytic report is another mattef i hlmi
gether. It is quite possible that not all P
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for a basic understanding of the technique. The
professor recruited from the local campus had
best be advised that he should offer only the most
rudimentary, essence of his technique to tae
intelligence officer’s class. He will have con-
tributed significantly to stretching the imagina-
tion of the students if he can persuade them that
systematized ways of breaking down p‘roblems
which contain unknown factors are possible and
profitable. .
An exceedingly simple example might be a
good point for introducing intelligence c;fﬁce.rs
to the analytic process and probl‘em.solvmg in
general. Any expansion or elaboration of this
simplest concept will be possible only when (?ach
student thoroughly grasps the fundamental 1_dea
and is confident enough to extend himself a little
further. The simple example is the Fujiyama
concept. This concerns the Japanese father and
his son traveling by train from Tokyo to Osaka.
Out of the right-hand window the famous snow-
capped Mount Fujiyama suddenly appears, its
top covered as usual with heavy clouds. The
father says to the boy, “You can see most of
Mount Fujiyama, son, but not the top. Tell me
what you think the top leoks like.” The son, a
studious little boy, draws a picture of the moun-
tain with its cloud cover on a small pad of paper.
He then draws the same picture of the moun-
tain, but removes the clouds. Then, he extends
the sides at the same pitch until they intersect.
He gives this picture to his father as his answer.
“Very good deductive reasoning, son,” says his
father, “but very bad answer. If you read more
geography and fewer comic books, you would
know this whole part of our country was once
volcanic. Almost all the mountains around here
are old craters and their tops are flattened out—
they are not pointed as you have shown.”

The class should be able quite quickly to
grasp the moral of this story. Deductive reason-
ing alone cannot solve all problems when only
some of the facts are known. In this case, total
reliance on deductive reasoning lead the boy
astray. A moment’s research into any reference
work would have offered the boy a better chancr
to be right. He made an intelligent hypothesis,
but since things are not always what they seem to
be, his assumption was badly mistaken. Without
research, he could never have made an accurate
hypothesis.

One final word on analysis is necessary. Noth-
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step by step, how he conducted the analysis anij
fashioned the final judgments which emerge; -
from this process, he will do more to shed ligh
on the analytic mysteries
participant in the program.

bt

Report Preparation

Report writing should occupy an importa
bloc of time in any intelligence officer’s courit}
Report writing in this context has two meaning) .
investigative reports prepared in the field a'nd
submitted to headquarters, and the reports whit
are the end products of the intelligence proces)
These latter reports are those which are -
culmination of sorting through raw informatio.
collating those relaied pieces, analyzing the o} .the
lection selected for study, and drawing somj
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The field report will probably be familiari}:
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training course. In fact, not much more insti. e shaped to suit

tion will be needed at this point in their carea}
than to reemphasize the necessity for cl ear}y sta:v’
ing the who's, where’s,} when's, with what's, a -
how's. The fundamentals, such as short ¥ g,
tences, clear antecedents and the like, .shoul’;‘. he
have been mastered by most many years befo,‘:‘,iesc
If not, this is hardly the course for dealmglmb
them. On the other hand, a truly pro.f<_3551011!
presentation on effective expesitory writing & 4

often dramatize the need for correcting bad, 9""53
habits in an hour or two. One additional p i
which should be stressed at every opportunif}-
the need for including evaluation in ﬂeldl;l*
ports. Here the instructor must balance on%.
thin line between the general instruction e’
tell only the facts” and the need at headquar:m‘: ;f
for knowing what the investigator on the ¥ b
believes to be the worth of the informatio? ‘?’.
“has passed on. :
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The analytic report is another matte! i

gether. It is quite possible that not all p s

3 phasized.

than any othg} jdescribed logicall
- rconcisenass and the elimin

words and extraneous detai],
erable amount of time should be spent on hoyy to
jdraw meaningful conclusions, -
‘ cedures. can be offered in thig regard. ' Pointed
soonclusions, after all, are the products of mental

{place. These m
useful judgments from the picture so presemfd”“zgl'Ollped in a rou
. Intoa paragrap
- ofthe agency sh

. ie followin

- pantsin the intelligence officers’ tr
sshould receive
factivity. It is, after all,

extensive

But for those. who are

Another is
ation of contentious
Finally, a consid.

No specific pro-

{discipline, even more than mastery of the written
sword. Accordingly, :
jguided to train themselves to draw out one or

wo, or possibly a few more, main points that
[onstitute the basic

the students should be

reasons for having assembled

materials and written the report in the firse

fTdses conducted o illustrate the latter,

lest method to

ain ideas or themes should be
gh order of priority and melded
h or two. Idea]ly, a senior officer
! ould be asked to present his views
o0 what he needs by way of reports from his
and how such reports should

! to su his tastes and work style,
The distinction between

;.conclusion should be stressed

a summary and a
repeatedly and ex-
The

accomplish this is to present

class with a serjes of single paragraphs

nbmg Some aspect of org
tons an request
: Cusions fore

anized crime opera-

the students to compose con-
ach paragraph.

€ paragraph on loan sharking

Take, for example,

&«
I - »
£loan sharks €xperience their own ver-

sion of
gbove ‘g

A tght money crisis, they are not

eLting 0’ a profession:
‘ stonal loan officer .
I order to yse ; s

W England a hank loan officer, who ‘had

bank funds, Recently in

tnjoyed a taste of high living offered him

ya ra.cketeer, returned th
modatmg

the racket

e favor by accom-

an iqdividual referred to him b
Cer with a personal loan of $3,000.

1€ borrowey immediately paid $600 or so

0 the racketeer /1

m (o the bank

oan shark who had steered
and retained the balance

raining program
training in this
a highly specialized art
and not everyone will do it well enough to
satisfy an agency head.
tselected to train in analytic drafting of intel];-
gence reports, a few basic skills need.to be em-
(See the section in chapter III on
~tanalysis and repovt Writing.) One of these is
«Structuring the report so that the findings are

y and coherently.

for his own use. During the course of the

loan’s tertn, the borrowes ;
to the bank.” Ver repaid the $3,000

A summary of thjs eXcerpt might read: “This
Paragraph tells how loan sharks sometimes are
able to ‘buy’ Support from bankers when their
OWN operations are short of ready cash.” A con.
clusion, on the other hand, might say: “Bank
officers are sometimes susceptible to favors offered
by organized crime figures. Thus, the banking
pbractices of organized crime figures, particulay]
loan_ sharks, should be monitored as closel 1Z
pos.mble.” Other conclusiongs could be compgsc::d
wh.Lch would be equally appropriate, but the
point tl'lat has to be'made is that a con,cl‘usion is
derlvaFlve. It adds a perspective or demonstrates
a relationship that was only implicit in the orig-

ma} text. Above all, it tells the significance of
an item,

Technical Training

It‘must'be assumed that personnel assigned to
the intelligence officers’ training program will
have undergone basic training in investigative
techniques. Indeed most will probably have had
several years in detective or other investigative
actvity learning their trade by doing. The in-
telli.gence officers’ training program shoulq not
obviously, occupy the time of the students With,
these matters, but should be used as
‘demonstrate newly developed techniques in such
areas ags SL'II‘Vei]]aHCC, photography, electronic
e.avesdrol‘)pmg, and the like, These demonstra-
tions optimally would include field exercises in
the use of new equipment or new techniques, as
w§ll as discussions of their applicability in c’er-
tain circumstances, In othey words, hardware
should be related to actual or potential situations
w‘herever possible. The training of highly tech-
nical specialists, such ag electronic eavesdrop
operators or accountant analysts will probably
Tequire resort to special in-service courses offered
by‘tl.le local police academy, or even Federal
training, such as the basic agent’s school operated
b){ t1.1e Internal Revenue Service, However, at a
minimum, the intelligence officers’ training pro-
gram has an obligation to make it clear to the

students how such skills can be used to produce
sound intelligence,

a vehicle to
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: have
. ¥ ) 1 he may already o : ongit
_ this is essential even Lhougﬂ . )yerhaps in the anizine and presenting some of the propog
been a law enforcement officer, | orge g
o

Security Training

Security is a special problem for the intelli-

nce un . : ing
%f)urse (See chapter V1 for a discussion of

Xl ining office} -
; be isti hallenge for the tra i
roblem.) The intelligence officer mlustn ore sophlsm.catfd tcbé Somoe o eyond g o
I;ware of why he is subjected to a MUuch T Tt may in fac

. . . {-

i tter.
for cars. subject ma
same agerncy, for several y ]

the
The intelligence officer must understand !
reasons for the rigl ity TeqUITeREs d
the offices in which he is going o et
eSpeciaHy for the material 11 118 files. . fers ot
evenrbe completely free to talk to otherto ;LUI'lder
’ tter
1 A ¢ some of the ma
S O erasion i ab('m it. He must understand
consideration in his unit. 1 er -
A : ] ‘
i tween dealing Wi r
the difference be | wit e
tiated reports and allegations hax m[u{}f to ;hc; s>
€ ' . .
iect persons, and dealing w1t.h o -11(:1&0])(\7'10“5
jrc—:cords and ‘‘rap sheets.” This 115 thlere -
; X ctu :
int i se for a guest 1€ .
oint in the cour A g el o
}'zttorney on privacy rights and mt(l_lhg.ellz;li
( » ent to the 1I -
i so be presented
Security should al fo the e
for guarding an ¢
' Ticers as a means : : -
B anized crime pene
i target of organz .
which may be a target nized ne
tration efforts. Effective security of the urix.tt a "
¢ o L3} .
only be achieved if the “why of security
understood. ’ e
The intelligence officer must also bferbatino‘
special training in security when he ;s :11 er di(rf.
in i1l often be operating
in the field. He wi Jn itk
o understa
irc -ances and must come t .
cult circumstances ang ’ ' anc
why his communications back to his unit ; s
be guarded so as not to give away .hl§ ollaerc .
or his own whereabouts to the criminal.

conducted entirely outside the academy -
and approaches under study

discipline.

COMMAND LEVEL TRAININF}

f ¥ ( i I

i &

i igence cl
a single major theme: what intelligenc
¢ kS
for the command level. o
usually cluster around severa

strategies of the

i ig ; iques, new s OL
intelligence techniques, B el

i imi naging tl !

g})’)zll”lcl)tzzeesg rCerclérrllltmcl}),urltn?leciioxgls and intelli
)

imitations, €tc. . ,
hnXtZ‘ood ;tarti11g point might be to offer
ture or discussion by
national intelligence agency- Nt
would be asked to emphasize 1ohis g
intelligence which comes fu?rosse e
how he defines what mt.elhgenc
able to him each mo.rnmg, e o
dations he makes 11 terms 'oements .
imetable and competing requir

Other Topics

for
The training program SO far descul;icllﬂete
intelligence officers is by no n;leans 1 jcectslth“
: er su s the
' There are many ot
SN ' lingly be touched
i ly and rewardingly
could quite property . e
on———f(?r example, automated data procesgng\m;w
\ ining ijon function, n
.« streamlining the collation ‘
analysis, streamm ( ic o s
g or the intelligence , plar
security concepts £ : ; e
i i ining, intelligence an
for in-service tralning, . n
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e N i :
length in this chapter 18 simply a minimum bms .
1 which other topics could be added as B
upon ¥ B
tilcular local needs demand or opportuni. ¢
be covered in the traifing  arjse. Even as 2 minimum base, llixt\;e\;er, lxlh
. : ' i " o
(e chapter V proposed training program represents a Qi

ties of any given staff on board in police M]a'& :
emies. Clearly, even the most progr fislsw;a qu/-

mi : ing reed outside helpi-
academies are going to T y

1t may be desirable to contract ()ut. part‘s oht«‘;
. o ograt  it, to a university -

ity nts for "0g r even all of 1t, ! ity i
e soing 1o o 1[)108,1‘3111 Zse'\rch organization. Finatly, ins
essOr Or researc g : nally, i

isdicti i yossible to arrangel
surisdictions it may be T i
B el ' training program tok
the intelligence officers’ training prog E

site selected by a contractor. This option n'n% L

be preferable to any of the otherz, slmcte éltn\l\:w
‘ i .5 of the te

o dr qze the newneis oIt .’

tend K0 aches On the other it

' “hosen ¥

the contractor would have Llo b? ?;%S pra((pf

i intelligence theory ¢ i

oreat care since mtellly : "l

Ts not a particularly widely known oY understot

- . k.

( ()mmdnd 16\161 training 18 the m0§tt tdeesﬂ 1

0J i i [ vill necessita 'k
il’ls obhgatlon of all. It “’11

P—

i zards this W

1 i sychic hazards t .

alike, with all ,{}Lee tprz,ining content shouldl: it would have been useful in the contee of the
for the latter. :

Minor themes W6
opics related
~eak uohs b
i ne: breakthrot
some way to the main ther

a prominent officer fro1L :
Such a P&

i

ants 8
s &%

and what accom “ng

: to apptold 2
himself informed. Ohviously, this appr™

the official were able to demonstrate that he used
¢ intelligence directly and strategically. Its value
| a5 a reorienting device would come as he de-
scribed how he was able to draw from his intelli-
| i gence unit specific reports or briefings that

| assisted him in making better decisions about
significant policy problems. Since there can be no
substitute for the reality of the particular world
| ¢ in which each of the students lives and operates,
the next step might be an informal session re-
quiring them to adapt the speaker’s system of
intelligence usage to their own situations. This
could be followed by a general critique of
I the various suggestions made by the course

L
I

)

| participants.

1 ! “War Gaming”
{1 Another technique for provoking new think-
a-ﬁing on intelligence as a tool of supervisors is to
éinvolve each course participant in a ‘“war game
-iexercise.” A scenario describing certain phased
-t penetration moves of organized crime in a given
Mécity would be presented, and roles, such as police
- chief, prosecutor, intelligence unit commander,
{organized crime boss, etc., assigned to the various
istudents in the course. The purpose would be
it iless to find a school solution to the game than to

* jconstruct later a list of the intelligence products

( fexercise. A postmortem of this type could arouse

in the students a recognition of the intelligence
fesources they should develop with their own
< ommands. The scenario would have to be care-
‘fplly prepared, however, so that it posed a situa-
i {lon of some degree of reality. Too fanciful a
) fme would only produce synicism or derision.

th
1

E
‘; 1 Writing the Intelligence Report

; Ar}othing training device which would have
PCCM} meaning to the command level would be
0 assign each participant the task of preparing
Veekly intelligence report for the agency head.
n;@The Students would be given factsheets describ-

1€ previous weeks’ events as they related to
priized crime develo

i

P

pments, newspaper stor-
accounts of various studies underway

proposed t0 dramatize a quite personal involve-
ment in the intelligence process as something of
service first, to the agency head, and secondly, to
the investigator developing a specific inquiry.
Such a presentation would only have impact if

in the intelligence unit, and a selection of recent
investigators’ reports and data received from

other agencies. The task would be to compose -

something of value to the policymaking level of
the agency. There need be no attention to such
things as style or grammar in this exercise, but
each student would be required to defend his
selection of topics, format, and the overall thrust
of his report against the criticisms of his peers
and the course director.

"Clearly, the variations possible in this sort of

a training program are limited only by the
imagination of whoever designs it. But in all
cases the objective remains the same. It is to
stimulate rigorous thinking about the yrelation-
ship between intelligence and command level
decisionmaking. Only the rare course director
can describe this relationship with any degree
of conviction or persuasiveness. On the other
hand, a feeling for it may develop from the im-
mersion into the process itself of those involved
in decisionmaking.

The concept behind this approach is one
which is reiterated throughout this volume: To
appreciate the intelligence process and to be able
to exploit intelligence effectively the component
parts of the process must be understood thor-
oughly. Without this understanding, the com-
mand level officer will be unable to discern what
he can do with the mass of paper coming across
his desk, or will not fully grasp why he is being
asked to acquire two additional investigators for

.his intelligence unit, or how he can measure the
overall effectiveness of the unit, or offer any rea-
sonable resistance to the public prosecutor who
wants to “let up a little on hijacking investiga-
tions and concentrate on gambling.” In effect,
he will be more or less a helpless victim of the
swirling events of the day, the routine preoccupa-
tions of all law enforcement agencies, and the
seemingly mysterious expertise of his subordi-
nates. Instead of being buffeted by all these
forces, he should prepare himself to use intelli-
gence for his own command purposes and to sup-
port him in controlling the assets at his disposal.
The only way he can do this is to comprehend
the intelligence process and its potential for
contributing to the basic missions of the agency.

Understanding Methodology and Process

So far the discussion has centered on intelli-
gence as a product—that is, the informed judg-
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ment resulting from the collecuo.n,' lefvz;l;z:}gﬁi
e oo s Of va1rled dsscizplrsnx?ef clolngdence in
The command‘ evel nee 0 ha - conficence 1
the process Wth.h converts 1a;\\& 1? ormation 1o
these informed judgments, ogethe , and
point is critical for man.ag.emelnt, {he command
level must come to recognize tha H;dve Jons
it is responsible for setting the qualita nes
[ the agency. Shoddy intelligence '
3Zi:1t0[in badD dec}ilsions or Eaulty‘ s.tratquty tgz
unrealistic plan?. Ehe?ef:iec,h;?f‘;?;ggt h‘e o
command level should aim at clz ng neeva
uative and analytic elements of tbcﬁglltte g f
; parts o
process, not only so that the co;npboUt e parts o
the process are fully appreciated, o tat te
; and level can assert its responsibili
;?11:112; control at points where it mazf exp;cjlzc;
make some impact. (See chapter II for a
discussion of managing the process.) L level
A significant portion of any comrrllzn | Jevel
training program, then, should b@ ce\;(l)mdo]o-
evaluating techniqlues' atml:lr ;:slztlgr orrCl:SS e
i mployed in the intelli .
%z)erin?r:arlxd )llevel will not, o'f course, be ?16652
engaged in these matters 1t.se1f. in.stﬁa S,enior
training should prov1df: insights w gc i
officers in command positions may finf 315,: i
querying the validity and soundnt.aSS o e Jence
ments offered to them by their }1}t§t g e
apparatus. This portion o.f the t'lc';munt;ge -
have served its purpose if it provides i <! {1
levels of the agency with thfe capacity to asn.ao ngée
questions about the way in which intellige
judgments are developed. ' I
If the above scunds more .111.'\(-3 malnaa‘ ont
training than intelligence tf?sn:r?}% ‘t’ ;;::;1 1:here
cause good intelligence resu . en ther
i nd management of the mformat}on ,
;Snf:loilllcertainlygcannot afford to be pasixve abt?;lr:
what it receives as an end product. T 1;: sec ton
of the training program devoted to agatyiiz and
methodologies should be sufficiently eha ed s0
that it lifts the analytic process out Of1t erlkes iy
of mysteries performgd by experts and ince memi
if only roughly, meaningful tg top 1rnanc %nmand
Such exposure should pl:O\{lde the co poand
level with a far more sop1111§ilf§terclle\;es;«;r3 vha
intelligence unit can do if the ces
:E(;r;;elelngts are available to it. It is 1mporttaxll)té
therefore, that this portion of .the course r;z e
a mere representation pf wh.at is gomgt olrjlut e
local organized crime intelligence unit,

86

analytic But even within the traditional training
in use wherever they wmayh techniques. . ) framework, certain guidelines are useful to fol-
mental approaches in u i1l normally require e 3. Trends in organized crime activities low. Factsheets
is, 1 n, wi by
found. This, in turn,

f s fr other intellige
appearance of speakers from g

throughout the country.
units or from Federal law enforcement agencm_f

o1 IEthere is still some time
The Command Level and Organized Criy

sideration of new hardware

& application for sur-
An innovative approa.h should also be ug on, etc.,, could .be
nstruction
Xperts, but
, the, budgetary’aspects of
ay be such that the com-
ome immersecd
» after all, which
for costly acquisi-
ately what it wishes

. yeillance, electronic detecti
in that portion of the command level cou :

concerned with organized crirpe itself. "l:ltle em‘ ,E
phasis should be on trepds in the act1\1'1esas.»; ma
organized criminal syndicates frorp ‘a Vmﬂ);“i:~;'1ard1\'a1‘e acquisition m ’
urban points in the country. Since most i nand | eve} may be .Obllged o be.
forcement agencies suffer to some degree . inthe subject. This is the Jeye]
on ther from “localitis,” this approach may p will have to defend proposals
voke. scepticism. It is always easier % fions. It had best know intim
V(f)kenz?sn:)ivn jlurisdiction, “Well, thal can’tha;iy 0 obtain for the inte] ligence unit
([))CI? here,” than it is to admit that, 'alth(.)ulgh it , .
don’t think it could happen hsere, it 1mgblt, || OTHER TRAINING PROGRANMS
if it did, you wouldn't necessarily know abou

. _ 1d be desirable to daj°} In chapter .IV on.st.afﬁng some suggestions are
For this reason it would made for special training }

P rograms for the active

: i tivities from cig- J14¢¢ S :
examples of organized crime acm arable to i Mtelligence officer and analyst. Nothing further
of a size and complexity 'Cli)hepzr'xining o "t%eed be added here save to remark that as orga-
« ) . . >
which tke students serve. £ the cou i2ed ctime changes i¢s character, the skills neces-
d v'ith jreparlng thls pal‘t o} . "S‘ " b s b ] .
charged w I e up with a vatieyf 87 to combat ¢ may be abso utely different
may be hard put to Corg‘smﬁlt points. Theef fom those now employed. The intelligence
criminal activities Erolrr} L ;.1 to do careful hosp ¥t commander must remajn flexible in the face
no better answer for t11§rt1 121 mav include anet % requests by his subordinates for specific spe-
work well in advance. '11 r?ize‘dycrim e storiest;?;?CJaltY programs of training. Moreover, he should
paper clipping file on orgi. ing service ant] (budget permitting) encourage subscription to
even subscription to atc ltzplxqi)ittlaily used’.ﬁ“‘i’e professional journals of 3 variety of disci-
. : 3 tac ¢ W .
subject. Regional con d for this pu l ubordinates at
‘local agency can he tapped fo :
the loca ag er law enforcement « and conventions,
and possibly the larger I 1 1 associal are where the newest
munity networks such as LEIU or an

: 1Xere reports of methodologi
of police chiefs. e made

ngroduced.  Tdeally this sopy of i
hould be reserved for the technical e
s a practical matter

.

es, and attendance by his s
Professional society meetings

Training Priorities and Hardwart

: NS
There need be no set program for a C(")flheff
level course set down in these pgg‘las. il
opportunities for training at this lev 7

TRAINING TECHN IQUES

tiiScattered thyoue foregoine di i
ery long in terms of man-hours away fron b hroughout the foregoing discussion
A%

3% MAining for dif level ‘
il almost 4%} § lor different levels of Jayy enforcement
i k, so there will a
operational desk,

6 Acers ang 1 . i
. kingt < 8 and analysts haye been suggestions con-
{0 mium set on Stakilg'sg - . X
need‘tO be a htgelzls PT‘X good guide to fo }ggr‘nmg certain usefy] techniques:
training priorities.

Wit seminars,
: e €Xercises,
1 1 T. 39
\VOLlld be that presented m thlS chapte £ y

‘war gaming,” etc. None of
[;ﬂfsell.mtradmonal approaches should be entered
1. Exploring what intelligence cand ;%l?s 2y hey all require highly individ-

' X}:rnnd level and how. . fie teﬂtchmg skills, considerable preplan-
th€2 C%Hrlldérstanding the intelligencep™ & ad, in g0 cases, access to a variety of

ticularly its methodology, and % Amiliar magera) and facilities.
particu Af‘

|

.

available after those
broad subject areas are covered, then some con-

should do a gre
the notion that good intellj
product of a disciplined
rather than an eleph
objective of carefu] staff monit
a critique or evaluation sessi
each problem or exercise,

are better than lectures,
another way, lectures that

of factual data are dead]
speaker who is a VIP ip |
is not thereby a great speaker,
his oratorica] talents as wel]
He may do better in 3 discussi
use outdated training films,
suspect that you
lazy, or both, Effective fiel
enormous amounts of instru

prior to and during the exer,
be taken thae ¢

Untraditiona} Training Techniques

Where budgets are 1
training officers are gener
new techniques of te

clatively generous and
ally free of other duties,

aching should be attempted.
Presumably the intelligence officers to be trained

will be among the more resourcefy] and thought-
ful personnel in the agency.  As such they would
probably make a good group on which to test
ew training approaches, Small group problem
solving, for €xample, is a method which not only
provides a gage of intelligence and practicality,
but can also measure in a rough way such things
as leadership potential and personal volatility or
flexibility, Similarly, open-book projects where
the students are given a list of sources and a time
limit against which they must construct 2 small
and finite piece of analysis can be used as g
ental dexterity, sense of

method of judging m
priorities, and the ability to keep cool under

pressure.

All these—and many other devices which could

be used—should have one element in common,
‘They should be learning experiences, That is to
say, they should be monitored closely by the
training staff with certain specific objectives in
mind. The first objective would be tq get across
the idea that there are no school solutions to the
problems or exercises in question, This, alone,
at deal to instil] in the students
gence is often the
and imaginative mind,
antine memory. Another
oring is to set up
on at the end of
It should not matter

87

Or put
are simply a recitation
Y- A potential guest
aw enforcement circleg
Find out about
as his reputation.
on setting. Don’t
the students wil

are trying to use up time, or are

d exercises use up.
ctor’s time, both

cise. Care should
1€ result is worth the investment.,
1



in courses of this kind whether an individual did
well or did poorly. What matters is that he
learned how to do whatever the assignment as
well.  Accordingly, if he has done poorly, the
critique should be modeled in such a way that
he learns what he has done ineffectively, recog-
nizes his deficiencies, and appreciates what to do
about correcting them. The critique is not in
this sense a corrective discipline, but an expiora-
tion with the student of those areas of the train-
ing he has not understood and an effort to
strengthen his understanding then and there.
"The approaches outlined in this chapter will
require a considerable wrenching around of tra-
ditional law enforcement training programs.
Training the trainers will be a large task in it-
self. For this, special arrangements may have to
be made, such as sponsoring the education of a
few training officers at a variety of institutes or
Federal training schools for specialists. Such an
investment will yield good returns if it produces
one training officer capable of sparking student
officer enthusiasm for trying new approaches to
intelligence methods.

SAMPLE PROBLEM: TO DEMONSTRATE
AND TO TEST ANALYTIC TECHNIQUE

The following example explains what the in-
structor would give to the student and what
action would be required of the student. To
the greatest extent possible the problem should
be so structured that there need not be a school
solution but an approach that encourages the
student to follow his own line of thought. The
instructor must be ready on his part to evaluate
different approaches to the problem, and to
point out to the student where he might have
requested other kinds of information. This is

em to test technique rather than to test

a probl
a particular

the ability of a student to follow
analytic path.
Phase 1
Instruclor gives information Lo the students:

The student is handed a piece of paper on
which there is information purported to have
been turned in by a reliable informer.

1. A woman by the name of Jane Doe
was seen with Harry Jones. (Harry Jones 1s
a known criminal, suspected of being in-
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his own views, stating:

volved in hijacking. He is a lower lex - 1” What 15 t?e status of hijacking on the West
captain in Central City's West Side sy - {ide? ,Que}y' iles.
cate.) . d. Who is involved in ownership of the Lating
2. The two had dinner at the Eating Cli} - Club? Query liquor license bureauy °
and Harry paid for a very expensive gy | & What has been the pattern of Harr ] '
ning. . - activities over the past year? Query the %’I ones
g. Jane Doe was dressed expensively . the general police records es and
was wearing what appeared to be veal d -
monds. ~nstructor’s Reaction
4. They arrived at the Eating Clubiy | 7 .
. T, MR 5 4 ToStudent 1: This i o
white Cadillac. The license number & } seems to be 0“; hflils ﬂ.1€g1t1.mate hypothesis
NY 61245. Jane Doe was driving. | o0 of the lo eeping with the potential
. . . . - TS e change in patte S
The investigator handling the informer adk . Jones. Because of his rank ilf forrxralo fOII Harry
: Ty e ) ’ otner rea-
~sons, there should have been, at least, one r()[m‘d

1. Jane Doe was a new woman for Ham' 9Of further questions to determine who the girl
b : ir

9. From the nature of the outing, Ha asand what Harry has been doing r :
must have received a substantial increast; 3 ToStudent 2: This was an exc l% recently.
his cut of the proceeds from whatever op, §is and one that could be tested e ‘fnt h)’P_OthC-
tion he was involved in. dtleast, as to its general thrust I?L er quickly,

8. Harry was never reported before et ther activities should be f and whether fur-
ing at the Fating Club which is Genisf ocused on Harry Jones.
City’s most expensive restaurant.

Students ave asked lo respond to the repoily
1. Developing an hypothesis to explain W} | Instructor gives ;
1 § new information ¢
L o students:

ll n C ) S

p]ﬂCC. . . . . . lailed bC]OW and t} R
9. Make a list of five questions givingin ort i : 1en only if the instructor feels

Phase II

.o . . . . Eihat the stude . .
of priority additional information they belie + nt asked a valid questi i
I U vai)le from a logical source a on obtain-

immediately necessary to better understand ity
Harry might be up to. The student mustafiE:
pinpoint where he thinks the informationd -

be found.

s e
b. Harry Jones h on- Jane Doc.
various crimes incl as a record of arrests for
Sample Student Responses ¢ not for hijackino-c j&mg‘fﬂr‘med robbery but
Student 1: Iypothesis: The meeting hdlf | fle states ¢hat he is nt::v]om‘]er report in his
significance other than what it appeared tot%‘.i; Jacking operations for theyxj\l/}e Chg?ge of hi-
namely a dinner date to which Harry Jonesht f{*te. The report is eva]uatedStq‘SIde ynai-
taken a new girl friend. |4 ”;e ‘}”d the informer as being (relli);l())lbab]y
List of questions: (Student didn't | (:‘}I‘;Fellllgellce files—functional. ©
further questioning was worthwhile.) aln(‘)um](écfz“‘lg : :Substantial and increasing
Student 2: Hypothesis: The new girl areas, Smalllljackmg on the Fast Side Dock
and the expensive surroundings together %1 Side Docks b:glou_m of hijacking on West
cated some change in the pattern of Opﬂf““ L esta,z ”,a%‘;;{“ng abouti 6 months ago.
for Harry Jones. It could be that H?ﬂY“;j rmed reports t’hf:‘ E ?Cc?l‘dmg. to uncon-
ported hijacking activities were beginning s one of the Cri’min Al Zsl lri% Club is owned by
into high gear. Thisreport should be cons s of which have yconlr(;ate§’ some mem-
as an alerting item and more information s ections in Mid-

americy City,

) . . . . cAuto 13
be sought on a high priority basis. v toojlizr;enﬁg records—license reported
Side of the city o6 @ resident of the East

fles. Rir
© ol student s
% Umation by:

fr

List of queslions:

a. Who is Jane Doe? Query the
b. Who is the registered owner of th

Query the license bureau.

asked to respond to the new

1. Up : i
b oln d;)tz,ncé‘l:in.ge‘, Or write a new hypothesis
the ina \V\Emformatlon he obtained from
mel (,Ii[feljent' ]( ach stu.dent may have a some-
B ne(‘ecs;"ltz-i base since all may not ask the
hacaions nec ary to get all available infor-
s stated above, the instructor should

only give out i i
Y gtve out the information that is now re-

) v t

Sample Student Responses

Studen y ]
an Dovélw 133 Hy'[)o;/zeszs: The presence of
) as a cover for a meeting i
ln ;. $) 4‘ 1
IClub between Harry Jones and ot}gmn’1 thLILHtmg
s proben S ¢ rs unknown.
Y an organizational i
o eas probab ganizational meeting per-
1\/; ildamoe TIiJ(:n% -LHarry jlones together wi‘ti lthc
a ity people who r
meri ‘ reputed] re
owner ' I Lo
o t(s) (l))letiloe Eatmgl?lub. The goal W())l,l](l ap-
. expand hijacking operati
Sally o fo € KIng operations, espe-
‘Using on means t the * '
zoods, 1i g on : o unload the “hot’
Gy conmone é I}JPC‘“’ that the Midamerica
( A tion might be t "t enc
ing robrons g he answer to the fenc-
List of questions:

e o
Z. il:trl;otls' Jim Roe? Query the files.
o t.h . hniff ffor%natlon is available on fencine
Wee | 1Jaced items from either the Fast o?‘
v Side? Query the files under “ "
so the burglary squad
c. W \ ¥ ;
Oner 1‘10 are the real owners of the Eating Club?
l )‘flvclorporate license office of the state. |
i< .
]bn ? 10 are the known associates of Harr
esvv Query the files. B
e. Who i
oy Cre(zults bli?: Doe?. Check telephone com-
Y, ¢ aus, city register, voti i
[4 . . < Otll] ] Cg -
tration, drivers license registration’ 5

) 3 »
encing.

f. Query Midamerica City the following:
; . Any record on Harry Jones?
2. Any record on Jim Roe?
;5. jzny record on Jane Doe?
.1Ck.in Ny reports in intelligence files on hi
P o . . i
erndnb‘ tf;af‘ COI’l’neCtS activities (including
encing of “hot” goods) between the -ty
cities? s

5. Any record of crimj
Ry criminal :
ership in Eating Club? nas holding own-

tact wi
Janeu%th Harry _Iones through the good offices of
oe. The idea was to take over control of
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- . , : - | pothesis based on ¢ v i .
the city. The outside element was using both  that the student asked a valid question obtau-,"? i ' the new information he ob- _
) , - . .. logical “tained from the instructor Subject
the woman and money to buy Harry. The meet- able from a logical source. ~ ' B, Nontraditional . Hours
| . tends : G hili d ane ar and an . . . ‘ . raditional Patterns
| ing pmtc_nds 4 vl)()Sbl ility of a gang war a L a 1. Intelligence files—biographic. “{ The srfmple problem ends here. However L. Infiltration of legitimate business
increase in crime as Harry attempts to prove to « Jim Roe has no arrest record but isf {he exercise could go on for several more pha ’ g Iliusmcss manipulation ..., .. {
i his new leaders what a tough, effective crook he ported to be a principal captain in g} {it each phase there should be answers thlqt]; sesl. 1 Sel:inf;:l:tt S
: really is. organized crime syndicate that controlsg {0 nowhere, and others that are su ~u-es;iv eacf 5. \'\’lli[e-co]lgzu‘ CHtE ol !
] . . Fast Side. A reliable informer report lif totally different hypotheses. The g ggestive o C. Official Corruption as a Principal Obiective " L
\ List of questions: : - : : 1 . 8. he goal is to test D. The Organized Crime Ti pal Dbjective ... 2
; st quiest AR . Roe with a criminal group in Midames : e capabihties of the students toD -f S ganized Crime Figure of the 19707 .. e 2
é a. Send urgent queries to all major cities in City. gether and to construct put facts - ur e pretiivence pr =
o : : T ligence fles—f - 1 h a pattern, both tenta- A, C nletligence Process
g the arca secking answers to the following: 2. Intelligence fles—functional. tively to explain the events 1 i ° o Coflecion
E 1. Any reports on criminals or others in a. Last S}d@ gang-syn{lzcate: This gd §, vestigators in their search ; E}nc t.o.gtude the .lz 1:‘1(-.1ch reporting ... ]
4 their jurisdiction who were reportedly in- has as their attorney Sam Law and th } - or additional facts. 3. llnl:r”?l}mnm TR PP P PO 1
‘ T e v op leaders appear to use the Corner Bank. | § UMoMMANLS il
volved in hijacking in Central City orin the . . Undercover men ........ ... . Tttt 1
g disposal of stolen woods therefrom? informer reports a rumor that the fencef; B. Collation ARRREEEEEEE G 1
15POs: ) 2 the Fast Side gang is in another city, s | FiGURE 14.~Two-week training course for intelli L. Information control fechni
2. Any reports in their files on Jane Doe, say Midamerica City. Another infom analyst/investigator for inteltigence 2. Automatic data PN?((::' s o
. « . 3 ." . . ¢ il ¥ 8¢ ll] 'y
. J— o5 . : ; C. Evaluati oo
James Roe, Harry Jones? report, unverified, states that Jim Roel | Subject . I\Vl;‘qlll;;lfgon T N : i
3. Any reports on criminal gangs that ap- bragged about his plan to take over the d) 1 7he Theory of Intelligence Hours L. Problems in analytic tect
pear to be attempting in any way to develop b. Fences: The West Side gang isg A Support Function in gLaw Enforcement . i Problem solving ) T !
relations with any persons or groups in Cen- ported using a legitimate company as afwt ¢ 1 Support to the policymaker or 1;@“} : hc 1 """ ! * Dliscmmmo" """""""""""""" t
RN . . . Tl S byl e ! d a( . Exercises 3 .
tral City? for getting rid of their hot goods. Apparef - b éhdt?gm intelligence Y Exercises in finished report writing . .., o
o > Feder: ‘nci » mer is a woman, Janet Joe, from Mi% - Lontingency questions ralional T R
b. Query the Federal agencies on Jane Doe, owner 15 an, Js J 1 2 Support to the operational objective V. Operational Techniques
James Roe, and Harry Jones. america Gity. . . . a. Tactical intelligence A. Investigative Aids .............
¢. Query the Federal agencies on any reports c. Banks: Information derived duringgh The Objectivity of Intelligence 1 g IlfllccttroniclEquipmcnL ..... e N
. . Lo - i igati : ase indi i e - Photograply ,............ ... e =
having to do with hijacking in Central City and investigation on another case 1 dicated! 1L Organized Crime Py e 9
; : ; . . the prajority ownership of the Corner b fr . : V. Special
any link up between persons or groups in Mid- . ; b4 Traditional Patterns « Special Field Problems
) ica City and Central Ci ¢ appears to be held through a front. AW} 1. Gambling (bookmaking, poli ‘ A, Investigative ...
america City and GCentra Aty. owner not known. operations, ctc) .. .g: policy, casino B, Analytic ........, ------- v e 19
: 3. County Records. Ownership ofBf { 2 Loan sharking ........ L creeee 2 T 2Hsp
Instructoy’s Reaction ) Ly ' p o E 3 Prostit b G v ] VL. Intelligence and ()
ing Club gives every appearance of beingf 4§ prostittion . A. Trendsin 1ottt 5 Law
T'o Student 3: The hypothesis seemed rea- noncriminal hands. 1 5 Labor ﬁcl::gin{ ------- e 1/2 B. Privacy A1'32111(&;331'!3:05mm '''' ST -
sonable in light of the information and would 4. Intelligence files—Midamerica Pik:! 6 Hijacking . ... e G, 1 C. Security ........... S 9
serve as a good guide to probing the problem Department. S AR 1 Total | e L
further. It did not try to run away with the a. Jane Doe has no arrest record. .She\“ » G, e . 80
development as though it were a major threat. the wife of Bill Doe who was conv;ic.ti;l_ .
It might become such but the information avail- being a fence and subsequently diek
: , n
able at the moment did not appear to support prison. ,
- ‘ ; ApPEE .U b. Bill Doe had a record of a numbig
the Harry Jones operation as a major affair, rrests for robb 1 for acting asalif
To Student 4: This hypothesis seemed to be arrests for robbery and 1or Ctig - f' 3
. far nhead of £ It led ¢l 1 He had one prior conviction for itig
running too far ahead of facts. It led the student He reportedly worked with one of thetf |
to put too much pressure on a series of other law dicates, the North Side gang, which il
3 enforcement agencies to produce information. six months before Doe’s arrest Wit
. Finally, there was nothing in the information portedly becoming involved in hljac‘klﬂ%,x
b available to suggest that Harry Jones would be ¢. Jim Roe was born and raised in My
capable of taking over the city and thus worth america City. He had several arrﬁi;&“
such as effort Ly outsiders. one conviction for auto theft. ;‘l’
portedly was a friend of Bill Doe an g
~ seen with members of the North Side i
Phase III but is not thought to have been a #FE
. L . ) of the gang. .
Instructor gives additional information to " b
students: Each student is asked to respond 1o L
. . information by: 3
The instructor can give only the answers de- f ) ) o3
. . . . . [ if 3
tailed below and then only if the nstructor feels 1. Updating, changing, or writing 2 nev’
g ging,
90 3
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Chaptﬁr V1
SECURITY AND THE

INTELLIGENCE PROCESS

- imtelligence unit due to:
Security, a special problem. for intelligence u

e Sensitivily of information i1 ﬁlef.
C 7 z
e Likelihood its personnel are [mmc.
e Need for protection of rights of ]mvacy: eponds o1 -
' i , unil's operation aeper
ffecti - intelligence unil's 0f
Effectiveness of in : opert e
o Assurance of {rustworthiness T€qUires probing of
employment———e&pecially ﬁnan.czal stat}us.t .
e Periodic updates required to mfwe tha o adve
e Polygraph is useful in evaluating personnel,
integrity.
Steps must be taken to 1nsure office

by unauthorized persons. ‘
! info-r'malzon-gathm ing o

targets for efforts to corrupt.

dyerse change oCcurs.
pecially where any qu

spaces and, especially, files are
against access ‘
Protection of personnel while o1

e Security of communicaum.ls. pearance o wohicles used.
mi he person in app ,
e Anonymily of !

perations TeqUITEs:

INTRODUCTION Control il] a ﬂuid Op

he intelli-  course, loses a_ll sig
office and  library. S}mﬂarl.y.,
arly  purpose of security m o
impinge on the basic oD)
What are the pur
telligence unit? They

al problem for t

Security is a spect
y of personnel,

cence unit—security rson ¢
B ‘ati Security is a particul
files, and operations. o pal xeasons: e
ot eopicern for two principal Tee !
sensitive concern f P o Hiles
; unit’s )
i ¥ biect matter 1n the
delicacy of the subject I i orea
and the intelligence unit’s attlzEcuvc:Lx;.leestsr Ei)i_al1g(;r e atio :
: W o et for penetre s, an
i T as a general targe : N “ed persons,
nized <.z}111110 S“e:urity’s place in the daily bust unautho p
corruption. oec

& ] < tll n

i ly 1 i tected in 2
intelligence officers are like the elderly hlirtz)maﬁls e and, in
who isnonly happy when she has recalled all boo

in its rightful
on loan, and has every volume in 1ts 11§

92

¥

PRI R

| lso, some subsidiary objectives: (1) Enhancing
{the morale of the law enforcement agency as a
“Iyhole by providing strong resistance to corrup-
ition, and (2) encouraging the flow of raw intelli-
1%gence from the rest of the agency because of
%Conﬁdence in the security level of the intelligence
unit, ‘ _

-t T achieve these objectives, the intelligence
L unit must take steps to insure that all members
“Ethe unit are trustworthy and are in no manner
.%'acting as an agent for organized crime or any
ther lawless element. The unit must adopt
physical security methods which ensure that the
‘files are located in such a way that only author-
- jed personnel have access to them. Steps imust
be taken to ensure that the area cannot be pene-
wated easily at times when no personnel are on
duty. Personnel should apply rigorous security
- precautions in the performance of their duties.
- This applies generally to operations in a danger-
ous area, either in plain clothes or as an under-
cover agent. It applies specifically to the use of
ffadio communications wwhere there is always a
1isk of giving away their location or other infor-

]
{
i

worthiness of its persont ‘mtion which would help to identify them,
past and present actions of candidaltif| Finally, it is important to understand that the
past an '

ecurity system has an important role in protect-
4 . . . . A
ing the right of privacy of individuals. Much of

estion of individi the information in intelligence files has to do

protected at all ek

bu,

ht of the basic purpos®.

. , i
in the intelligence uall

ust be understood Ilfil

ective of the ’umt,'
ty in @
€ thzlt'.!l
¢ acce R
ation “fng

e LLUG . . the -
ad 8y be fully aware of their responsi

poses of securl
are to insur
n on file is protected agains
(2) inform
the agency
forcement agenc
manner commens
no case, allov

jes at alnst . ! . :
Jith URE " Potential penetration by organized crime,

Ut also : . ) ’
ved to PSRy against inadvertent leakage of unsub-

¥ 11S.
the hands of unauthorized perso

vith allegations, unverified reports of activities
f;i}'nd associations, and other matters which are not
fecessarily evidential.  For example, the investi-
L ftor cannot always be sure what the relation-
i{!lips are between a number of people observed
dividually entering a given location, allegedly
@l’ the purpose of holding a criminal enterprise
Enceting, The problem is even more compli-
Jted where a public place, such as a restaurant

1 e \Y ; i VCSl X L. . '
l Shel €S, « he thereby ﬂchle {r tav s in IV . ‘ } I e (
1)11 Ce Oll tl\‘ - . t. : ﬂ

el‘dtlonal situa on, VO ed &v ho 1S en ]

%mpiracy, and who is simply a hungry or thirsty
fiember of the public? In many cases informa-
(0 secured from observations of this kind can
pieverbe presented in court. On the other hand,
Asesential information for an intelligence unit
( 4 seeks to develop an understanding of the
wcritional patterns of organized crime. Thus,

Cntelligence unit personnel and their com-
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'. Jl‘t)' o maintain a security system not only
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fliated information that might be damaging

to the person involved, whether or not that per-
son has a criminal record.

These are the security objectives, then. They
may be better understood if a list is made of
objectives for which a security policy should not
be reaching.

1. The intelligence unit must nof use security
to exclude authorized persons from reading or
learning its findings. Intelligence is not pro-
duced for other intelligence oflicers (except to
the extent it is essential for developing further
analyses), but for the consumer beyond the in-
telligence unit. Once the consumer’s need to
know is determined, and found appropriate, the
intelligence material must be made availygble to
him. The intelligence unit must perfect guide-
lines for passing reports outside of its control.
Such guidelines will generally concern the reli-
ability quotients of recipients. But the end pur-
pose of determining levels of reliability is to
insure that the appropriate people receive and
read the reports, not to prevent them from being
read.

2. Security must not under any condition be
used to conceal an intelligence unit’s employ-
ment of illegal techniques, such as electronic sur-
veillance where it is not permitting according to
the statutes of the particular jurisdiction. In
such a case, security would simply be contribut-
ing to a more disastrous showdown when, as is
inevitable, the use of illegal means is revealed.

3. Security must not be used to conceal reports
either from the jurisdiction’s political leadership
or other official representatives who are not mem-
bers of the law enforcement agency, or to prevent
documents from being used by a public prosecu-
tor even though the sources of the documents are
highly sensitive. Nor should security be used to
conceal or cover up mistakes or corrupt activities
by members of the unit or the agency.

4. To summarize, security should be used to
the end of preventing disclosure of material to
unauthorized persons, and to prevent unauthor-
ized persons from gaining access to the files with
the potential of misusing the information.

Security in any organization, whether it be
military or diplomatic or police, focuses on three
aspects. There is, fivst, the necessity to assure the
personal security of the organization’s staff. Sec-
ondly, there is the development of means for
protecting records and facilities used by the
agency. And, finally, there is operationai se-
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when communicating and when
operational problem. These
cussed below:

curity; that 1s,
in the field on an

various facets of security ave dis

PERSONAL SECURITY

unit must be assured that its
themselves ¢rustworthy, that
n as good security risks.
The security of a person can only be determined
by probing his actions in the past, attempting to
determine how he will react under certain cir-
cumstances, and by assessing the current associa-
ions and social patterns he maintains. While
the background investigation is not a perfect
system by any means, the experience of the Fed-
eral Government suggests that it is not only an
effective approach to establishing the loyalty and
integrity of an organimti(m's staff, but it is the
only method available.

Any intelligence
own members are
they are what is know

The Background Investigation

investigation should probe all

A background
both professional and

aspects of @ person’s life,
personal. The background investigation should

seek to detect indications of lack of character oF
A person who lacks

integrity in either context.

integrity in his personal Jife—that is, in his deal-
ings with his friends and family—will have a
tendency at some point to act without integrity
in a profcssional matter. It should be remem-
bered that no onc
public office, every citizen must
quirements established  for
being considered.
of an applicant are basic requ
pointed out above, they are especially imporfan
when associated witl

Whether or not t

responsibility for performing the i
of its own new personnel, it
principles which guid
(See appendix F for suggeste
an investigation.)

First of all, it is essen
carefully evaluate all inform
subject. The simple statement,
by a previous landlady of the subject that he w
an undesirable tenant because
—where, moreover, she suspected wild ‘goin

~

ation reported on
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has a right to a posicion in
fulfill the re-
that office before
The character and integrity
jrements, and, as

y a position in intelligence.
he intelligence unit has
nvestigations

must be aware of the
¢ such an investigation.
d guidelines to direct
tial that the investigator

“J¢ was alleged

his noisy parties
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3
on'—caused complaints by the neighbors,” ;
next to useless, unless evaluated. How did
investigator gage the character of the tandladif
What was the relationship between the sub}éq %
and the landlady? Had they had other difigk |
ences which might explain in part her attitf |

1 the investigator checked wit i

's

{

towards him?  Hac
the neighbors about her allegations? Did i
down any of i

investigator attempt to tracc

associates of the subject during that period nf
satisfy himself about +he subje(‘.t’s social life? by
short, evaluation any careful checking out df
derogatory information are basic clements ¢}
fairness, which should be the investigator’s prin

tool.

Second, it is €ss
clude information
sources of derogatory in
ple cited above, it is in
gator merely to report ne

unable to substantiate the landlady's allegation
Such a statement can be interpretcd as meanirg
that in the absence 0
Jeast the possibility that the landlady's critide
reflected accurately on the subject’s life style. i
on the other hand, the investigator details t
steps he took to substantiate or discredit b
jandlady’s testimony, then he h
cluded elements of evaluation in the picturt

The recipient of the report can judge agai

ential that an investigator i |
ne develops in evaluatinf /
formation. In theexm
sulficient for the inveif

gatively that he wif:

o bie ' :
isbject (with his agreement) about the allega-

& h . " .

Third, the investigator must not allow fairr
to prec.lude his consideration that th. S‘tlb'less
might in fact be a rogue as suggestéa b J?Ct
derogatory information. This is the hasic rz on
for ca'reful .checking of derogatory inform*t?ison
[tan investigator is unable to satisfy himsel(f tl?lﬂlt
one df"mgcrous allegation against a subject can I;
exp]amed by the malicious charact‘]erv -')? t}e
source OT & strained relationship betwe;:n tlle
two mdu:xchmls, he is justified in recommendi 16‘
further investigation into the al]é ‘"u'ion(mg'
nothing further turns up which (‘orr%‘bomt. .
negates the charge, then the subject l"es O‘r
should be asked about it. ! Hmselt

Such a procedure is delicate and should b
be undertaken with some care and ));e >lanni .
Aformal but not unfriendly atmospherle r‘orr;?ci

l, 'i i,cqnfrcf)n tation is best under these circumstances
1 Very often the subject's responses will give L:ll('.:

\ ;r}\-estlgator new leads to trace down; sometimes
his pellsgnal reactions and facial expressions will
reve enui i

veal cither genuine righteous indignation or

¢}
. E e : .
f other evidence there isef) some consternation mixed with guilt. In those

., jurisdictions where it is legal, polygraphing the

|
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Hion can be useful. (See page 97 below for a

1sIcussmn of the use of the polygraph.) c
n the last analysis, if doubt still remains in

ygator i
gitor, the subject may be told that unless he can

the details of denials or agreements by the neigk thelp refute the allegation, his candid
, his candidacy will be

bors and associates of the subject how the I
lady’s accusations should be measured. Thisi
perhaps an obvious point, but is one often mi
by field investigators. 1tis missed because 8
is a longstanding tradition in many law enfore

ment agencies of
conducting personnel investigations. "This
t  fne rule indeed 2 fundamental rule for f

agency that prides itse
often a narrow interpret
means leads to ugly distortions. _
supervisors fail to make the distinction to.lhfi
investigators between dispassionate reportlﬂgf
all the derogatory facts and the inj
investigator of hi
investigater who rep

Y
ation of what the i

orts on the

a lady may be fully s
but if there is N0 latl

vindictive old bag,

as  his reporting system to allow for su
yation, then he is
torted, atbeit objective, report on

forced back into giving?”
his subje

gs-

dispassionate objectiviy °f

If on integrity. D g

Thus, CF:
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s own sense Of fairness.