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PREFACE 

On March 29, 1982, Chief of Police John L. Tagert released 
a memorandum to all Department bureau and section managers 
which contained the following statement: 

"The Colorado Springs Police Department is recognized 
not only locally, but also nationally as an innovative, 
highly professional police department. In recent years, 
several new crime prevention, deterrence, and appre
hension programs have been implemented and the stature 
of the Department has grown. Even so, a significant 
effort has recently been undertaken nationwide to test 
many long-standing tenets of pOlicing and to develop 
new systematic approaches ·to management and delivery 
of police services, some of .'1hich may be applicable 
to our own setting. Also, a steady escalation of 
criminal activity over recent years has necessitated 
substantial increases in the Department's budget, and 
it is time to demonstrate this. Department's continuing 
corrunitment to be both cost-conscious and cost-effective 
in our approach to la\v enforcement, therefore, I am 
initiating a comprehensive study of all areas and 
facets of this Department's operations and activities." 

It is by this statement that the Department commenced a study 
of its own operations resulting in a Phase I report with 
recorrunendations that have already been implemented, and with 
this report, the culmination of the Phase II effort. 

There were many options available for conducting this study, 
and the one selected was the self-study approach. The 
Chief of Police reasoned that it is basic to human nature 
that understanding one's own shortcomings is the first step 
in making improvements. It is also basic that new ideas 
and changes are more likely to be acceptable to persons in 
an organization if they are generated from within. Further, 
even good operations can be refined and improved, and 
Department personnel should view the self-·study as con
structive criticism fulfilling the inherent responsibility 
of all managers to optimize resource utilization. 

The Law Enforcement Assistance Administration (LEAA) was 
initiated in 1968 for the purpose of developing, funding, 
and evalua·ting a myriad of criminal justice programs designed 
to more efficiently and effectively provide police services 
to the public. Although LEAA no longer exists, the manage
ment techniques and police programs it helped to develop 
need to be considered as to the extent to which they can 
improve this City's delivery of police services. 

iv 

... 

, 



FA ... . ..,~ 

t-
:~ 
~I 

1 ~ A determination was made that t.he Study Project staff should 
be comprised of police officers of various ranks plus a 
staff member of the Office of Budget and Hanagement who 
was to furnish technical guidance and analytical approaches. 
Personnel from other departments \'lere to be utilized in 
rendering support relative to their area of expertise. 
A project office was created and staff selected to conduct 
the phased approach study. 

The study tea.11 was directed by a member of the Office of 
Budget and Hanagement Analysis. Phase II staff included 
three police captains, five police lieutenants, five police 
sergeants, six police officers, a crime analyst, and two 
secretaries. Project staff was assisted by representatives 
of the City's Hanagelnent Information Center, Personnel Depart
ment, and staff of the Department of Public Works. Several 
consultants were used for the purpose of developing work 
programs and study methodologies and approaches. The~e 
consultants are iden'tified in the Acknowledgment Sect~on 
of this report. 

The stated Police Study Project objective was to: 

"Complete a study of all areas and facets of tlle 
Colorado Springs Police Department in order to: 
Assess the effectiveness in which the Department 
delivers police services; ascertain the efficiency 
with which it utilizes the resources provided it; 
and develop and implement plans to take advantage 
of any opportunities for improvement that might be 
identified. " 

The Phase I effort primarily addressed the need to allocate 
patrol personnel to better equalize the calls for service 
work load. Further, the Patrol Division was studied first 
because of the sizeable portion of the Department's resources 
allocated to it (some 71.4 percent of the Department's per
sonnel) and the fact that patrol, more so than any other 
area of the Department, has the greatest impact on the type 
and level of services rendered the public. 

'.L'ne Phase I study report was released on August 3, 1982 
and included a series of recooonendations intended to increase 
patrol productivity by as mucn as 2~ to 30 percent. (1'he 
report recommended a new patrol and traffic allocation system 
which changed the three equal rotating shifts with a fourth 
overlapping shift to three unequal permanent shifts. It 
recommended the elimination of four overlap days that had 
been set aside for training, manpower assignments that more 
closely matched time of day and day of week calls for ~er~ 
vice and crime occurrence work loact, the use of a debr~ef~ng 
period at the end of each shift, new starting times for the 

v 

three patrol shifts, the use of a matrix approach to shift 
changes, the need for on-~ite fuel dispensing facilities at 
t~e.East an~ West Substat~ons to improve officer availa
b~l~ty, var~ous methods for improved supervision, and certain 
other proce~ural changes. The report indicated that if these 
reconml~ndat~ons were ~mp~eme~ted, 11 police officer positions 
~ould be deleted, result~ng ~n an annual savings of $237 466 
All of these recommendations were approved by the City H~nag~r 
and permanent shifts were implemented on October 4, 1982. 

The Phase II effort was initiated by Chief Tagert on October 
1982. The scope of the Phase II study effort included the 8, 
~onitor~ng of. Phase I enhancements, a study of the City 
farshal s Off~c7' a rec?nstruction of the Department's train-

ng program, wh~ch was ~mpacted by Phase I recomrnendations 
and. the study of all remaining activities in which uniform~d 
off~cers are primarily employed. Because of the breadth 
depth! and scope of study planned for the Phase II efforf, 
the PHase II study period was planned to continue through 
August 1983. 

This report presents the findings and recommendations of 
th~ Phase II s~udy effort. It is divided into key chapters 
wh~ch present ~ns~ght to the subjects studied. There are 
ten chapters a~d each includes a summary of findings a set 
of recommend~t~ons, and d 7 tailed study findings. Th~ first 
,?hapter prov~des an overv~ew of Phase I implementation both 
~n ~erms of the process used to implement Phase I reCOI~Inen
dat~?ns and the results of enhancements made. Chapter II 
exam~nes the general investigative process in which the 
Department.plays.a role. It identifies the nature and pro
cess by. w~uch cr:-me reports are taken by police officers, 
t~e dec~s~ons wh~ch a~e ~ade in determining whether the case 
s~all be pursued and ~ns~ght to the disposition of such cases 
Ch~pter III addresses the Deparbnent organizational units . 
wh~ch.are concerned with undercover investigations (crimes 
stemm~ny.from or9anized crime). Chapter IV is an examination 
of secur~ty ~urn~she~ ~Y the Police Department at the 
~ol?rado Spr~ngs Mun~c~pal Airport. Chapter V presents 
~ns~ght to the Department's mode of traffic operations and 
~napte~ VI add~ess7s the Department's tactical operati~ns, 
~nc~ud~~y the Spec~al Weapons and Tactics Unit and the Special 
~t~-Cr~me Squad (S.A.C.S.) activity. Chapter VII has as 
~ts focus the development and management of training programs 
~he need for ~nd composition of a career development program • 
~s addr7sse d :-n C~apter VIII. Insight to operations of the 
Marshal ~ Of~~ce~~s pres~nted in Chapter IX, and considerations 
of organ~zat~ona~ analys~s are presented in Chapter X. 

prog:ess meetin9s were held with the Project's Steering 
Comm~ttee compr~~ed of the Chief of Police, Director of 
Personnel, and D~rector of the Office of Budget and Management, 
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to inform them of progress being made on the approved work 
1 Al::;o, more frccruent pro';;jress reporls were provic..led p an. ~ t d 

to the Chief of Police and special reports were presen e 
from time to time to him and the other members of the 
Steering Committee. 

As requested by Chief Tagert, this report addresses, in a 
candid fashion, the Department's need for improvement: 
The Department has a reputati,?n of be~ng,one of the fl.nest 
police departments in the natl.on a~d l.t l.S onlY,bY,constant 
self-inspection and reflection on l.ts central ml.ssl.,?n that 
the Department will continue to be highly regarded l.n the 
world of law enforcement. 

The Project Office was initiated in April 1982 and through 
completion of Phase II will have incurred actual out-of
pocket expenses totalling approximately $48,500. ,Some 
$5,300 of this out-of-~ocket cost repre~ent~ furnl.tur~ and 
equipment purchases Wlll.ch, upon the pro~ect s completl.on, 
will be reassigned for use by other Poll.ce Department 
operations. 

From a pure cost-accounting perspective, ~t can be argued 
that the salaries and benefits of those Cl.ty employees who 
participated in the Project should be ~dded ~~ the ab~ve 
cost. However, the salaries and benefl.ts pal.a to ProJect 
participants would have been paid whether they work~d on 
the project or their normal assignments. ~urther, ~nvolve
ment of these individuals provided a learnl.ng experl.ence 
which will benefit the Department for years to come and, 
therefore, should be viewed as an investment in the future 
of the Department. 

Not included in the above are costs associated with the 
Phase I recommendations and costs that will stem from 
Phase II recommendations. It is estimated that the cost 
of Phase I study recommendations will total $86,536. It 
is difficult to calculate the costs of Phase II :ecomme~-, 
dations. There will be minor costs associ~ted,wl.th posl.tl.on 
reclassifications and the proposed reorganl.zatl.on; however, 
they cannot be even roughly predicted at this time. 

The Phase I recommendations provided for the elimination 
of 11 police officer positions, resulting in an annual 
savings of $237,500. Also, the imp~ct of th~ projec~ has 
resulted in an estimated annual savl.ngs of $J94,000 l.~ 
overtime costs. These are savings which w~ll,be rea~l.zed 
each and every year hereafter. These contl.nul.ng savl.ngs 
more than offset the one-time cost realized as a result of 
the Project's existence. Even more important, ,are the 
improvements in police deliv~ry syste~s :esult~ng from 
Project recommendations. Tlll.s value l.S l.mpossl.ble to 
measure from a monetary point of view. 
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CHAPTER I 

PHASE I IMPLEMENTATION 

SUMMARY 

The purpose of this chapter is to provide insight to the status 
and degree of success from Phase I recommendations. The phase I 
study effort primarily addressed the need to allocate patrol and 
traffic personnel to better equalize calls for service work load. 
A consumed-time method of measuring work load was selected to 
p~ovide the mo~t comprehensive single measure of police activity. 
Tlme expended in 1981 toward calls for service and cover calls, 
officer-initiated activity, personnel/administrative activities, 
training, uncommitted time, and overtime were studied in Phase I. 

The Phase I study resulted in major findings in several 
operational areas impacting on patrol and traffic manpower 
utilization. The more important of the Phase I recommendations 
approved by the City Manager for Police Department implementation 
were: 

1. A new patrol and traffic allocation system which changes 
three equal rotating shifts, plus a fourth overlapping 
shift, to three unequal permanent shifts; and eliminate 
the four overlap days within each 28-day scheduling 
period used for conducting in-service training. 

2. Overlap patrol shifts to provide for a 10-minute lineup 
at the beginning of each shift and a 15-minute 
debriefing period at the end of each shift. 

3. 

4. 

5. 

6. 

7. 

Approve shift starting times so as not to coincide with 
peak work load times. 

Install fuel dispensing facilities at the Department's 
East and West Substations. 

Develop a totally new in-service training program. 

Develop a generalist approach toward traffic 
operations. 

Eliminate 11 police officer positions in the Uniformed 
Services 1983 budget. 
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The Police Study Project staff assumed the lead in the 
implementation process. Project staff completed all plans 
necessary to transcend from rotating to permanent shifts, 
distributed shift selection information to all personnel, 
conducted the actual selection process, and administered 
training sessions to ensure that all members of traffic 
and patrol, along with personnel in other critical opera
tions, were sufficiently informed of the changes, the 
reason for those changes, and to answer any question. Per
manent shifts, along with most of the recommendations, were 
implemented on October 4, 1982 and Project staff monitored 
the implementation process to resolve any operational prob
lems that might develop. The transition period was successful 
overall. 

Two issues with regard ::0 permanent shifts need additional 
attention. One concerns unity of command and the other 
scheduling. Field sergeants on certain shifts have been 
assigned supervisory responsibilities over personnel with 
substantially different work patterns. This can be recti
fied by returning to a modified team policing concept in 
which sergeants supervise officers with identical or similar 
days-off patterns. With regard to scheduling, some officers 
have indicated they would rather have rotating days off 
as opposed to fixed days off. The current permanent shift 
configuration provides each officer a fixed pattern of days 
off for a year's period. Fixed days-off patterns increase 
staff available to meet work load which increases from 
Sunday through Saturday. Project staff does not recommend 
rotation of patrol officers through these fixed days-off 
patterns. The present system generally ensures that senior 
officers are distributed among the shifts. This is fair 
to the majority of officers, because approximately two-thirds 
have at least one weekend day off every two-week period. 
The nature of police service delivery dictates that employees 
work irregular hours, and it is unreasonable to assume that 
new officers with little experience should have equality 
with senior officers in work schedule assignments. 

J'ust prior to the release of this report, it was learned 
th~t the Chief of Police had determined officers on all 
sh~fts should be,provided rotating days off and the swing 
and grav~yar? sh~fts should return to full team policing. 
S~ch act~on :s to be implemented on January 1, 1984 and 
w~ll result ~n constant manning six days of the week, Monday 
thr<;>ugh Saturday. Four additional sergeants will be required 
to 7mpleme~t full team policing on those two shifts. Service 
del~very w~ll not be <;ts effi~ient under the Chief's scheduling 
plan, however, the Ch1ef bel~eves patrol officers will be 
more sati~fied with his plan than with the permanent days-off 
plan now ~n effect. 
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Seve7al recommendations were made with regard to the need 
f~r ~mproved patrol management. A position of administra
t~v~ sergeant was developed to assist the shift commander; 
a d~fferent role was proposed for the Master Patrol Officer. 
The ~eed ~07 a debriefing period at the end of each shift 
was ~dent~f~ed, and the need for improved management report
ing wa~ also proposed. Improvements in each of these areas 
are st~ll necessary. The days off for the administrative 
sergea~t should be scheduled away from the days off for 
the sh:ft commander, and his duties should be more clearly 
p7escr~bed to ensure the commander is free from administra
t~ve chores to address questions of deployment tactical 
~pproaches to cri~e problems, and personnel matters. Certain 
Master ~a~r~l,Off~c~rs have been assigned supervisory 
respons~b~l~ t~es ,,:,Inch are proper only for field sergeants. 
Mas~er Pa~rol O~f~cers can and should be used in directing 
o~f~cers ~n a d~7ected p~trol ~s~ignment and assisting 
f~eld sergeants ~n certa~n adm~n~strative duties. They 
s~o~ld not generally be used to supplement officer super
v~s~on because they are required as a primary unit to 
meet the calls for se:::-vice work load. A debriefing period 
at the en<;l <;>f each sIuf~ was planned to facilitate officer 
ac~o~nt<;tb~l~tY,and perm~t an exchange of information. 
Deor~ef~ng per~ods were conducted for only a short time 
aft7r Phase I recommendations were implemented. These 
per~ods are still justified and should 1>e reinstituted. 
Tne level of management ~eporting has not materially changed 
and, t~erefore, the qual~ty of management decision-making 
can st~ll be substantially improved. Information sources 
us7d to ~e~ermine the need for Phase I enhancements is not 
be~ng ut~l~zed by patrol. 

Even,though calls, for service work load dispatched to patrol 
~ont:nues ~o d~cl~ne from 1981 highs, the Communications 
S~ct~on ma~nta~n~ that additional manpm ... er, resources, and 
d:ffer~nt operat~onal approaches are required. Recommenda
t~ons ~n a report prepared by that office identified the 
nee<;l for six ~dditional dispatchers and four additional 
pol~ce compla~nt clerks, a merit raise of five percent for 
SWorn personn~l t<;> commence three months after assignment 
to the ~ommun~cat~ons Center, an additional radio channel, 
al<;>ng w~th o~her recomme~dations. At the request of the 
Ch!ef of P<;>l~c~, the Pol~ce,Pr~ject Study staff reviewed 
~he Comm~n1cat~ons report, ~nd~cating that insufficient 
~nformat~on was available to support the existence of a 
manp~wer work lo~d problem, that the information provided 
o~ t.le number and ~akeup of calls for service was insuffi
c~ent to dr<;tw me.an~ngful conclusions, and that a staffing 
approach wluch better related staff resources to known work 
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load over the hour-of-day and day-of-week should be imple
mented. Recently, the Department implemented a form of 
permanent shift scheduling, transferring additional per
sonnel from patrol to the radio room, to supplement existing 
staffing. 

A number of performance indicators were monitored following 
the implementation of Phase I recommendations. These indi
cators reflect slightly improved response to calls fo~ 
service; reduction in complaints lodged by citizens against 
officers; reduction in officer-involved t.raffic accidents 
and injuries; increase in the use of sick time, which must 
be closely monitored; and a substantial reduction of over
time. A minor problem developed vd th respect to officers 
assigned the graveyard shift attending court. This can 
be rectified by Department negotiation with State courts 
whereby officers would not appear in court on their days off, 
and, if possible, a court date for each officer being 
established. 

The Phase I study revealed that patrol officers devoted 
approximately 28 percent of their on-the-job man-hours ~o 
calls for service, with approximately 27 percent uncommItted 
time. Monitoring the Phase I implementation process revealed 
that of committed time, calls for service decreased to 24.4 
percent. In spite of a substantial amount of time being 
available for directed patrol assignments, it appears the 
level of such assignments has decreased. 

A new approach to traffic operations was proposed in the 
first-phase report. One of the chief objectives was to 
substantially increase the traffic accident investigations 
conducted by traffic officers. Traffic accidents investi
gated by traffic officers increased from 40 percent i~ 
1981 to 65 percent in October and November 1982. Acc~dents 
investigated from January through March 1983, however, 
decreased to 57 percent. 

Improvements proposed in the Phase I report still to be 
implemented include installation of fueling facilities 
at substations and a procedure whereby evidence and per-
sonal property items can be placed into custody at the 
substations. Funds have been provided and design completed 
for the installation of the fueling facilities in the fall 
of 1983. Placing evidence and personal property items into 
custody at the substations has been proven beneficial; however, 
the Department has yet to act on this proposal. 

In conclusion, Phase I improvements have enhanced Department 
conditions and operations, and such benefits can be 
substantially increased if there are slight improvements and 
Department support is increased. 
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RECOML'·mNDATIONS 

(1) Sustain the recommendations from the Phase I Study 
effort, approved by the City Manager, with Department 
management increasing commitment to their accomplish
ment. 

(2) Implement decentralized evidence and personal property 
collection. 

(3) Thoroughly investigate the nature and makeup of current 
Communications Section work load and: (a) consider 
implementing work load reduction alternatives (b) 
project future communications work load and (c) in 
~he interim i~ple~ent a \vork schedule f~r personnel 
~n the Co~nun~cat~ons Center consistent with the 
schedule now utilized by patrol. 

(4) R~fine the duties of the administrative sergeant, rede
s~gn work schedules for shift corrunanders and administra
tive sergeants to better ensure an effective and 
uninterrupted patrol management program and ensure 
~hat sh~f~ c::o~anders are,adequately fuifilling their 
~espons~b~l~t~es in plann~ng and monitoring field 
activities. 

(5) Develop standardized duties for Master Patrol Officers 
more consistent with that of a patrol officer and not 
a field supervisor. 

(6) Ensure that effective lineup and debriefing periods 
are reinstated and supervisors are held accountable 
for the quality of these efforts. 

(7) Dev~se a court appearance procedure that provides for 
o~f~cers more effective notification of previously 
d~sposed cases, court appearances more consistent with 
duty hours, and officers assigned permanent court days 
or at least, not having to attend court on days off ' 
or during vacation. 

(8) Increase the use of directed patrol assignments so 
as to make more effective use of the significant 
am?u~t,of unco~tted patrol time currently existing, 
ut~llz~ng the d~rected patrol approach detailed in 
this chapter. 
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STUDY FINDINGS 

I. Introduction 

A. Overview of Phase I Findings 

The Police Project Phase I study addressed the 
need to allocate patrol and traffic personnel 
to better equalize calls for service work load. 
Additionally, the impact of the Department's 
approach toward manpower allocation, shift c~anges, 
report preparation, vehicle,f~eli~g and wash1ng, 
and training on manpower ut111zat1on and work 
load performance was studied. 

A significant amount of informa~ion was analyzed 
in this first-phase effort. Pr1mary data ~ou:ces 
included calls for service and cover call 1nc1dent 
data, daily field activity reports, ~ime book , 
detail, and overtime data. Informat10n was obta1ned 
from interviews with police officers, sergeants, 
lieutenants, and other Departmental personnel., 
Relevant studies conducted by or for other po11ce 
departments and analysis performed by consultant~ 
on relevant subjects were studied. In-state po11ce 
departments were visited and out-of-state depart
ments were surveyed by telephone. 

The breadth of statistical information studied 
was restricted to 1981 work load activity, includ
ing calls for service work load, the extent and 
manner in which patrol resources were used t~ 
satisfy this work load, and the extent to wh1ch 
the response could have been improved by better 
manpower allocation and approaches. 

A "consumed-time" method of measuring work load 
was selected to provide the most comprehensive 
single measure of police activity. Time expended 
in 1981 toward calls for service and cover ca~l~, 
officer-initiated activity, personnel and adm1n1-
strative activities, training, uncommitted t~me, 
and overtime were studied. All of these act1v
ities were broken into man-hours consumed and 
displayed in temporal frequency distributions 
by time of day, day of week, and month of year 
in which the activity occurred. Calls for ser
vice were viewed in terms of priority of call, 
type of crime reported and from a crime occur
rence point of view. 
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The Phase I study resulted in major findings in 
several operational areas impacting on patrol 
and traffic manpower utilization. These areas 
included manpower scheduling, shift change process, 
training schedules, vehicle fueling and washing, 
and supervision. 

The Phase I study findings and recommendations 
\V'ere transmitted through the Project Steering 
Committee to the City Manager on August 16, 1982, 
four and one-half months after the project had 
been initiated. The City Nanager approved all 
of the reconunendations, with the City Council 
reviewing same on August 18, 1982. 

The Phase I reconunendations are contained in 
Appendix I-I. The more important of these recom
mendations are: 

1. Implement a new patrol and traffic allo
cation system which changes three equal 
rotating shifts, plus a fourth overlapping 
shift, to three unequal perma,nent shifts; 
and eliminate the four overlap days within 
each 28-day scheduling period used for 
conducting in-service training. 

2. Overlap patrol shifts to provide a 10-
minute lineup at the beginning of each 
shift and a IS-minute debriefing period 
at the end of each shift, approve shift 
starting times so as not to coincide with 
peak work load times, and accomplish shift 
changes using a matrix approach. 

3. Install fuel dispensing facilities at 
the Department's East and West Substa
tions. 

4. Develop an in-service training program 
and disperse the field training program 
throughout the proposed three-shift con
figuration. 

5. Develop a generalist approach toward traf
fic operations. 

6. Improve patrol supervision by scheduling 
Master Patrol Officers to assist sergeants, 
and establish a shift administrative ser
geant position to support patrol commanders. 
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7. Eliminate 11 police officer positions 
in the Uniformed Services 1983 budget. 

B. Phase I Implementation 

The Police Study Project staff assumed the lead 
in the implementation process and the majority 
of the Phase I recommendations were implemented 
on October 4, 1982. With regard to personnel 
assignments, officers were placed on one of the 
three shifts based on a number of factors including, 
but not limited to, officer hardship, educational 
endeavors, suitability to particular assignments, 
officer choice, and seniority. The primary vehicle 
for shift assignments was officer seniority, how
ever, all assignments were made subject to the 
approval of the Uniform Division commander. 

Information regarding shift selection was distributed 
to all personnel, both through intra-departmental 
correspondence and prominent posting. Sufficient 
time was provided those personnel on vacation to 
make their arrangements for selection. Employees 
who sought to transfer to the Patrol Division were 
given that opportunity. 

The actual selection process took place on Septem
ber 2 and 3, 1982. Ten officers, based on seniority, 
were scheduled to appear every hour on the hour 
for the purpose of identifying their preferences. 
Each officer was asked to identify preferences accord
ing to east or west zone assignment; Shifts 1, 2, 
or 3; and days-off pattern. Secondary assignment 
priorities were also requested. Shift commanders 
and shift sergeants indicated their preferences by 
seniority and rank prior to these dates. 

The transition period was successful with some 
problems developing in the Communications Center, 
due, in part, to the reconciling of a non-work 
load based communications staff scheduling approach 
with a proportionally based patrol allocation to 
work load approach. Project staff worked closely 
with the Communications Center throughout the 
Phase I period to minimize the operational prob
lems. 

Project staff also assisted with the installation 
of the new temporary, portable facility at the 
East Substation. This addition was necessary 
because of the increased staff on the swing shift 
required to service the high work load demands 
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of the afternoon and early evening hours and the 
fact that the existing facili tie,s were extremely 
deficient in space and accommodations. 

In order to add this facility, approvals of the 
City Planning Commission and the Regional Building 
Commission were obtained. The Regional Building 
Committee approved the request, but cited two 
concerns. The Committee was concerned with the 
length of time the portable facility would be 
on the site and the adequacy of parking for police 
and personal cars. Project staff in attendance 
assured the COIllmitte~ that the City will have 
made "significant progress" toward relocating 
the East Substation operations to a permanent 
site with facilities to accommodate growth by 
the end of the three-year variance period. The 
Committee approved the siting of the facility. 

Staff indicated that on-site parking was suffi
cient to accommodate City police vehicles in 
addition to a few vehicles of office staff only, 
and that arrangements were being made for parking 
personal cars at the Rustic Hills North shopping 
center, across the street from the East Substation. 
Subsequent to that meeting, arrangements were 
made for parking police officers' personal cars 
near the Otero Savings office at 1550 North Academy 
Boulevard. 

The East Substation facility is deficient in quan
tity and quality of space. As proposed in Chapter X 
of this report, the Department will need to complete 
a facility study within the immediate future and 
develop plans for constructing new facilities 
prior to the termination of the three-year variance 
approved for siting the modular facility. 

The Phase I report received considerable attention 
from the City Council, local media, and the public. 
The City Council congratulated the Chief on the 
quality of the report and his utilization of Depart
ment staff for conducting the study. 

C. Chapter Purpose 

The purpose of this chapter is to provide insight 
to the status and degree of success from Phase I 
recommendations. 
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II. Results of Phas~ I Improvements 

A. Permanent Shifts 

The major recommendation in the Phase I report 
was the need to implement a permanent shift 
arrangement which provided proportional staffing 
to work load by hour-of-day and day-of-week. 
Tnis arrangement has been successful. 

Project staff, assisted by the Special Operations 
Division, established and implemented the new 
allocation system, which involved the movement 
of equipment and vehicles and providing relief 
officers for the transition. Project staff was 
on hand at both substations and the Communica
tions Center before and after implementation to 
provide assistance. 

Project staff briefed Patrol Division personnel 
on the new schedule and the intent of Phase I 
recommendations. Topics included new administra
tive and supervisory responsibilities, increased 
communications, matrix sector staffing, revised 
vehicle scheduling, and traffic staffing and plans 
for facilities modification. 

Response to the selection process was generally 
favorable. Interestingly, many officers who had 
filed special requests before the actual selec
tion process were accommodated by their routine 
selection. As a result, no assignment changes 
to accommodate officers with special circumstances 
were made to the schedules. 

Many operational and personnel issues were con
sidered in designing this schedule, and two issues 
need further attention. These include decisions 
on unity of command and scheduling of days off. 

1. unity of Command 

Previously used team policing involved one 
supervisor assigned to a particular group 
of officers, with the sergeant and his assigned 
officers having the same days off. Under 
the Phase I permanent shift configuration, 
field supervision on each shift lies generally 
with the three sergeants assigned each side 
of town. It was the intent of the police 
Study project that these sergeants would assume 
a collective supervisory role; however, this 
approach has had implementation difficulties. 
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I~ ~ broad perspective, police field super
v~s~on can be separated into three components. 
The first involves the broader aspects of 
work planning, direction, monitoring and control' 
t~e se~ond is supervision required in field ' 
s~tuat~ons; and the third, certain administrative 
ty~e responsibilities, such as development and 
~a~ntenance of work schedules, coordinating 
~ntra-~epartme~tal co~unications, investigating 
compla~nts aga~nst off~cers, and monitoring 
adhere~ce tO,work schedules. It appears some 
confus~on ex~sts as to the sergeants' role 
in these three different areas of supervision. 

The,maj~rity of operations planning, direction, 
mon~tor~ng, and control should emanate from 
th7 sh~ft commander, ,with sergeants serving 
pr~ma711y as a co~du~t of such decision making. 
In,th~s respect, ~t makes little difference 
w~~ch sergeant supervises which patrol officers. 
w~th re~ard t~ ~upervision of field responses 
and bas~c adm~n~strative activities some 
difficulties can arise. ' 

The Department's operations manual does not 
s~ecif~cally require uniformity in each field 
s~tuat~on, and sergeants may occasionally 
have ~i~ferent approaches to a work setting. 
A mod~f~ed team policing concept could eliminate 
some of these concerns. This would involve 
sergeants supervising officers with identical 
or similar day~-off patterns. Currently, ser
geants are ass~gned days-off patterns consistent 
~ith officers in groups B, D, and F, presented 
~n Table I-I. Under the current work schedule 
the sergeant on the F group could supervLse ' 
officers on the A and F group. Whereas there 
would be a strong correlation between the 
work days of officers being supervised and 
the work days of sergeants in the F and D 
groups, this would not be ·the case with the 
sergeant in the B group. 
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TABLE 1-1 

PATRor, DIVISION 
DAYS-O!'!' SCHEllULE 

M T W 'II P SSM 'II W " P S S 

x x x x 
x 

)( X X 
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There is an alternative that will provide 
improved supervision, but requires a change 
in the sergeant1s day-off groups. The ser
geant with the F group days-off pattern would 
have to change to the group A days-off pattern. 
The B group sergeant would change to a 5-day-on 
and 2-day-off work pattern with Saturdays and 
Sundays off. The D group sergeant \'lOuld remain 
unchanged. This new sequence of sergeant's 
days-off pattern is presented in Table I-2 
and would permit the sergeants in the group A 
and D days off to be on duty nine of the ten 
working days worked by all their subordinates 
in a two-week ~eriod, and on their tenth working 
day, to superv~se one-half their subordinates. 
The sergeant in the B group days-off pattern 
would be on duty eight of ten \vorking days 
worked by his subordinates. 

Sgt. A 
Sgt. B 
Sgt. D 

TABLE 1-2 

ALTERNATIVE SERGEANT 
STAFFING APPROACH 

M T W T F SSM T W T F S S 

x x x x 
x x x x 

x x x x 

A flaw of this scheduling approach, however, 
is that the sergeants in the A and D groups 
would have their days off during the week, 
as opposed to the other sergeant who would 
always have Saturday and Sunday off. 

Another issue associated with the current 
shift configuration is the geographic distri
bution of personnel being supervised. It 
is conceivable that officers supervised by 
a sergeant could be distributed throughout 
one-half of the City. It would be beneficial 
if the officers, in addition to having days 
off similar to that of their sergeant, could 
also be given sector assignments that might 
closely associate with a zone (there are two 
zones per each side of town). The only dif
ficulty in effecting this approach is when 
there are three sergeants on duty at the same 
time or when precise officer groupings do 
not occur. 
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2. Scheduling 

The Phase I shift configuration secures for 
each officer and sergeant a set work schedule, 
in which the shift and side of town worked 
and days off are fixed for one year. 

Work load analysis conducted in Phase I 
reflected that calls for service not only 
varies during the day but also varies among 
the days of the week. During the day, calls 
for service work ~pad is high at midnight, 
falling steeply until about 6:00 a.m., rising 
gradually to peak at about 3:00 to 4:00 p.m., 
thereafter declining slightly. Calls for 
service work load during the week generally 
increases from Sunday through Saturday. It 
is because of this work load phenomena that 
a permanent shift configuration was selected 
in which increased manpmver is available to 
handle calls for service variations as they 
occur during the day and during the week. 
Such manpower scheduling, however, could only 
be accomplished by having fixed days-·off pat
terns. The Uniform Division commander is 
adamant about providing proportional staffing 
on weekends to accommodate the increased work 
load. 

Although the current allocation system in use 
is construct.ed wi t.h the concept of fixed days-
off pat'terns, employees could be rotated through 
the various group patterns. As reflected in 
Table I-3, each shift on either side of town has 
equal numbers of officers in each group pattern, 
which thereby permits rotation through the various 
days-off patterns to be accomplished and still 
maintain proportional staffing by day of week. 

TABLE 1-3 

SWING SHIFT DAYS-OFF PATTERNS 

West - 36 Officers 

M T W 'I' F S S M T W T F S S 

A X X X X 6 

B X X X X 6 
C X X X X 6 

D X X X X 6 
E X X X ~: 6 
F X X X X 6 

On 24 24 24 24 30 30 24 24 24 24 24 30 30 24 
Off 12 12 12 12 6 6 12 12 12 12 12 6 6 12 
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A 
B 
C 
D 
E 
F 

M T W T 

X X X X 
X 

X X X 

East -

F S 

X X 

30 Officers 

S M T 

X 
X X X 

X X 

W T F S S 

5 
5 

X 5 
X X 5 

X X X X 5 
X 5 

On 20 20 20 20 25 25 20 20 20 20 20 25 25 20 
Off 10 10 10 10 5 5 10 10 10 10 10 5 5 10 

Although rotating days off would appear to 
provide relief to employees that have group A 
and D days off, Ivlonday through Thursday, to 
do so may cause other problems. One of the 
first concerns is the distribution of experi
enced personnel among the shifts. The majority 
of the Department's patrol officers are young 
with few years on the job. Excluding the 
15 police officers placed in the field training 
mode in Hay of 1983, there are 157 officers 
in Patrol. Of this number, 109 were hired 
after January 1, 1979. This unusually high 
percentage of young officers indicates con
sideration must be given to distributing the 
more experienced officers among the shifts. 
This was a major consideration in the selection 
system designed by the Police Study Project. 

It was hypothesized that there is a natural 
inclination for most officers to select the 
day shift with weekends off. It is conceiv
able that the 43 positions allocated to the 
day shift could have been filled entirely 
by experienced officers, leaving the four 
remaining senior officers to be distributed 
among the other shifts. In order to ensure 
that experienced officers were properly dis
tributed among the shifts, a selection system 
was devised to permit employees to select 
the side of town, the shift, and the sequence 
of days off. These three selection criteria 
ensured that experienced officers ,..,rere gener
ally distributed among the shifts. 

Tables 1-4 and 1-5 identify the extent to 
which the selection process provided for 
officers hired before 1979 and those officers 
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since January 1979 were somewhat evenly dis
tributed among the shifts. As can be seen, 
15.6 percent of the officers hired before 
1979 selected the swing shift (Shift #2) and 
29.4 percent selected the graveyard shift 
(Shift #3). Thirteen officers, or 11.9 per
cent of the officers hired since 1979, were 
able to select the day shift. It is believed 
that any effort to reduce the number of selec
tion criteria may significantly alter this 
beneficial mix of senior and junior officers. 

TABLE 1-4 

DISTRIBUTION OF OFFICERS HIRED. 
SINCE JANUARY 1, 1979 BY SHIFT 

Year Hired Shift 1 Shift 2 Shift 3 Total 

1979 9 13 10 32 
1980 1 8 6 15 
1981 3 31 22 56 
1982 0 2 4 6 

Total 13 54 42 109 - - - --
Percent 11. 9 49.5 38.6 

Shift 

1 
2 
3 

Total 

TABLE 1-5 

DISTRIBUTION OF OFFICERS HIRED 
PRIOR TO JANUARY 1, 1979 BY SHIFT 

Number % of Personnel % of Total 
of Hired Before Personnel 

Personnel 1979 In Shift ------

26 55.3 68.0 
7 14.9 13.0 

14 29.8 26.3 
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Another dimension is the number of persons 
who currently enjoy a weekend day off. Cur
rently, there are 66 officers on the swing 
shift. Twenty-one, or 32 percent, have every 
other weekend off, and 19, or 29 percent, 
have every other Sunday off. This amounts 
to 61 percent of the employees on that shift 
having at least one weekend day off in each 
14-day cycle. This increases to 65 percent 
on the graveyard shift and 70 percent on the 
day shift. It is unlikely that a significant 
portion of the officers would sacrifice this 
advantage to accommodate the minority, some 
of whom may be dissatisfied with their sequence 
of days off. 

Another consideration is the impact rotating 
days off would have on the permanent shift 
concept. First, ib would re-introduce incon
sistency in scheduling, a factor identified 
as undesirable in Phase I. Second, officers 
would no longer have the benefits now realized 
\.,i th permanent shifts. Third, rotating days 
off would create long days-on and -off patterns. 
For example, individuals moving from group A 
to group B to group C would experience an 
84-day period incorporating four consecutive 
4-days-off and 13-clays-on cycles, then experi
encing 7-days-off and lO-days-on, ending with 
one day off. Al though the employee wouL:' 
still work 60 days and have 24 days off, these 
long stretches increase fatigue and reduce 
prod1lcti vi ty . 

i1embers of the Police Study Project believe 
there is only minor opposition to the per
manent shift configuration now in effect. 
One reason is that 65 percent of all personnel 
have at least one weekend day off in a two
week period. Second, two vacancies recently 
became available on the day shift. One vacancy 
had one weekend every two weeks off; the other 
a Sunday off every two weeks. The Department 
determined that employees on the graveyard 
shift should have the opportunity to transfer 
into these two-day shift positions and that 
the transfer criteria should be based on senior
ity. Remarkably, the graveyard shift commander 
asked 16 employees before finding two that 
agreed to the transfer. 
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The nature of police service delivery dictates 
that employees must work irregular hours wit.h 
the,majority of the officers working weekends. 
It ~s not reasonable for less-experienced 
employees to share equality with senior off~
cers in work schedule assignments. Equity 
for all will worsen both employee relations 
and service to the public. 

B. Patrol Management 

The Phase I report included several improvements 
for supervision and management systems in patrol 
and traffic operations. Recommendations included 
the need for an administrative sergeant to assist 
the shift commander, a different role for the 
Master Patrol Gfficer (M.P.O.), the need for a 
debriefing period at the end of each shift and 
the,need for improved management reporting~ 
Ins~ght to the status of these recommendations 
follows: 

1. Administrative Sergeant 

At the time of the Phase I study effort, shift 
commanders performed such administrative details 
as responding to telephone complaints, recording 
~ontI:ly work schedules, signing evidence invoices, 
~ssu~ng press releases on just-occurred crime, 
revie\'ling and critiquing offense reports, main
taining and indexing recently generated policy 
and procedure changes, as well as performing 
other time-consuming duties. To ensure proper 
resource utilization, commanders needed to be 
free from these administrative chores to address 
questions of deployment, tactical approaches 
to crime problems and personnel matters which 
could not be resolved at other levels. In 
order to accomplish this, the addition of a 
shift administrative sergeant was recommended. 
The existing sergeant positions were sufficient 
~o accomplish this purpose. The results of 
~mp~e~enting this administrative sergeant 
pos~ t~on on each of the three sIli fts has been 
generally favorable; however, certain issues 
warrant further inquiry. 

As part of the Phase I implementation strategy, 
a schedule was developed in which the commander 
and the administrative sergeant for each shift 
were scheduled non-corresponding days o'ff. 
The Department subsequently altered this schedule 
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so the shift commander and administrative 
sergeant nO\'1 have the same days off. On t~ose 
occasions when both the lieut~nant and a&n1n
istrative sergeant are on the1: days of~, 
this arrangement has resulted 1n the sluft 
being managed by a relief lieutenant and 
occasional Iv , in his absence, a patrol ser
geant, who 1s not totally ~amilia: ~i~h th~ 
management and administrat1ve act1v1t1es ~1th 
\vhich he is charged to dispense. The adm1n
istrative se~geantls days off need tO,be 
scheduled opposite of those of the sh1ft com-
mander. 

This report includes recomm~ndation~ for reor
ganizing the, Departmer:t, ,wluch requ1re~ new 
and changed Job descr1pt10ns. ~uture J~b, 
descriptions should clearly def1r:e,spec1~1c 
task responsibilities of the adm1n1stra~1v~ 
sergeants. Clear and precise job de~cr7pt10ns 
should eliminate existing problems w1th1n 
the current pa'trol management structure. 
Patrol co~nanders need to increase the level, 
at which they plan, analyze, and perform the1r 
field wor~\. load. 

2. Master Patrol Officer 

At the time of the Phase I study effort, the 
Department operated a Master Patrol Officer 
(~1. P.O.) program designed to provide ~ career 
track for highly competent patrol offJ.cers, 
who may not have taken promotional exams. 
A fundamental concept inherent to this program 
was that certain officers possess skills, 
knowledge and abilities which were not fully 
utilized.' The program was not intended to 
be a training progrrun for prospective super-
isors. 

The Phase I report recommended th~t i1. P. <? ~ r:; 

be scheduled to assist sergeants J.r: provJ.d1 r:g 
full supervisory coverage ove: ass1~ned off1-
cers under the new shift COnf1gurat10n. It 
was intended that M.P.O. 's would assist the 
sergeants with sector assign~ents, pa~rol 
vehicle assignments, assemb11ng mater1al~ , 
for briefing, and assisting in t~e coord1natJ.on 
of specific crime problems and d1rected patrol 
activities, not actually provide supplementary 
supervision. 
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Phase I enhancements have revealed that the 
swing and graveyard shifts have altered the 
role for the M.P.O. to include substantially 
more supervisory responsibilities than was 
intended. On these two shifts, H.P.O. 's are 
assigned a zone to patrol rather than a sec
to: and ar~ not normally assigned as the 
p:J.mary unJ.t on calls for service. The l'1.P~O. 's 
wJ.~l patrol the z~n~ and respond as back-up 
un1ts and to spec1f1c requests from officers 
<:>nly. Further, on those occasions when there 
J.S a shortage of sergeants, an M.P.O. will 
be assigned as the acting supervisor and will 
be compensated with acting pay. 

~here are two problems associated with this 
J.ncreased role of the M.P.O. First, it creates 
another unnecessary level of supervision and 
the M.P.O. lacks sufficient authority to ade
q':la~e~y function at that level. 'l'he responsi
bJ.11t1es of the field sergeants and the M.P.O.ls 
have become sufficiently similar and inter
changeable that the delineation between these 
positions has become increasingly ambiguous. 
Supervis~on of field forces must be performed 
b;r the,fJ.el~ sergeant only. There are certain 
sJ.tuatJ.ons J.n which M.P.O.'s can be used in 
a supervisory capacity. H.P.O. 's can and 
should be used in directing officers in directed 
patrol assignments. Almost all l'1.P.O.'s are 
~en~or officers with a vast experience that 
7s J.nv~lua~le in developing strategies and 
J.n ~or:J.torJ.ng the progress of such assignments. 
AddJ. ~J.onal~y, ~~. P .0. I ~ can serve as the princi
pal ~nvestJ.gatJ.ng offJ.cer on major crime cases, 
~artJ.cularly those that are more complicated 
J.n nature. ' 

Second, the original manpower allocation plan 
called fo: 172 police officers to adequately 
man the CJ.ty. H.P.O. positions are included 
in this 172 officer count. An adequate response 
to cal~s for service dictates that M.P.O. 's 
be ass1gned to a sector as a primary unit as 
opposed to a zone with only secondary caLis 
for service responsibility. 

3. Debriefing 

The debriefing period was necessary to facili
t~te officer accountability, permit an effec
tJ.ve exchange of information, and to provide 
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officers the opportunity to verbalize frustra
tions. Under the prior shift structure, 
debriefing was non-existent. Team sergeants 
reported to work 30 minutes before the shift 
conunenced and left 20 minutes before the shift 
ended. Outgoing officers arrived at the sub
station, turned in their reports and left. 
There was no supervision during the period 
the shift was being terminated. 

Monitoring the Phase I enhancements revealed 
that the lS-minute formal debriefing period 
was only held for two to three weeks after 
the October 4 implementation date before being 
terminated. The Police Study Project supports 
the debriefing concept and recommends that 
it be more accurately monitored by patrol 
managers. 

4. Management Reporting 

The level of management reporting has not 
materially changed and; therefore, the quality 
of management decision-making can still be 
substantially improved. Data sources were 
developed in Phase I to improve decision-making, 
but are not used. 

C. Communications 

Because of the impact permanent shifts had on 
the deli very of conununication services, a study 
of the Communications Center was initiated by 
the Staff Services Bureau Deputy Chief. This 
study primarily consisted of a work load analysis 
and a review of radio room operations of police 
departments with operations similar to that of 
the Colorado Springs Police Department. Data 
used in the study was obtained from calls for 
service work load occurring during the period 
September 19 through October 16, 1982, 27 days. 
Recommendations included: 

* One additional radio channel. 

* Change from two-zone dispatching to four
zone dispatching. 

* Six additional dispatchers and four addi
tional police complaint clerks. 

I-20 

* Change Shift #4 from 1000 hours - 1800 hours 
to 0900 hours - 1700 hours. 

* A merit raise of five percent to sworn per
sonnel to commence three months after assign
ment to the Communications Center. 

* The administrative radio function to be 
replaced by a non-radio position, manned 
by a police clerk. 

* Permanent or semi-permanent shifts or addi
tional shifts manned at specific hours. 

At the request of the Chief of Police, the Police 
Study Project Office completed a brief review 
of the Communications staff study. Conclusions 
drawn from that review included: (1) The Communi
cations Section report did not present sufficient 
information to support the existence of, or the 
extent to which there is a manpower/work load 
problem. Calls for service dispatched to the 
field are continuing to decline from 1981 highs. 
(2) The information provided on the level and 
makeup of calls for service is insufficient to 
draw meaningful conclusions. (3) A staffing 
approach which better relates staff resources 
to known work load over the hour-of-the-day and 
the day-of-the-week should be implemented. 

In addition to these conclusions, the Police Study 
Project Office submitted several suggestions which 
appeared to be more appropriate than taking action 
on the recommendations of the Con~unications Sec
tion. These suggestions were provided to the 
Chief of Police in a communication dated April 6, 
1983, and include: 

1. Conduct an hourly work load analysis to 
develop a proportional staffing pattern. 
This would require an analysis of time 
spent by functional activity, including 
receiving calls, dispatching calls, and 
administrative activities. 

2. The problem in scheduling may, in part, 
be due to inappropriate job assignments 
rather than a shortage of personnel. 
If ten persons are assigned to a shift, 
there should be sufficient personnel to 
always have six employees working. The 
flexibility is reduced because complaint 
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clerks are not trained to dispatch. As 
a long-term solution, it may be beneficial 
to convert to civilian dispatchers and 
upgrade the current complaint clerks to 
dispatcher status. If sworn officers 
are assigned to the Communication Center, 
they should be assigned as complaint clerks 
to answer phones and screen calls. Also, 
the Teleserve clerks could be cross trained 
under this concept and incorporated to 
the Communications center personnel pool. 
Increased use of volunteers during peak 
times also appears to be a solution worth 
further consideration. The \vhole summary 
of personnel assignment within the Communi
cation Center should be reevaluated before 
additional personnel are authorized. 

3. Another consideration is better utilization 
of Conununications Center sergeants. The 
staff study infers that dispatching is 
an inappropriate activity for sergeants 
to perform. Many supervisors, particularly 
sergeants, perform primary and secondary 
operational activities. The training 
lieutenant teaches classes and patrol 
sergeants will, on occasion, respond to 
primary and back-up calls. A working 
Communications supervisor should be con
sidered. The administrative sergeant's 
position seems questionable. 

The study also alludes to increased work 
load due to the implementation of the 
Computerized Dispatch System (C.A.D.). 
However, the study does not furnish any 
insight to the nature of this problem. 

The ruuount of air time and the corres
ponding employee time demands might be 
reduced by eliminating a percentage of 
the non-calls for service transmissions 
and phone calls. This could be accom
plished by training, stricter patrol 
supervision, policy and procedure changes, 
and new technology. 

A new scheduling approach for the Communications 
Center which should substantially lessen any exist
ing work load problems was also transmitted to 
the Chief of Police. This work schedule was based 
on 35 personnel, which includes one additional 
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position than was utilized at the time of the 
Communications Section study. The proposed 
schedule provides more than adequate coverage 
during all shifts. The proposed schedule is 
attached as Appendix 1-2 and includes the following; 

1. '£!le addition of one complaint clerk by 
the transfer of this position from another 
operational area. 

2. A staffing level generally higher than 
the existing schedule, never falling below 
six persons. 

3. The staffing is proportional according 
to known work load demands, increased 
on evening shifts and weekends. 

4. The schedule permits four-zone dispatching 
during the swing and graveyard shifts, 
and will also accommodate three- or two
zone dispatching on the day shift. 

5. Shift hours coincide more closely with 
patrol shift hours. 

G. Unity of conunand is maintained with a 
supervisor per shift. 

7. Employee off-duty wishes can better be 
acconunoda ted. 

8. The five-day-on/two-day-off configuration 
could eliminate some of the stress and 
fatigue that might exist by employees 
working ten consecutive working days. 

The memorandum to the Chief of Police concluded 
with a statement that the proposed schedule would 
be more consistent with that followed by the Patrol 
Division and should be easier to manage and less 
physically demanding for employees. 

A Communications master plan is critically needed. 
The Department is considering the development 
of new data bases accessed by officers through 
the radio room. Such direction must be carefully 
planned and approval obtained to minimize problem 
areas. 
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D. Performance Indicators 

This section reviews certain performance indicators 
for the purpose of determining the impact of the 
new work schedule on productivity and efficiency. 
Some of these performance indicators provide con
siderable insight to the inter-relationship between 
organizational goals and employee interests. 

1. Response to Calls for Service 

A timely response to calls for service is 
critical to police service delivery. Accord
ingly, an attempt was made in the Phase I 
study to determine the Department's perfor
mance in responding to high priority calls. 
Failure standards were established for prior
ities 1 and 2 to determine performance to: 
(1) dispatch (time elapsed between receipt 
and dispatch of call to a field unit); (2) 
to arrive (time elapsed between dispatch and 
arrival at the call location) i and (3) for 
total response (time elapsed between receipt 
of call by Department and the officer's arrival 
at the call location). Failure standards 
established are listed in Table I-6. 

Priority 

1 
2 

TABLE I-6 

PRIORITY 1 AND 2 FAILURE STANDARDS 

Dispatch 

4 minutes 
10 minutes 
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Arrive 

6 minutes 
9 minutes 

Total Response 

9 minutes 
18 minutes 

Table I-7 illustrates the response and fail
ure rates for priorities 1 and 2 for periods 
before and since the implementation of the 
new manpower allocation strategy. The number 
of priorities 1 and 2 calls and failure rates 
are provided for the first and fourth quarters 
of 1981, the fourth quarter of 1982, and the 
first quarter of 1983. 

TABLE 1-7 

RESPONSE TO CALLS FOR SERVICE 

1. Pre-Phase I Performance 

A. First Quarter 1981 

Priority 1 
Priority 2 

Total 

7,210 
12,974 

B. Fourth Quarter 1981 

Priority 1 
Priority 2 

Total 

8,524 
13,189 

II. Post-Phase I PorEormance 

A. Fourth Quarter 1982 

B. 

Priority] 
Priority 2 

Total 

7,359 
7,805 

First Quarter 1983 

Priority 1 
Priority 2 

Total 

7,087 
6,035 

Failures 

2,282 
4,007 

Failures 

2,933 
4,690 

Failures 

1,997 
1,931 

l"ailures 

1,903 
1,588 

Percentage 

31 
30 

Percentage 

34 
36 

Percentage 

27 
25 

(-7%) 
(-11%) 

Percentage 

26 (-5%) 
26 (-4%) 

Note that the number of priority 1 calls in 
the fourth quarter of 1982 and the first 
quarter of 1983 declined from the levels 
experienced in the first and fourth quarter 
of 1981. This is in line with the general 
decrease in reported crime that has been 
taking place since 1981. You will note also 
that the number of priority 2 calls since 
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the new shift configuration dropped signifi
cantly. This drop is the resul t o~ tl,le radio 
room having down-graded several prlorlty 2 
type calls to a priority 3 level. 

Priority 1 calls for service and failure rates 
for the fourth quarter of 1982 and first quarter 
of 1983 have been compared on a temporal basis 
with work load and failure rate trends during 
1981. Priority 1 calls that occurred during 
the fourth quarter of 1982 and first quarter 
of 1983, when viewed on an hour-of-day basis, 
were similar in trend to priority 1 calls 
during 1981. Generally speaking, the same 
similarity was found in trend of failure rates. 
The only difference is that the highest level 
of failures experienced during the day after 
Phase I implementation occurred approximately 
two hours earlier than in 1981. In 1981 the 
highest failure rate was associated with the 
hour of 3:00 to 4:00 p.m., followed by the 
second highest level which occurred between 
11:00 p.m. and midnight. Both of these hours 
were associated with shift changes. 

The hours in which the highest priority 1 
failures occurred in the fourth quarter of 
1982 and first quarter of 1983 were between 
1:00 and 2:00 p.m., followed by a second peak 
in failures of beb.,reen 3:00 and 4:00 p.m., 
with a third peak occurring between 9:00 and 
11:00 p.m. The high level vf failures between 
1:00 and 2:00 p.m. and 9:00 and 11:00 p.m. 
are generally associated with the new shift 
change hours. 

In conclusion, work load trends have not changed 
considerably from the 1981 trends studied 
during the Phase I study process. However, 
the overall calls for service, including prior
ities 1 and 2 calls, have decreased. Further, 
the Department's ability to respond to prior
ities 1 and 2 calls within the accepted stan
dards that were established in Phase I appears 
to have improved somewhat. Such failure levels 
are higher than should be acceptable and are 
largely due to operational imperfections found 
during the Phase I study that continue to 
persist. 
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2. Manpower Availability 

The determination of the number and time offi
cers should be assigned to patrol duty should 
be through a careful and systematic analysis 
of work load to be performed, considering 
each officer's productivity. During the 
Phase I study period, 1981 work load and man
-hours ex~e~ded were analyzed for the purpose 
of determlnlng exactly how police officers 
spend their time. The study effort revealed 
that patrol officers devoted approximately 
28 percent of on-the-job man-hours toward 
calls for service, with apprcximately 27 per
cent of their time uncommitted. Almost all 
of the data used for this analysis were man
ually developed by the Police Study Project 
staff. 

Time consumed by calls for services is now 
c~ptured by the Department's C.A.D. system, 
wlth manpo~er ava~l~bility being reported 
by each Shlft admlnlstrative sergeant on a 
weekly basis. With information provided from 
these sources, fourth quarter 1982 and first 
q~arter 1983 manpower availability was deter
ml11ed. 

Pat:ol man-hours consumed in calls for service 
durlng these periods is 24.4 percent of man
hours expended, 3.6 percent less than was 
expended tO,calls for service throughout 1981. 
In fact, thls should actually be somewhat 
less due to certain inconsistencies in the 
manner which,adm~n~strative sergeants report 
manpower aval1abl1lty. In some instances 
administrati~e sergeants failed to report' 
that any offlc~rs were being assigned a shift. 
Further, trafflc officers who also respond 
~o calls for service work load were not listed 
l~ the manpower availability reports. These 
c~rcumstances combine to make the percent 
of man-hours devoted to calls for service 
greater than is the actual case. This means 
that p~trol and traffic officers have more 
free tlme than was indicated in the Phase I 
report, which reinforces the need for the 
D~partment to aggressively pursue an effective 
dl~ected patrol program. 
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3. Complaints Against Officers 

It was theorized that permanent shifts would 
be less fatiguing for officers than rotating 
shifts and that a decrease in complaints against 
officers should be expected. Complaints against 
officers for the first and fourth quarter of 
1981 was compared to the complaints received 
during the fourth quarter 1982 and the first 
quarter 1983. The number of complaints lodged 
by citizens against officers during the first 
and fourth quarter of 1981 totalled 42, compared 
with 39 in the fourth quarter 1982 and the 
first quarter 1983. TllUS, there has been a 
slight decrease in complaints lodged against 
officers; however, a direct cause-and-effect 
relationship in this regard is unknown. 

4. Officer-involved Traffic Accidents and Injuries 

It was also theorized that a reduction in offi
cer fatigue that might be expected from per
manent shifts might also reduce the numLer of 
police vehicle accidents and injuries. The 
combined officer injuries and traffic accidents 
experienced for the first and fourth quarter 
1981 totalled 143. For the fourth quarter 
1982 and the first quarter 1983, accidents 
and injuries totalled only 112, a 21.7 percent 
decrease. This reduction is significant because 
the new shift configuration has placed larger 
nwnbers of vehicles in the field at peak traf
fic volume times. Whereas an increase in 
accidents could have been expected from this 
staffing change, the predicted opposite occurred. 

5. Use of Sick Time 

A significant portion of literature that exists 
on the effects of shift work suggests the use 
of permanent shifts tends to reduce the use 
of sick time. This was not the case during 
the six-month period immediately following 
the Department's implementing of permanent 
shifts. 

Because the nuniller of officers currently deployed 
in the field is greater than when the Department 
operated on a rotating shift basis, the compari
son of sick leave used should be based on the 
percent of man-hours taken in sick leave. The 
data analyzed included all leave taken by 
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sergeants and patrolmen who were sick, injured 
on duty, or on Worker's Compensation status. 
The comparison was of sick leave experienced 
during the first and fourth quarters of 1981 
and the fourth quarter of 1982 and first 
quarter of 1983. 

This analysis resulted in the following find
ings: 

a. Sick leave usage experienced in the two 
quarters of 1981 totalled 2.9 percent 
of available man-hours; whereas sick leave 
usage in the two quarters after permanent 
shifts was implemented totalled 5.6 per
cent. 

b. The increase in sick leave usage has been 
experienced on all three shifts. The 
day shift experienced the highest sick 
leave usage in November and December 1982 
and in January and I1arch 1983. The grave
yard shift experienced the highest usage 
in October 1982 and February 1983. 

c. Before permanent shifts, the graveyard 
shift experienced the highest sick leave 
usage of the three shifts. Since con
verting to permanent shifts, this has 
increased from 3.7 to 5.9 percent. 

d. Strangely enough, the largest increase 
in sick leave usage has occurred on the 
day shift, from 2.4 to 6.6 percent. 

6. Overtime Usage 

The Police Study Project has had a tremendous 
impact on the usage of overtime. In 1981, 
the Department was budgeted $352,027 in its 
Uniform Services Overtime Account. That 
year, the Department expended $620,232, 
an overrun of $268,205. In 1982, only 
$225,000 was budgeted, $127,027 less than 
in 1981. That year, the Department expended 
$282,631, an overrun of $57,631. In 1983, 
the Department. budgeted $247,500, and the 
City Controller anticipates that the Depart
ment will expend only $226,200 of this amount 
in overtime payments based on one and one
half times base pay, resulting in a surplus 
of $21,300. If this expenditure level is 
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attained, the overtime expenditure level of 
1981 will have been cut by $394,032, or 63.5 
p8rcent. None of these figures includes mini
mum court appearance costs, estimated to be 
$91,000 this year. 

The purpose for which overtime was expended 
in the fourt,h quarter of 1982 and the first 
quarter of 1983 is presented in Table 1-8. 
Overtime incurred is depicted by hours expended 
toward miscellaneous duties (which includes 
court overtime), report preparation, follow-up, 
late calls, arrests, prisoner booking, hold
over, and callout. The largest number of 
overtime hours expended was for miscellaneous 
purposes; second, report preparation; third, 
follow-up; and fourth, late calls. Hinimum 
amounts of overtime were expended for completing 
an arrest, booking a prisoner, being held 
over, and call-out purposes. 

TABLE I-8 

OVERTIME USAGE 
FOURTH QUARTER OF 1982 

AND FIRST QUARTER OF 1983 

Fourth Quarter First Quarter 
Category 

Miscellaneous 
Report Prepa~ation 
Follow-up 
Late Calls 
Arrests 
Prisoner Booking 
Hold-over 
Callout 

Total 

On-Duty Court Time 

1982 Hours 1983 Hours 

574 
508 
220 
150 

93 
50 
42 
19 

545 
494 
230 
138 

83 
61 
47 
21 

Police officers will attend court during on
duty and off-duty hours, the latter of which 
involves overtime. The amount of time totally 
consumed in court is rather small, particularly 
while on duty. As determined from the Phase I 
study effort, only .7 percent of police offi
cer's time is spent in court while on duty. 
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Police Study Project staff met with personnel 
of the Violations Bureau during the implemen
tation of Phase I recommendations to devise 
a court scheduling plan to minimize both over
time and negative impact on calls for service. 
No attempt was made at that time to modify 
the county court and district court scheduling 
approaches. 

An analysis of on-duty court time expended 
during the fourth quarter of 1982 and first 
quarter of 1983 was conducted. Table 1-9 
depicts this time on an hour-of-day basis. 
The time of day during which more on-duty 
court time was consumed than any other was 
between 1:00 and 2:00 p.m. The amount of 
on-duty court time expended in the first quar
ter 1983 was greater than in the fourth quar
ter of 1982. If this trend increases, it 
may have a favorable effect on total overtime 
expenditures; however, it should be monitored 
to ensure that it does not negatively affect 
the manner in which calls for service are 
handled. 

Time 

8 00 J\M 
8 )0 
8 45 
9 00 
9 15 
9 30 
9 45 

10 00 
10 15 
10 30 
10 45 
11 00 
11 15 
11 45 
12 00 
12 15 
.12 30 
12 45 

1 00 
1 15 
1 30 
1 45 
2 00 
2 1'; 
2 10 
2 45 
J 00 
1 J'; 
3 )0 
3 4'> 
4 00 
4 10 

PM 

'I'otal 

TABI,E I-9 

ON-DUTY COUll'!' '1'1 ME 
(IN 1I0Uf<S) 

Fourth Quart~r 1982 
•.. 1}.o_uE~ IIvera'l" _ .. 
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1.1 
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U. Court Overtime 

An analysis of overtime expenditures for 
appearing in court while off-duty was also 
conducted. Data from all overtime slips sub
mitted for the period January 1, 1983 through 
March 31, 1983 were used for this analysis. 
There are two bases for which overtime can 
be paid police officers for attending court 
on off-duty time. If an officer appears at 
court and remains for more than one hour and 
fifteen minutes, he is compensated at an over
time rate of one and one-half times base pay. 
Any time less than this is compensated at 
the employee's regular rate for a minimum 
of two hours. This latter payment policy 
is to ensure that officers are always ade
quately compensated for travel time to and 
from the court, in which their presence is 
either not required or is needed for only 
a short duration. The total number of over
time slips for off-duty court attendance that 
was analyzed totalled 1,493. Some slips con
tained two or more separate appearances or 
contained incomplete information. Thus, 
variations exist in population for statisti
cal analysis presented. 

Of all overtime slips reviewed, 437 were for 
appearance in City court and 1,032 were for 
appearance in a State court (district or 
county court). This indicates that 70.2 per
cent are for attendance at a State court. 
Overtime slips showed that only 436, or 30 
percent, involved overtime with the remainder, 
or ~pproximately 70 percent, involving mini
mum court time. Viewed another way, officers 
scheduled to appear in a State court were 
paid at a minimum court time rate 65.8 percent 
of the time, while officers scheduled to 
apr->ear in City court were paid at a minimum 
court time rate 78.7 percent of the time. 

One of the elements analyzed was the actual 
amount of time consumed in court while off 
duty. The time consumed during the three
month period totalled 110,962 minutes, or 
1,849.3 hours. This equates with approxi
mately 3.56 man-years spent annually in court 
appearances. The average time spent in court 
per officer was 1 hour and 14.6 minutes. 
The most frequent length of time sp~nt was 
30 minutes. 
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It was considered that court appearances may 
have a significant negative effect on per
sonnel assigned the graveyard shift. This 
is because those individuals can only attend 
court on an overtime basis. An analysis was 
conducted of court overtime usage by officers 
on that shift. 

'l'he number of court overtime slips subrni tted 
by officers on the graveyard shift totalled 
706; slips were submittetl by 59 officers, 
or an average of 11.9 overtime slips per 
officer. Ten officers submitted 20 or more 
?vertime slips, which cumulatively totalled 
223,.or 31.6 percent of the overtime slips 
subm1 tted. 'l'he greatest number of the over
time slips submitted by an officer totalled 
26. 

Because an officer can and will occasionally 
attenc;1 more than one court on any given day, 
a reV1ew was also conducted of the number 
of days officers attended court. The greatest 
number of days anyone officer attended court 
was 24 during the three-month period. 

The time of the day which officers assigned 
the graveyard shift appeared in court was 
also reviewed. In this instance, the number 
of overtime slips reviewed totalled 739 33 
more than previously stated, because of ' the 
a~dition of overtime slips generated by the 
f1eld sergeants. The following table presents 
these 739 overtime slips by time of day on 
a before- and after-noon basis. As can be 
seen, near~y two-thirds of all court appear
ances are 1n the afternoon. 
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TABLE 1-10 

VERTIME SLIPS SUBMITTED 
TEMPO~~L ANALYSISS~~N~D TO GRAVEYARD SHIFT 

BY OF};'ICERS AS MARCH 1983 
JANUARY -

I. Before Noon 

Number Percent 

of of 

SHEs Total 
~ 

5 .6 
8:00 16 2.2 
8:15 

16 2.2 
8:30 

78 10.6 
8:45 

39 5.3 
9:00 .4 
9:15 3 2.8 
9:30 21 

8.0 
9:45 59 1.6 

10 :00 12 
2.0 15 10:15 4 .5 

10:30 .4 
10:45 3 .7 
11:00 5 .1 

\ 

11:30 1 .9 
11:45 6 38.3 

I subtotal 283 

t 

II. After Noon 

Number Percent 

of of 

SHEs 
Total 

~ 
13 1.8 

12:00 .2 
12:15 2 1.5 
12:30 11 .4 
12:45 3 4.0 

1:00 29 7.0 
1:15 51 24.8 
1:30 183 7.2 
1:45 53 3.7 
2:00 27 .4 
2:15 3 1.6 
2: )0 12 2.8 
2:45 21 4.1 
3:00 30 .4 
3:15 3 1.1 
3:30 8 .2 
4:00 2 .2 
4:30 2 .2 
5;00 2 .1 
5:15 1 

~ subtotal 456 

Total 739 ~..!. 
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Another dimension of the issue is the extent 
to which court dates fallon the officer's 
scheduled days off. During the three-month 
period, each day-off group had a slight vari
ation in the number of days off (varying from 
24 to 28 days off). Table 1-11 shows the 
days-off group for the ten officers who were 
scheduled the most court appearances during 
the study period. The number of days off 
in the three-month period is shm'ln along with 
the number of days each spent in court and 
the percent of days off the officer appeared 
in court. The officer who had the most time 
in court on his days off spent seven days, 
or 31.8 percent of his 24 days off. The 
average for all ten officers was 17.9 per
cent. 

Off let'" 
Numlml' 

] 

2 
:I 
4 

6 
7 
8 
9 

10 

'1'1\/1 L I'; J - l l 

DI\YS-(WI' COrJl{'l' 1\1"rl':NDI\NCg 
{"Ol{ 'n:N cirVIVI"YI\I<D (WI" [l'I':RS 

1"fHS'L' (.)lJ;\H'l'J~I< J9BJ 

1.l,1Y-I) J t' 

, • (; r,()~ '1' ' 
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Ll.d'y S () f r 

N!Hnl.Jt~ r 0 f 
J).!y~, i II Court 

nur~n.'l_l!dy:-_ () f f 

'i 
I) 

<I 
'/ 
4 
"} 

4 
() 

') 

4 

P0!rCent 

17.8 
:W.O 
16.0 
29.2 
10.0 
31.8 
14. 3 
0.0 

1'/ . 8 
16.0 

Officers with Honday, Tuesday, \vednesday, 
and Thursday off would more than likely have 
the highest number of court dates scheduled 
for their off-days. 'l'his, however, \'las not 
found to be the case. Referring again to 
the ten officers who had the greatest number 
of court appearances on their off-duty hours, 
five of the officers were scheduled for 
Thursday, Friday, Saturday, and Sunday off; 
four were scheduled for Sunday, Monday, Tuesday, 
and Wednesday off; and one was scheduled for 
Honday, rl'uesuay, Wednesday, and Thursday off. 
In summary, five of the ten officers who most 
often appeared in court have only two of their 
four days off during the normal work week. 

\ 

\ 
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Attendance at court on off-duty hours was 
also reviewed in terms of consecutive days 
in which court appearance was required of 
the ten officers who most often attended court; 
one attended court a maximum of four consecu
tive days, five attended court a maximum of 
three consecutive days, and the remaining 
four attended court a maximum of two consecu
tive days. 

Several conclusions can be drawn from the 
aforementioned insight. First, the majority 
of scheduled court appearances result in the 
payment of minimum court time which could 
be further minimized by improved management 
over court scheduling. Second, although there 
does not appear to be a significant problem 
with off-duty court appearances for personnel 
assigned the day and swing shifts, there is 
a slight problem for those assigned the grave
yard shift. Some officers may look forward 
to overtime to supplement their income and 
may be attracted to the graveyard shift for 
that reason. 

The Department should negotiate with the State 
courts a procedure whereby officers will not 
have to appear in court on their days off. 
Further, the Department should consider pro
posing to the State courts the implementation 
of a court day for each officer assigned the 
graveyard shift which could be as frequent 
as once a \'leek. Also, some type of night 
court might be in order. 

Despite the general perception that court 
overtime has increased, in fact, court over
time has been drastically reduced. 

E. Directed Patrol 

The Department's Operations Resource Unit conducts 
crime analysis, which results in information used 
to plan directed patrol assignments. The number 
of Operations Resource Unit memoranda containing 
this type of information in the first quarter 
of 1983 was 24 percent above the level generated 
in the first quarter of 1982. The number of crime 
pattern memoranda that actually resulted in directed 
activities, however, is unknown. The Patrol Divi
sion does not respond to these memoranda in each 
case, and the Department has failed to develop 
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a management reportin s s ' 
anda can be adequatelyg y ~em by wh~ch the memor-.. mon~tored. 

As r~flected in Figures I-I a 
serv~ce work load and P t nd 1-2, calls for 
c~ntinue to decline fro:rl~8f fnd II offenses 
V~ously cited, committed time evels. As pre-
v~ce and cover calls h' to c~lls for ser-
Sufficient time shoUlda~ also <?ont~nued to decline. 
to substantially , ave ex~sted for patrol 

~ncrease dire t d ments. However it c e patrol assign-
been the case.' appears that this has not 

The Op t' , era ~onal Support Divi' , 
pr~mary responsibilit for s~~n ~~ to assume 
patrol process, inclu~ing dmon~tor~ng the directed 
service, and will ' ocument and warrant 
b k cont~nue to p 'd ac ground to support off' rO~~,e analytical 
Sto~pers, or divisi~n_ini~~ers, c~t~zens, Crime 
act~vities. The d' , , t~ated d~rected patrol 
b ' , ~V~s~on shall ' 
r~ef~ngs on maJ'or' organ~ze tactical , cr~me patte' . 

~nform and coordinat ' 7ns ~n order to 
efforts. Documentede pol~ce d~rected patrol 
to any assignment ini~~:io~ses shall be required 
Support Division within d~e by the Operational 
to procedures to be d I dates and according 
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FIGURE I-1 

COLORADO SPRINGS POLICE DEPARTMENT 
CALLS FOR SERVICE 
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FIGURE 1-2 

COLORADO SPRINGS POLICE DEPARTMENT 
PART I & II OFFENSES 

-PART I OFFENSES 

---
PART II OFFENSES 

"Cb 
-$ 

YEARS 

... 

c 

Part II Part I 

1975 6,476 14,416 
1976 6,670 15,457 
1977 6,444 14,180 
1978 6,902 13,574 
1979 5,311 15,617 
1980 5,026 17,711 
1981 6,990 19,778 
1982 7,622 19,145 

"1983 6,882 18,088 

* 1983 projections based 
on six-months data 
January thru June 
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F. Traffic Accident Investigation 

One of the goals of the new manpower allocation 
plan was to increase traffic officer availability 
during peak traffic times for the purpose of 
increasing their share of traffic accident inves
tigations. Prior to Phase I implementation, 
traffic office=~ investigated only 40 percent 
of traffic accidents. 

The percent of traffic accidents investigated 
by traffic officers for the three months immed
iately following Phase I implementation (October, 
November, and December 1982) totalled 65 percent, 
65 percent, and 63 percent, respectively. After 
January 1, 1983, it became somewhat more difficult 
to track traffic officer performance in this regard. 
This was due to a change made by the Department 
to C.A.D. generated reports. 

In order to evaluate the level of traffic accidents 
being investigated by traffic officers after Jan
uary 1, Project staff sampled accident investigation 
activity for ten percent of the days during January, 
February, and Harch 1983. This effort indicated 
that 57 percent of the traffic accidents were 
investigated by traffic officers, an eight per-
cent reduction since October 1982, the month 
immediately following Phase I implementation. 
This decrease in productivity is in line with 
the continuing decline in traffic officer work 
performance presented in Chapter V, and further 
illustrates the need for increased direct super
vision and accountability of traffic officers. 

It appears the Department has reinstituted a 
"radar car" which may be having an adverse affect 
on accident investigation. Speed control detec
tion should be an assignment based on need, to 
be worked by any of the traffic officers. 
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III. Phase I Recommendations Yet to be Implemented 

The majority of Phase I recommendations ha.ve been 
implemented. As previously indicated, however, patrol 
needs to formalize line-ups at the beginning of each 
shift and debriefing periods at the end of each shift. 
Also, a few adj ustments are required as a result. of 
findings from the monitoring of Phase I enhancements. 
Two issues, for which a substantial amount of addi
tional work is still required, include the construction 
of fueling facilities at the East and West Substations 
and the initiation of evidence and personal property 
being accepted by the Department's custodian at the 
Department's substation facilities. 

A. Fueling Facilities 

The Phase I report recommended the installation 
of fueling facilities at the East and West Sub
stations, consisting of a 10,380-gallon unleaded 
gasoline tank, along with two gasoline dispensers, 
each with two pumps, and a canopy with lights. 
The basis of this recommendation was that 25 per
cent of the vehicles coming on shift need refueling 
which requires traveling from headquarters, sub
stations, and special unit locations to the City's 
two fueling facilities. Time expended in traveling 
from these locations to the fueling facilities 
was significant. The cost of installing these 
facilities was estimated at $58,190, which can 
be recouped within a nine-month period. 

To date, the City Council has provided construction 
funds, the facilities have been designed, and 
as of this report, bids were being solicited for 
the installation of such facilities. The facili
ties, as planned, will be keyed by two cards, 
one that identifies the car and the other the 
driver of the car. Liability will be minimized 
and such dispensing facilities will be components 
of the City's overall computerized vehicle main
tenance program. 

B. Custody of Evidence and Personal Property 

The Police Study Project staff conducted two sur
veys to determine the benefit of placing evidence 
and personal property items into custody at the 
East and West Substations, as opposed to turning 
the~ into the Custodian's Office at headquarters, 
as 1S presently the case. The first survey was 
conducted between August 24 and September 10, 1982, 
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an 18-day period. The purpose of this sur~ey 
was to determine the amount and type of ev~dence 
or personal property the Department receives for 
which custody must be maintained and that portion 
which could be placed into custody at the sub
stations. 

A definition was developed for critical items 
that would continue to be deposited at the cus
todian's main facility at headquarters. All 
other items could b~ deposited at the substations. 
This policy definition reads as follows: 

Evidence obtained from or relating to serious 
felonies, i.e., homicides, sexual assaults, 
first degree assaults, and large quantities 
of narcotics or narcotics having a high street 
value would still have to be transported to 
police headquarters and secured within the 
Evidence Custodian's Office. In addition 
to the above, evidence too large or bulky 
for the substation lockers or flammable liq
uids and monies in excess of $200 would have 
to be transported to the Evidence Custodian's 
Office. 

By application of this definition to the evidence 
and personal property items deposited with the 
custodian during the survey period, 64.5 percent 
of all evidence and personal property taken in 
by the Department could be placed into custody 
at the substations. Approximately 11 invoices 
could be turned in daily at the substations. 

The second survey took place between October 23 
and 31, 1982 and was conducted to gain insight 
to the time consumed in placing evidence and per
sonal property items into custody at the Custodian's 
Headquarters Office and the cost savings that 
would be realized by placing non-critical items 
into custody at the sUbstations. Approximately 
$19,210 in uniform salaries could be saved annually 
from the alternative plan. 

During the past six months, Project staff has 
transmitted a number of Departmental communica
tions to the Department regarding this proposal. 
It was suggested that a three-month program be 
initiated in which such non-critical items would 
be deposited at the substations, which should 
thoroughly prove out the merits of this change 
in procedure. Suggestions were made on how this 
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program could be planned and implemented. The 
Department has not yet initiated such a pilot 
program, reasoning that the Department was short 
manpow~r requ~red to pick up such personal property 
and ev~dence ~tems from the sUbstations for trans
portation to the main custodian's office. This 
is an extremely important issue the Department 
should address within the near future. 

Authored By: 

Pat HcElderry 
Police Captain 

"~S.M~ 
Victor B. Morris 
Police Captain 

Scott Murray 
Police Officer 

AexancterweJ:s s 
Police Officer 
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~ APPENDIX I-I 

POLICE STUDY PROJECT 
PHASE I RECOHl'1ENDATIONS 

I. Implement a new patrol and traffic allocation system 
which: 

A. Changes the three equal rotating shifts to unequal 
permanent shifts. 

B. Eliminates the present fourth shift. 

C. Eliminates the four overlap days. 

D. Changes patrol's days on and off from a rotating 
to a permanent ten-and-four configuration. 

E. Better proportions patrol and traffic shift assign
ments to more closely match time-of-day and day
of-week calls for service and crime occurrence 
work load. 

F. Because of permanent shift assignments, require 
an additional $47,320 in the 1983 budget to cover 
a graveyard shift differential. 

II. Make the following changes to improve the shift change 
process: 

A. OVerlap patrol shifts in order to provide field 
coverage for a 10-minute lineup at the beginning 
of each shift and a IS-minute debriefing at the 
end of each shift. 

B. Approve the following starting times for the three 
patrol shifts so as to not fall in peak work load 
times: 

5:20/6:20 a.m. 
1:20/2:20 p.m. 
9:05/10:05 p.m. -

1:30/2:30 p.m. 
9:30/10:30 p.m. 
5:15/6:15 a.m. 

C. Accomplish shift changes on the east and west 
sides of town using a matrix approach. 

D. Include in the Police Department's 1983 budget 
$27,867 for a new lineup and debriefing facility 
at the East Substation and to add lockers and 
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III. 

IV. 

make other necessary changes to the East and West 
Substations to acconu\\odate the deployment of 
increased police officers. 

Approve the following with regard to patrol vehicle 
fueling and use: 

A. Include in the Police Department's 1983 budget 
$58,190 to install fuel dispensing facilities 
at the Department's East and West Substations 
(the West Substation is leased). 

B. Instruct the utilities Department to contract 
for the Police Department's gasoline require
ments, adding to the purchase price a service 
fee necessary to cover contracting costs only. 

C. Designate specific parking spaces for each fleet 
vehicle and approve the concept of officers not 
being assigned the same vehicle each day. 

Implement the following training changes: 

A. Disperse the Field Training Program on the fourth 
shift throughout the proposed three-shift config
uration, with training officers allocated uniformly 
with work load among the shifts and assigned the 
same zone on each shift. 

B. Approve the In-service Training Program to use 
manpower not essential to acco~nodate calls for 
service instead of setting aside three overlap 
days for this purpose. 

V. Make the following changes to improve traffic operations: 

A. Reassign the two police officers currently a~signed. 
to radar operations to spot enforcement and ~ntegrate 
the radar activity into other Traffic Section func
tions. 

B. Reassign the three police officers currently assigned 
to motorcycles and one of the two police officers 
currently assigned to the Hit and Run Detail to 

. spot enforcement. 

C. Change the title of spot enforcement officers to 
accident specialist and assign them work hours 
to provide greater coverage during afternoon com
mute hours and late-night/early-morning weekend 
hours to service all traffic accidents at these 
times. 
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VI. 

VII. 

VIII. 

Improve supervision by: 

A. 

B. 

C. 

Schedul~ng Mas~e~ Patrol Officers to assist ser
geants ~n pr?v~d~ng full supervisory coverage 
over each sh~ft on each day of the year and assi n 
three serg~a~ts to each side of town each shift g 
for superv~s~o~ of two police teams on a seven
day-a-week bas~s. 

Su~p?rting ~o~ande~s through the creation of 
a.~h~ft adm~n~strat~ve sergeant position. Suffi
c~ent se~geant ~ositions currently exist to allow 
three be~ng ass~gned this new duty. 

Providing improved management reporting, necessi
tat~ng increased support from the Management Infor
rna t.10n Cen ter . 

~ppro~e the reduction of 11 police officer positions 
~n Un~form Services 1983 budget, positions which are 
currently vacant and are no longer required as a 
res~l~ of,Phase I operational analysis and increased 
eff~c~enc~es expected from the above recommendations. 

Consid~r the need t? ~e~nstitute a municipal night 
court ~n order to m~n~m~ze overtime costs which will 
otherw~se occur when officers working night duty appear 
at day court. 
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APPENDIX 1-2 

PROPOSED SCHEDULE FOR COIvlHUNICATION CENTER 

I. The current staffing level for the Communication 
Center is as follows: 

II. 

1 Police Lieutenant (commander) 
4 Police Sergeants (1 Administrative Sergeant) 

18 Dispatchers, 9 civilian & 9 officers 
11 Police Complaint Clerks 

Proposal 

A. One additional dispatcher to be added by recom
mendation of Police Project Phase II report. 

B. Schedules for dispatchers - 18 personnel (can 
also serve as complaint clerks) • 

1. 

2. 

Shift #1 hours - 5:00 a.m. to 1:00 p.m. 

a. Staff - 4 dispatchers & 1 sergeant 

b. Schedule 

1>1 T \V T F S S 
1 X X 
1 X X 
1 X X 
1 X X 

2 3 3 3 3 3 3 On duty 

c. Relief - sergeant can relieve on Honday 
(off Tuesday and Wednesday) 

Shift #2 hours - 1:00 p.m. 

a. 

b. 

Staff - 7 dispatchers 

Schedule 

H 
1 X 
1 
1 
1 
1 

T W T 
X 
X X 

x X 
X 

F 

X 
X 

S S 

X 
X 1 X 

1 ~X __ ~~-,~~~~~X 
5 5 5 5 553 
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to 9:00 p.m. 

(All days exceed 
maximtun by one) 

C. 

c. Sergeant days-off schedule include Sunday 
and IVlonday 

3. Shift #3 hours - 9:00 p.m. to 5:00 a.m. 

a. Staff - 7 dispatchers 

b. Schedule 

c. 

1 
1 
1 
1 
o 
2 
1 

H T W T F 
X X 

x 

X X 
X X 

X X 
X 

5 5 5 5 6 

Sergeant days off 
Ivlonday 

S S 

x 
X X 

X 
5 4 On 

include Sunday and 

Schedules for police complaint clerks - 12 
personnel 

l. Shift #1 hours - 5:00 a.m. to 1:00 p.m. 

a. Staff - 4 police complaint clerks 

b. Schedule 

M T W T F S S 
X X 

1 X X 
X X 

1 X X 
X X 

1 X X 
1 X X 

3 3 3 3 3 3 2 

2. Shift #2 and #3 hours - 1:00 p.m. to 9:00 
and 9:00 p.m. to 5:00 a. m. , respectively. 

a. Staff - 3 clerks each 
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D. 

b. Schedule 

H T 
1 X X 

X 
1 

1 
X 

~vT F S S 

x 
X X 

X X 
X X 

X X 
X 

Z 2 2 2 3 2 2 

3. Overlap shift 

a. Staff - 2 police complaint clerks 

b. Schedule 

1-1 T W T F S S 
X X X 8:00 a.m. 
X X X 6:00 p.m. 

S unuuary 0 f Staffing 

1. Shift #1 - 5:00 a.m. to 1:00 p.m. 

to 6:00 p.m. 
to 4:00 a.m. 

i'i-F 1 Lt. 1 Adm. Sgt. (8:00 a.m. to 5:00 p.m.) 

M T W T F S S 
Sup. Sgt. 1 0 0 1 1 1 1 

Dispatch 2 3 3 3 3 3 3 

Clerk 3 3 3 3 3 3 2 
1 1 1 1 Overlap (8:00 a.m. 

to 1:00 p.m. ) 

Total 6 6 7 8 8 8 6 

2. Shift #2 - 1:00 p.m. to 9:00 p.m. 

i·l T W T F S S 
Sgt. 0 1 1 1 1 1 0 

Disp. 5 5 5 5 5 5 5 

Clerk 2 2 2 2 3 2 2 
1 1 1 1 Overlap (1:00 p.m. 

to 9;00 p.m. ) 

Total 7 8 9 9 10 9 7 
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3. Shift #3 - 9:00 p.m. to 5:00 

Sgt. 
H T W T F S 
0 1 1 1 1 1 

Disp. 5 5 5 5 6 5 

Clerk 2 2 2 2 3 2 
1 1 1 1 

Total 7 8 9 9 11 9 
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a.m. 

S 
0 

4 

2 
Overlap 
to 4:00 

6 

-"t 

(9:00 a.m. 
a.m. ) 
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CHAPTER II 

GENERAL IWVESTIGATIONS 

SUMl'1ARY 

The purpose of this chapter is to present findings of a 
s·tudy of the Colorado Springs Police Department's criminal 
investigation process and outcomes. The criminal investi
gation process includes the initial investigation of crime 
scenes, case screening, management of continuing investiga
tions, police/prosecutor relationships, monitoring of 
investigations systems, and police agency organization and 
allocation decisions. Considerable insight is provided 
to: (1) various criminal investigation process studies 
conducted in recent years, (2) the role played by the 
Investigations Division in this City's investigative pro
cess, (3) problems with the current case management process 
and recommendations regarding new case report forms, inves
tigative procedures, organizational strategy, and information 
systems, (4) the Department's investigative performance, 
and (5) fleet assignment practices. 

In conducting the study of the investigative process, infor
mation was solicited from those involved in the actual work. 
To that end, a number of investigators and supervisors were 
interviewed to gain insight to their day-to-day activities. 
Investigative staff also participated in several survey 
and sampling processes. Information obtained was used to 
flow chart the different case investigative processes. 
Concerns that surfaced included the fact that key investi
gative records were being destroyed, there is a lack of 
uniformity on case assignment criteria, management was not 
administering an overall case management goal approach, 
there was almost no use of patrol officers in follow-up 
investigation, the Department was not conforming with City 
home garaging policies, and record-keeping systems were 
not centralized. 

The ultimate measure that should be used to continuously 
evaluate investigative unit performance is the filing of 
cases with the District Attorney and successful conviction 
of suspects. Because management of the Police Department 
does not track overall success in case filing and conviction 
of suspects, case reports were sampled to gain inslight to 
the Department's investigative performance. The data base 
used to conduct the sampling effort was case reports taken 
during the first quarter of 1981. Information extracted 
from the case reports sampled include the nature of the 
case, elements of preliminary investigation, patrol/inves
tigator case enhancements, actions taken by the prosecutor, 
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and the ultimate dispositions prescribed by the courts. 
The sampling approach was intended not only to provide 
insight to the success of the Department's efforts to the 
investigative process, but also to test a new case screening 
approach. This and other sampling efforts conducted during 
the study period revealed the following major findings: 

1. Management of the Department's investigative 
process can be substantially improved. 

2. The most important factor in solving a case is 
the information patrol officers obtain from the 
crime victim. 

3. Approximately 20 percent of all reported crime 
is assigned for followup investigation. Of these 
assigned cases, 27 percent is accepted for filing 
by the prosecution, with 59 percent* of the pro
secuted cases, or slightly more than 3 percent of 
total reported crime, resulting in the suspects 
receiving any negative sanctions for crimes 
committed with few being sentenced to jail. 

4. The majority of patrol officers and investigators 
have demonstrated their concerns with this City's 
criminal elements. Even so, the level of convic
tion and prosecution resulting from cases investi
gated is lower than what should be accep'table. 
Improved investigative goals must be established. 
It is the responsibility of the Investigations 
Division to work in conjunction with the District 
Attorney to ensure successful prosecution of sus
pects. 

5. A new case management process which makes use 
of urgency factors and weighted solvability and 
severity factors with which to assign cases is 
essential for management to monitor case filing 
performance and the extent to which cases filed 
reach successful prosecution. 

6. The Department should comply with the City's policy 
on home garaging. 

*The percent of persons receiving negative sanctions would be 
higher than 59 percent if one tracks individual as opposed to 
cases due to multiple-suspect cases. 
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RECOMMENDATIONS 

(1) Adopt the Case Management Process presented in this 
chapter, including: 

(a) A Case Management Unit integrated with Crime 
Analysis and Management Information Systems. 

(b) A case screening process which makes use of 
solvability, severity, and urgency factors 
the first two of which include th~ proposed 
weighted assignment criteria presented in 
Section v. 

(c) The new check-off type offense report and other 
supportive reports presented in Section III. 

(d) The use 0f Patrol and other uniformed services 
units in followup investigation. 

(2) Prepare for City Manager approval a master plan of 
information systems which includes a multi-year 
perspective and is based on Department goals and 
objectives, planning constraints and assumptions, 
cost analysis and projections, and a PERT schedule. 

(3) Prepare new investigative goals and performance 
indicators which emphasize the filing of cases and 
successful conviction of criminals. 

(4) Implement a time-keeping system for investigators 
which tracks time spent on cases. 

(5) Concerning fleet administration: 

(a) Comply with the City's home garaging policy 
and restrict home garaging of emergency vehicles 
to within City limits. Employees authorized 
home garaging of City vehicles and who live 
outside the City limits shall secure their 
vehicle at a City facility nearest the employee's 
residence. 

(b) Annually submit for City Manager approval 
emergency vehicles proposed for home garaging. 

(c) Establish vehicle pools at appropriate police 
facility locations, and, to better accommodate 
downtown parking needs, lease the necessary 
parking spaces in the City's Parking Garage No.1. 
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(d) 

(e) 

f disposal of all confiscated vehicles 
Arranqe or . dures 
in accordance with appropr~ate proce • 

shal l not be assigned cars for daily 
Investigators 
use. 
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STUDY FINDINGS 

I. Introduction 

A. Chapter Overview 

This chapter presents the findings of a study 
of the Colorado Springs Police Department's 
criminal investigation process and outcomes. 
As reported in "Managing Criminal Investigations," 
prepqred by the University Research Corporation, 
the purpose of the criminal investigation process 
is to: 

"Increase arrests for serious crimes that 
are prosecutable, ultimately leading to an 
increased number of convictions." 

As also reported in that report, there are six 
key components of the criminal investigation 
process: 

1. Initial investigation. 

2. Case screening. 

3 \' Management of continuing investigations. 

4. Police/prosecutor relationships. 

5. Monitoring of investigations system. 

6. Police agency organization and allocation 
decisions. 

A schematic of these six investigative components, 
along with types of outcome, are presented in 
Figure II-I. 
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THE CRIMINAL INVESTIGATION SYSTEM AND OUTCOME 
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Included in this section is an overview of chapter 
makeup; insight to the findings and recommendations 
of a study of the Department's investigative 
operations submitted in 1979 by George Sicaras, 
then Deputy Chief of Police, Hartford, Connecticut 
Police Department; and a summary of several studies 
of the criminal investigations process conducted 
in the last decade. Section II presents an over
view of the Department's Investigations Division, 
including responsibilities, goals, organization, 
resources utilized, an overview of case manage
ment procedures followed and problems observed 
with sucp process, and insight to a proposed 
case screening process. Section III presents 
insight to the current offense report utilized 
by the Department to cap~ure information on 
reported crime, procedures used in completing 
that form, and problems with document flow. 
It also presents a new offense report plus 
supportive forms which the Department should 
adopt. Section IV addresses key information 
systems that relate to the investigative 
process. To adequately comprehend the existing 
investigations process and the extent to which 
it results in successful conclusions requires 
the collection and evaluation of actual case 
report data, which is the purpose of Section V. 
A systematic sampling of every tenth case report 
taken in the first quarter of 1981 was conducted 
to gain such insight. Additional insight was 
gained from 468 separate case reports assigned 
to and investigated by Department detectives. 
Analysis of these case reports provided con
siderable insight to the nature of the cases, 
the elements and quality of preliminary inves
tigation, and extent to which detectives enhance 
cases, actions of the prosecutor, and the ultimate 
dispositions of those cases as prescribed by the 
court. Section VI presents insight to the 
Investigation Division fleet management program. 

B. Prior Study of Department Investigative Operations 

At the request of the Chief of Police, George 
Sicaras on April 15-18, 1979, assessed the 
Department's investigative process. His findings 
and recommendations were transmitted to Chief 
Tagert on April 22, 1979, and a summary of his 
findings and recommendations follows: 
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~ 4 1. Offense reports are not submitted in a 
timely fashion. It is recommended that 
a rigid Departmental policy be promul
gated which requires all offense reports 
to be submitted at the conclusi.on of each 
officer's tour of duty. 

2. The Department has no formal procedure 
which articulates investigative responsi
bilities. At present, copies of all 
offense reports are routinely routed to 
Investigations regardless of crime type 
or apparent need for follow-up. It is 
recommended that the Department consider 
a policy which clearly identifies which 
crime types are the responsibility of 
the various specialized divisions. The 
uniformed officer should be given increased 
responsibility in the investigative process. 

3. The Department has offense reports which 
include solvability factors; however, 
there is almost total non-compliance in 
the utilization of these factors as a 
vehicle for achieving case screening. 
Uniformed and investigative personnel 
must be trained in the use/importance 
of solvability factors. 

4. The quality of offense reports submitted 
by uniformed officers is good, but sub
stantial improvement can be achieved through 
the initial quality control review by 
an officer's immediate supervisor. It 
is recommended that strong quality control 
procedures be developed and implemented 
which hold the immediate supervisor, shift 
commander, and Records Division responsible 
for assuring reports are of good quality 
and meet Department standards. 

5. Case routing and case screening are vital 
components of the managing criminal inves
tigations program. It is recommended 
that the Department utilize case screening 
as the principle mechanism of improving 
the number of cases which have the greatest 
promise of solution. The Department may 
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6. 

7. 

8. 

9. 

10. 

also desire to experiment with the use of 
primary and secondary solvability factors 
as a means of simplifying case assignment 
decision-making. 

The role of sergeants 
Investlgations should 
review and assignment 
should be transferred 
uni t. 

and lieutenants in 
be redefined. Case 
responsibilities 
to a specialized 

~n~~rv~e~s wit~ pe~sonnel of various spec
lallzed lnvestlgatlve units reveal that 
almost none use the valuable data collected 
by crime analysis. It is recommended that 
personnel from the Operations Resource Unit 
meet with the investigative managers and 
superv~sors at least initially to acquaint 
them with the value of information con
tained in their tactical bulletins. 

It is advisable that small specialized 
units be absorbed by larger divisions. 

Communication among investigators and uni
formed personnel is minimal. It is sug
gested that daily briefings be condUcted 
within each division to improve the 
exchange of information. 

Consid~ratio~ should be given to a policy 
where lnvestlgators are required to provide 
supplemental reports whenever they perform 
any investigative task related to a case 
assigned to them. Progress reports should 
be submitted prior to the conclusion of the 
investigator's tour of duty. 

As recently reported by Bill Gay, University 
City Science Center, and as determined by Pro
ject Study staff, it appears that no action was 
taken on a majority of these recommendations, and 
the above problems still exist. 

C. Various Criminal Investigation Process Studies 

There has,b~en c~nside~able study in recent years 
of the crlmlnal lnvestlgation process. Studies 
have been conducted by the federal government 
various police associations, consultants unde~ 
con~ract to,police departments, and by staffs of 
varlOUS police departments. Just a few of the more 
important studies include: 
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"Managing Case Assignments: The Burglary 
Investigation Decision Model Replication," 
John Eck, police Executive Research Forum, 

1979. 

"Managing Investigations: The Rochester 
system," Peter B. Block and James Bell, 
police Foundation, 1976. 

"Managing Criminal Investigations, Partici
pants Handbook," prepared for the Law 
Enforcement Assistance Administration, 
united States Department of Justice, 1977. 

"What Happens After Arrest," Inslaw, Inc., 

1981 . 

* 
"The Criminal Investigation Process, Volume 
I," Peter Greenwood and Joan petersilia, 
Rand Corporation, 1975. 

* "The Criminal Investigation Process, Volume 
III," Peter Greenwood and Jan Chaiken, Rand 
Corporation, 1975. 

* "Solving Crimes: The Investigation of 
Burglary and Robbery," John Eck, police 
Executive Research Forum, 1983. 

Probably the most talked about of all the above 
reports is the 1975 Rand Corporation report on the 
criminal investigation process. Its objectives 
were to describe on a national scale current inves
tigative organization and practices, to assess the 
contribution police investigations make to the 
achievement of criminal justice goals, to ascertain 
the effectiveness of new technology and systems 
being adopted to enhance investigative performance, 
and to reveal how investigative effectiveness is 
related to differences in organizational form, 
staffing, procedures etc. The scope of the Rand 
study included police investigation of serious 
reported crime: homicide, rape, assault, robbery, 
burglary, and theft. It did not address misde
meanor offenses, the investigation of which is 
substantially different from felony offenses. The 
report concluded that: 

"Our data consistently revealed that an inves
tigator's time is largely consumed in reviewing 
reports, documenting files, and attempting to 
locate and interview victims on cases that 
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experience shows ~ill not be solved. For cases 
tha~ are ~olved, I.e., a suspect is identified, 
an InvestIgator s~ends more time in post 
clearance processIng than in identifying the 
perpetrator." 

It further concluded that almost all cases are 
cleared as a result of routine police procedures. 

Two st~dies also ~isted above have taken issue with 
t~e maJor con~luslo~S drawn by the Rand study. The 
fIrst study, ManagIng Investigations: The 
Rochester System," reports that the Rochester 
system pr~duces quite different results from those 
rep~rt~d In the ~and study. That system involves 
~sslgnlng detectIves to work with patrol officers 
In a te~m.~pproach toward crime investigation. The 
report IndIcates that the Rochester system has 
demonstrated that a team approach can improve 
arrest and clearance rates. 

The sec~nd report that takes issue with the Rand 
report IS "Solving Crime: Investigation of Bur
~lary ~nd ~obbery." This study suggests that 
l~vestlgatlons are,not necessarily as wasteful or 
mIsmanaged as earlIer studies have suggested per
~aps because those studies stimulated manage~ent 
Improvements. ,It reports that police detectives 
and p~trol offIcers contribute equally to the 
solutIon of burglary and robbery cases. 

The prima~y cri~eria used to assess the value of 
foll~wup InvestIgative efforts in the latter two 
studIes were the degree to which detectives 
enhan~ed the case and made arrests and the extent 
to whIch such cases were cleared. They did not 
address ~he extent to which cases resulted in sus
pects beIng convicted. 

The primary goal of criminal investigations is to 
control crime, and t~is can,only be accomplished 
thr~ugh deterrence, IncapacItation, and rehabili
tatIon. These mechanisms can only function if 
susp~cts ~re convicted, and convictions can only be 
obtaIned If suspects are identified, arrested and 
prosecuted. ' 

Section V of this chapter presents evidence which 
generally sup~orts the conclusions drawn by the 
Rand CorporatIon that investigation processes 
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are not \tlell managed, that most cases receive 
only superficial attention, and tha~ the m~s~ _ 
important factor in solving,a case ~s the,1n or 
mation patrol officers obta1n from che cr1me 
victim. 
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II. Investigations Division 

A. Responsibilities/Goals 

The Investigations Division plays a key role in the 
investigative process, and this section provides an 
overview of that role. The results of the 
Division's efforts will be addressed in a later 
section. 

The Code of the City of Colorado Springs does not 
contain a specific mission for the Investigations 
Division; however, the Division's responsibilities 
are spelled out in the Police Department's 
Operations Manual and in the City's budget program 
structure. The Department's Operations Manual 
(Section A 1200.5 through A 1221.95) identifies the 
responsibilities of the Investigations Division 
as: 

1. Investigate, prepare and file criminal cases 
wit~ the District Attorney. 

2. Maintain liaison with the District Attorney on 
complaints and warrants; allied agencies for 
conducting joint and reciprocal investi
gations. 

3. Obtain and execute arrest and/or search 
warrants. 

4. Develop information on suspects and 
informants. 

5. Assist the District Attorney with jUdicial 
process. 

6. Collect and preserve evidence and properties; 
authorize the release and disposition of seized 
property. 

The Operations Manual also identifies the 
activities of the investigative process, which is 
addressed in Section L 1800. 

The police Investigations Budget Program identifies 
goals and work objectives for the investigative 
program. The program goals are to: 
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"Provide coordination, technical assistance and 
support in the investigation of criminal 
activities, and insure that cases which are 
suitable for prosecution are presented to the 
District Attorney." 

Work objectives include: 

1. Maintain clearance rates above the national average 
by arrests for auto theft, burglary, assaults and 
robbery. 

2. Maintain a monetary amount of recovered property 
resulting from burglary and robbery. 

3. Increase the number of felony narcotics arrests. 

4. Increase the number of cases cleared by arrests as 
a result of polygraph examinations. 

5. Increase the number of sexual assault cases cleared 
by arrests. 

6. Provide coordination and support in all sexual 
assault investigations. 

7. Enforce laws relating to vice activities and 
increase the arrests by five percent over previous 
calendar year. 

The manner in which these responsibilities, goals and 
objectives are accomplished is addressed in the 
remainder of this chapter. 

B. Organization and ReS0urces 

As reflected in Figure 11-2, the Investigations 
Division is part of the Operations Bureau and 
consists of four major sections: Crimes Against 
Persons, Crimes Against Property, Juvenile, and 
Special Criminal Apprehension Team. The followup 
of crime reports on an ongoing basis more commonly 
relates to the first three investigative sections. 
The Division is staffed by 1 captain, 3 lieu
tenants, 8 sergeants, 46 investigators, and 3 
civilians. 

The 1983 operating budget for the Division is 
$1,888,877, and of that amount, $1,642,638, or 87 
percent, is allocated for salaries. The remainder 
consists of $115,289 for operational expenses and 
$3Q,950 for capital outlay. The Division has 43 
vehicles at its disposal that are assigned at Lhe 
discretion of the captain in charge. 
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, f two-man night shift, those with the exceptlon,o aA ainst Persons, Crimes 
assigned to the Crlmes g '1 Sections work a 7:00 
Against Property and ~~~~n!.:. to 5:00 p.m. shi~t 
a.m. to 4:00 p.m. ,~r . Work hours for the Speclal 
Monday through Frl,aY·Team are according to need. Criminal Apprehenslon 

, d' converted appliance 
The Division lS ho~se ~~e:s are associated with 
store. A numbe: of P:o evere overcrowding, poor 
this facility, lncludlni shone system and inferior 
lighting, inadeq~ate te ep It is believed these 
heating and coollnghsyste~~il productivity and 
factors impact on t e o~e, , 
effectiveness of this D1V1Sl0n. 

Interview and Surveys 

d of the investigative In conducting the,stu y solicited from those 
process, informatl0n was k To that end, a number 
involved in the actual w~r ~u ervisors were 
of investigators ?nd,th71~t t; their day-to-day interviewed to galn lnslg 
activities. 

I rticipated in survey Division staff a,so pa, s be an in November 1982 
processes. The lnterrl~~ by9the end of January 
and were largelycomp e ~ the Crimes Against 
1983. Seve:al memb7rs °property and Juvenile, 
Persons, crlme~ Agal~st d -TO ensure uniformlty 
Sections were,lntervlewe ·each interviewee was 
in the interv lew process, t' . 
asked the same series of ques 10ns. 

1. 

2. 

3. 

4. 

What process approach do you use in 
accomplishing your work? 

, do you receive from your What type of directl0n 
supervisor? 

How are your needs identified within the unl . 't? 

and other, are placed on What limitations, time 
the unit? 

de available to you to 5. What resources are mad hat additional 
perform your work, an, w? 
resources do you requlre. 

, system do you utilize? 6. Wha~_ record-keeplng 

d to flow-chart the Information obtained was ~se sand sever.a1 
' estigatlve processe , 

different case lnvf d from the interviews. It major concerns sur ace 
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was learned that certain key investigative records 
are being destroyed, instead of being added to the 
Department's central archives; there is a lack of 
uniformity on case assignment criteria; management 
does not administer an overall case management goal 
approach which leaves the majority of work load 
planning and accomplishments to each investigator's 
discretion; there is almost no use of patrol 
officers in the followup investigative process; 
practically all investigators are assigned a 
vehicle with home-garaging privileges, even though 
most are never called out to a crime scene; the 
case report form does not ensure uniformity of 
information, or that key information is always 
provided; almost all units maintain their own 
record-keeping system, and the Investigative 
Management Information System (IMIS) is not fully 
implemented; and increased clerical support is required. 

A s~rvey of the investigators assigned to the 
Crimes Against Persons and Crimes Against Property 
Sections was conducted to gain insight to the 
investigator's perception of the amount of time 
spent on various investigative activities. 
Activity categories included: (1) on-scene 
investigation, (2) case fol10wup, (3) District 
Attorney's office, (4) case packaging, (5) other 
administrative duties, and (6) time lost due to 
inadequate facilities. Also, investigators were 
asked to identify time spent on activities not listed. 

Thirty-three investigators are assigned to the 
Crimes Against Persons and Crimes Against Property 
Sections, and 26 survey responses were received, or 
79 percent of assigned staff. Of those responding, 
the majority felt that less than ten percent of 
their time was spent on on-scene investigation. 
Only two investigators thought that more than ten 
percent, but less than 20 percent, was spent on 
this activity. The majority felt that 50 to 60 
percent of their time was spent following up on 
cases. Most respondents estimated that less than 
ten percent of their time was spent interfacing 
with the District Attorney's office. EightY-five 
percent felt that case packaging took less than 20 
percent of their time. Other administrative duties 
were thought to Use less than 20 percent of the 
investigator's time. Time lost due to inadequate 
facilities was cited only as a minor factor in time consumed. 
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Solvability factors are present in almo~~a~lif more 
, d it is reasonable to assume 

crlmes, an 'lable the possibility of solving the 
clues are aval h' d In an effort to focus on 

~~:e s~~v~~~~i~~ ~~ ~~~~e: the ~urrent Depar~m~nt 
case report contains ten questl0ns that mus e 
answered by officers completing the repo~tth T~~~: 
questions are listed on the front pagedo t e 
re ort form in order to ena~le ~he rea er 0 
quIckly identify the in~estlgatlve leads of a case. 
These solvability questl0ns are: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

10. 

Was there a witness to the crime? 

Can a suspect be named? 

made, indicate the number of If arrests are 
arrests. 

Can a suspect be described? 

Can a suspect be identified? 

Can the suspect's vehicle be identified? 

Can the stolen property be identified? 

Is there significant physical evidence 
present? 

Is there a significant M.D. present? 

, ' f 'cant ""eason to bel ieve that Is there a slgnl ~ ~ I 
the crime may be solved with a reasonab e 
amount of investigative effort? 

Those supervisors responsibl~ forlass~in~~~s~ases 
were s~r~eyed to deter;~~~etr:s~~n~~ng were asked 
solvabl1l ty factors. , d' 'dually by its importance 
to score each factor In IVl t 
and usefulness wi~h value~ r~nging from zero 0 

Comments were also Invlted. ten. 

The results of the survey indicat~d ~he with the 
respondents were generally dissatlsfled 
solvability factors currently used. Most 'I 
res ondents contend that the factors are of Iltt e 

val;e in determining whei~er i~d~~:~e~h~~~~ ~~e 
ass~gned. It watSbege~:~~ b~fore a decision could be 
entlre case mus 
made on case assignment. 
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While it is true that those officers surveyed felt 
the current solvability factors were of little 
value, both the interview process previously dis
cussed and an analysis of cases, in which case a 
decision had already been made on whether to assign 
a case, indicated that issues of solvability do 
playa critical role in the assignment decision. A 
more detailed examination of case assignment 
decision-making follows later in this section. 

D. Flow Charting of Current Case Management Process 

In order to fully comprehend the intricacies of the 
investigative process, the various investigative 
functions were flow-charted and documented. Prior 
to this effort, little formal documentation existed 
concerning the investigations process. Basic in
formation concerning the activities of the investi
gator were obtained primarily from interviews with 
the detectives assigned to the various units. As 
previously indicated, the investigators were asked 
a series of structured questions, which provided 
the Police Study Project insight to the investi
gations process. A rough draft of the flow chart 
was prepared and presented to the members of that 
corresponding unit. The chart was reviewed with 
members of the unit, and their input concerning 
changes or modifications was solicited. Once the 
flow chart reflected the actual procedures present 
in the unit, a final draft was prepared and 
approved by the members of the corresponding 
investigations unit. 

The flow charts depict manual case tracking 
systems, which are still being used, even though 
the computerized 1M IS has almost been fully imple
mented. Some IMIS enhancements are necessary before 
these manual case tracking systems can be 
eliminated. 

Ten flow charts follow which provide detailed 
insight to the Department's investigative process. 
The first flow chart provides insight to the 
Department's general case investigative process. 
It depicts investigations starting with the 
preliminary investigation, proceeding through case 
evaluation to investigator case assignment, case 
monitoring control and management decision-making 
through prosecutorial action. The second flow 
chart provides an overview of the case evaluation 
process, depicting the manner in which cases are 
sorted and issues addressed in determining whether 
the case should be assigned. The next eight 
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flow charts elaborate on the general investigative 
process. The first four address Crimes Against 
Property cases and depict the decision-making pro
cess with regard to general property, gold and 
silver, pawn tickets and check fraud activities. 
The next flow chart displays decisions and pro
cesses which occur with case reports assigned the 
Juvenile Section. 

The last three flow charts address the investi
gative activities within the Crimes Against Persons 
Section; one dealing with assault, homicide and 
menacing; one dealing with sexual assault and 
robbery investigation; and one dealing with the 
fugitive investigation process. All this infor
mation was used to determine the extent to which 
enhancement should be made to the Department's 
investigative process. 

1. General Case Investigation Process 

Figure II-3 displays the Department's gen
eralized investigation process. Elaborations 
of this process are contained in following 
subsections. The process is initiated with the 
preliminary investigation conducted by the 
patrol officer. The patrol officer prepares 
the offense/case report, which includes the 
face sheet and supplements; the case report is 
sent to the case evaluator, who sorts the 
felony cases from the misdemeanor cases; the 
misdemeanor cases are automatically rejected, 
and subsequently, the investigator's copy is 
destroyed. Felonies are evaluated for solva
bility factors and if there is sufficient 
number of factors the case will be placed in 
the assignment queue. If there are insuf
ficient solvability factors, the case is placed 
in the inactive file. 

The investigator takes the case from the case 
queue, and signs the case assignment log. The 
investigator's supervisor obtains a listing of 
investigator assignments from this log. The 
investigator then determines if the case is 
merely a case-packaging situation, and if so, 
the appropriate supplements are generated and 
the case is reviewed with the investigator's 
sergeant. If the case requires more than case 
packaging, the investigator initiates the 
investigation and works it for a period not to 
exceed the established review date. 

II-20 

- --- - ~---

.. 
I 

I . , 



-~' 

\ 

H 
H 
I 

IV 
f-' 

Prepare 
fate sheet 

& 
su~ple~nts 

FIGURE 11-3 
GENERALIZED ORGANIZATION - ORIENTED FLOWCHART 

OF THE INVESTIGATION PROCESS 

Recei ve 
cases 

Tlke 

Investigate 
case 

& 
package 

Obtain 
missing 

InfonMtlon 

Log 
elise 

Revl ... 
CAse 
with 
Sgt. 

INVESTIGATION 

Presentation 
of 

case 
to 

D.A. 

Trial 

...... ~P.A.T.R.O.L ........... CiA .. SiE.E.V.A.L.U.A.T.I.O.N ........ I.N.V.E.S~T.JjG .. A~~).R ........ ~ .. S.U.P.E.R.V.'S.O.R~ ........ ~ .......... O.IS.T.R.J.C.T .. A.T.T.O.R.N.E.Y ............ .. 

l 

I 

! , , 



When the investigator feels the case is ready 
for filing or the established review date has 
expired, the investigator meets with the ser
geant to review the status of the case. If the 
case is not ready for filing, the sergeant 
determines whether investigation should con
tinue. If not, the case is relegated to the 
inactive file. If the case is ready for 
filing, the investigator will present it to the 
filing Deputy District Attorney, a position 
tilled by a paralegal, not an attorney. If the 
filing Deputy District Attorney believes the 
case is incomplete, the investigator will 
obtain the missing information. 

Once all the information is obtained and the 
case completed, the filing Deputy District 
Attorney determines whether the case will be 
accepted for filing. If not, a copy of the 
case will be placed in the inactive file. If 
the case is accepted for filing, the inves~i
gator will attend all necessary pre-trial 
hearings and the subsequent trial of the case. 

2. Case E~aluation Process 

Figure 11-4 displays the type decisions made in 
the case evaluation process. The case 
evaluator receives case reports directly from 
patrol, or via Records and Identification and 
the typing pool. 

Upon receiving the cases, the case evaluator 
sorts them by Crimes Against Persons; type 
juvenile, in which case there is a juvenile 
suspect and/or victim; gold and silver thefts; 
and other Crimes Against Property. The first 
three types of cases are distributed to the 
appropriate investigations unit. The remaining 
property cases are retained by the case 
evaluator. 

The case evaluator determines for the retained 
case whether it is felony or a misdemeanor. If 
the case is not a felony or related to an 
assigned felony, the copy is destroyed. If the 
case is a felony, the case evaluator applies 
the following assignment criteria, which 
closely correspond to the solvability questions 
on the case report: 
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I a. 

b. 

c. 

d. 

e. 

f. 

g. 

Is the suspect in custody? 

Is the suspect named? 

Can the suspect be identified? 

Can the suspect's vehicle be identified? 

Is there significant physical evidence? 

Is there a significant M.O.? 

Is there reason to believe the case could 
be solved with a reasonable amount of 
effort? 

h. Does the case have significant political 
value? 

If the answer to all of t~ese q~esti~ns i~ e 
" "the case is placed 1n an 1nact1ve f11 
m~~~tained by the case evalu~tor., I~ the 
answer to any of these quest10ns,ln 1n the 
affirmative, the case is placed 1n the 
assignment folder. 

The assignment folder is arranged in a manner 
h;ch places the most urgent cases at the top. 

;h; case evaluator continually ev~luates the 
ueue to ensure that the most ser1~us cases are 

~t the top of the stack. Cases Wh1Ch have 
mained at the bottom of the stack for a 

~~OlOnged priod of time are releg~te~ to the 
, t' file The reason for th1S 1S that 
~~:~e1~:ses h~d very few solvability fact~r~ 
, 't' lly and as time passes, the probab111ty 
~~ls~~ces~ful investigation decreases dramat-

ically. 

Investigators in the Crimes Against property f 
section continually take,cases,from the to~ 0 
the folder, and in so d01ng, slgn ~ corr~s ors 

onding case assignment log. The 1nvest1gat 
~re instructed to take the case from the top of 
the stack and not to rummage through the queue 
looking for cases on which they would pr~fer to 
work. The property supervisor enters th1S 
information into the manual case man~gement 
s stem and IMIS, and manage~ the re~lew and 
fIling of cases from these lnformatlon sources. 
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The current case evaluation system exhibits 
several inherent problems. First, property 
misdemeanor cases are routinely disposed of 
regardless of case seriousness or solvability. 
Second, there is no mechanism by which cases 
can be returned to patrol for followup investi
gation. Third, the assignment criteria are 
subjective, and subsequently, the solvability 
value of cases assigned may vary significantly 
depending on when the case is assigned. Ducing 
heavy work load periods or a shortage of inves
tigators, the solvability value of the cases 
being worked is much higher than in periods 
~hen the case load is low available inves
tigators are plentiful. Also, cases relegated 
to the inactive file cannot be retrieved 
according to their solvability value. There
fore, the assignment of cases is tied to the 
current influx of case reports, which further 
accentuates the rollercoaster effect with 
respect to the solvability value of cases being 
worked. Finally, the random assignment of 
cases prevents the investigator from receiving 
the type case which he demonstrates skill in 
investigating or all of the cases present in a 
crime pattern. 

3. Property Investigations Process 

The Property Investigations Flow Chart (Figure 
11-5) displays the processes and decisions 
which occur when the cases are received by this 
section, not including cases assigned to the 
Gold and Silver and Check Fraud Units. As just 
mentioned, property cases are sorted from the 
nonproperty crimes by the case evaluator, and 
the case assignment criteria applied to these 
cases. The cases which meet the criteria are 
placed in the assignment folder from which 
investigators initiate their own case assign
ments. 

Once an investigator has signed out a case, a 
review date of ten days after the assignment 
date is established. At the review, the inves
tigator and the sergeant will review the caGe 
and determine if it is ready for prosecution. 
If so, an entry will be made in IMIS and by the 
sergeant in his case assignment book, and the 
case will be presented to the filing Deputy 
District Attorney. Should the case not be 
ready for prosecution, a determination is made 
whether an investigation of the case will 
continue. If the investigation of the case is 

11-25 

j 

~ 
i 
j 

1 



I 
;\1 

~ 
i' ,I 

\, 
1 

\ 

H 
H 
I 

N 
0'\ 

Preliminary 

investigation 

& supplenents 

PATROL 

Recei ve 
prelim. 
case rpts 
& sup-

CASE EVALUATION 

FIGURE 11-5 
ORGAWIZATION - ORIENTED FLOWCHART: 

PROPERTY INVESTIGATIONS 

Conduct initial 
investigation 
for 10 doy. 

Case worked 

for oddltionol 
20 days 

Additionol work 

INVESTIGATOR 

Review 
case wi th 
investi
gator 

INVE TI ATiON SGTS. 

~NO 

~ye. 

Pre-triol 

conferences' 
trhl 

PROSECUTOR 

'-1 

i 
I 
1 , 



discontinued, an appropriate entry will be made 
in IMIS and in the sergeant's case assignment 
book, and the case will be relegated to the 
inactive file. 

The case will be continued if it is determined 
that additional work could result in a case 
being accepted for filing. If continued, entry 
is made in IMIS and in the sergeant's case 
assignment book, and a review date in 20 days 
is established. The investigator will continue 
with the case until the investigation is com
plete, but not later than the 20-day review 
date, at which time the case is reviewed with 
the sergeant, and a determination made to 
either discontinue working the case or to 
present it for filing. If the case is com
plete, an entry is made in 1MIS and in the 
sergeant's case assignment book, and the case 
is presented to the filing Deputy District 
Attorney. If the case is not ready for pre
sentation, an entry is made in IMIS and the 
sergeant's case assignment book, and the case 
is relegated to the inactive file. 

The case is presented by the investigator to 
the filing Deputy Disrict Attorney who deter
mines whether the case needs additional work, 
and if so, the case will be extended. The 
investigator will develop the additional infor
mation which often consists of warrants, 
missing victim information, witness listings 
etc., and present it to the filing Deputy 
District Attorney. At this time, the decision 
is made on whether to accept or reject the case 
for filing. If the case is not accceptd for 
filing, the investigator's sergeant will review 
the circumstance with the investigator, and the 
case will be deactivated and relegated to the 
inactive file. Cases accepted for filing are 
placed in "cases filed." The investigator will 
attend the necessary pre-trial conferences and 
any ultimate trial. 

The Crimes Against Property Section has 
developed a system which closely monitors the 
assignment and subsequent investigation of 
property cases. Cases are carefully tracked to 
the point where the case is presented to the 
District Attorney. Cases which need addi~ional 
work, however, are not given a specific time 
limitation. In other words, the completion of 
the case to the satisfaction of the District 
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Attorney could extend over an indefinite period 
of time. 

The property case management system is designed 
for the sergeant to oversee the work of the 
investigators. It does not, however, facil
itate a pooling of information from throughout 
the Investigations Division, by which one can 
monitor the ultimate goal of case disposition, 
that being the successful filing of cases with 
the District Attorney and subsequent case 
actions. 

4. Gold and Silver Process 

The processes and decisions which take place in 
the Gold and Silver Unit, a component of the 
Crimes Against Property Section, are depicted 
in Figure 11-6. This Unit's work load includes 
case reports received from the case evaluator 
in the Crimes Against Property Section, gold 
and silver purchase records from dealers, and 
gold and silver dealer p~rchase forms picked up 
by the Department's Pawn Detail. Gold and 
silver dealer sales slips are mailed to the 
Unit or carried in by the dealers no later than 
seven days from purchase. 

Information received from all sources is sorted 
into suspect and item information. If the 
information contains suspect data, the infor
mation is entered in the Suspect File. If the 
information is item-specific, it is entered in 
the Item File, organized by item description. 
Both are manual files and are the primary 
investigative tools used by this Unit. 

The only stolen items entered in the Item File 
are those unique and which have a value greater 
than $500. In such instances, the case is sent 
to the unit's volunteer, who determines whether 
the stolen item information is complete. If 
the description is not complete, the volunteer 
will obtain from the victim a complete listing 
and description of the item or items. Only 
when the information is complete are entries 
made to the Item File. 

Stolen items in the Item File are then compared 
with gold and silver purchase records picked up 
from the pawn shops by the Pawn Detail. When a 
"hit" occurs, the Pawn Detail notifies the 
appropriate investigator, who will pick up the 
stolen items from the pawn shop to retain as 
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evidence pending subsequent filing of criminal 
charges. 

In addition to pawn and sales records, the Pawn 
Detail sends the Gold and Silver unit a list of 
persons who are exceptionally active in pawning 
property items. All this information, in con
junction with the suspect descript~ons of " 
individuals involved in gold and slIver crlmes, 
constitutes the Suspect File. 

The Gold and Silver unit continually interfaces 
the Suspect File with the Item File, in the 
hopes of matching an item with the corres
ponding suspect. Additionally, the unit 
volunteer attempts to match pawned gold and 
silver items to stolen items and suspects to 
individuals pawning gold and silver items. 

Once a match is made, it is forwarded to a unit 
investigator, who pulls the related case 
report. The investigator verifies the 
suspect/item description with the victim. If a 
case has not been previously initiated, the 
investigator will do so at this point. When 
the case work is complete, it will be reviewed 
with the investigator's sergeant and then 
presented to the filing Deputy District 
Attorney. This process is not found on the 
Gold and Silver flow chart, but is identical to 
the procedure described in the Property Inves
tigation flow chart presented in Figure 11-5. 

There are several problems with the current 
unit framework approach. First, the Gold and 
Silver unit represents another example of how 
the Investigations Division's data base is 
splintered. This unit has established specific 
files for suspect and item crime correlation, 
unique from all others maintained in the 
Investigations Division. However, they are 
separate from the general case filing system 
maintained by that section. To obtain 
information on gold and silver cases, one must 
first know that the case included such items, 
and then must obtain the needed information 
directly from that Unit's files. Second, one 
of the criteria used to determine whether an 
item qualifies for entry to the Item File is 
that it must have a value of $500 or greater. 
It is not readily discernible as to whether 
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these criteria change as a result of fluc
tuations in the gold and silver market. Third, 
the~e do~s not appear to be any mechanism for 
redlr~ctlng the goal of the unit should gold 
and slIver thefts become less significant than 
they are currently and a more popular crime 
target emerges. 

5. Pawn Detail Process 

F~gure 11-7 describes the processes and opera
tlons of the Pawn Detail, a component of the 
S~aff Se~vi~es Bureau. As pr~viously men
tlon~d, lt ~s the responsibility of the Pawn 
Detall to plck up the pawn tickets of weapol1s 
sales and gold and silver purchases from the 
pawn shops. 

T~e Pawn Detail sends all of the gold and 
slIver purchase records which it collects to 
the Gold and Sil~er Unit. Due to the large 
volume of pawn tlckets (approximately 13 000 
per month), the serial-numbered items ar~ not 
checked against the National Crime Information 
Center (NCIC) which maintains a serial number 
data base. The pawn tickets are stored in a 
manua~ f~le organized by serial number, item 
descrlptlon, and brand name. These files are 
the means by which the Pawn Detail makes ad hoc 
searches r~quested by investigators and matches 
gold and slIver hits with pawned articles. 

The Pawn Detail obtains a listing of gold and 
silver suspects from the Gold and Silver Unit. 
This listing is checked against the manual 
alphabetic name file maintained at each indi
vidual pawn shop, and the Gold and Silver Unit 
is informed of all matches. 

While maintaining the Pawn Item File and 
checking alphabetic listing maintained by the 
pawn shops, the Pawn Detail is constantly 
checking for it~rns/suspect matches, frequent 
pawn users and lnstances of exceptionally large 
number of pawned articles and pawns made by 
car~er crimi~als. This informal process is 
~eslgned to ldentify both local and nonlocal 
ltem matches. Once a local match is identi 
fied, the property investigations case eval
uator is notified. The outside agencies are 
informed of item "hits". 
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The weapons purchased information is entered by 
the Pawn Detail into a computer file that pro
duces sorts by weapon type and purchaser. This 
document is used throughout the Department for 
tracing the involvement of weapons in the com
mission of a crime and the purchase of weapons 
by a person convicted of a crime of violence. 

This Unit does not conduct any investigations. 
Instead, it refers all matches to the appro
priate Department investigative unit or to 
another police agency. 

Several problems exist with this unit's inves
tigative process. First, the Pawn Detail pro
vides yet another example of a unit with sep
arate and unique files, which are difficult for 
the rest of the Department to access. The 
separation of the Pawn Detail from the Crimes 
Against Property Section also intensifies the 
difficulty of routing cases which have item 
matches to the property investigator. Finally, 
the process by which the Pawn Detail checks for 
nonserial item hits is highly unstructured and 
operates only by specific request. It would 
appear that this process could be enhanced by 
formalizing a structured input system. The 
unit should be merged with the Gold and Silver 
Unit. 

6. Check Fraud Process 

Figure 11-8 displays the decisions and pro
cesses which occur when cases are received by 
the Check Fraud Unit, a component of the Crimes 
Against Property Section. The few check fraud 
cases taken by patrol are routed to th~ Check 
Fraud Unit. The Unit also has a significant 
number of walk-ins who directly report the 
crime committed against them. 

It is the job of the Unit's paralegal to deter
mine whether a case is a check fraud or a for
gery crime. If it is a check fraud or forgery 
case, a determination is then made as to 
whether it is a felony. If a felony, it is 
assigned to a fraud investigator. If it is a 
misdemeanor, the paralegal completes the check 
misdemeanor form, issues a Summons and Com
plaint, and sends a pick-up form to Records and 
Identification which enters the pick-up infor
mation into the wants and Warrants File. 
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The felony cases which are received by the 
fraud investigator are screened with respect to 
the solvability factors contained in the cases, 
which are the same questions present on the 
case report face sheet, i.e.," Is the suspect 
in custody?" etc. 

If the answer to any of those questions is 
"yes," the case is assigned. If the answer to 
all of the questions is "no," the case is 
pl~ced in the inactive file maintained within 
the Check Fraud unit. Working active cases 
includes obtaining the calls for service card, 
case report supplements, bank records, warrants 
etc. Cases are wonitored and reviewed in 
accordance with the procedure described in the 
Property Investigations flow chart, Figure 
11-5. 

The Check Fraud Unit is a joint venture of the 
Colorado Springs Police Department, the EI Paso 
County Sheriff's Office, and the District 
Attorney. The Unit is housed some distance 
from the Investigations Division. The files 
maintained by the Check Fraud Unit are unique 
and are not readily available to Investigations 
Division personnel. The unit's case management 
system is assignment-specific and fails to 
provide an overview of the entire process 
results. Also, it lacks a defined time limit 
for the completion of cases requested by the 
District Attorney. 

7. Juvenile Process 

The flow chart in Figure 11-9 captures the flow 
of case reports into and out of the Juvenile 
Section and highlights the decisions, pro
cesses, and responsibilities which are integral 
to the investigation of juvenile-related 
crimes. 

Juvenile cases are sorted from the adult
related crimes by the Crimes Against Property 
case evaluator. Cases involving a juvenile 
victim and/or suspect are sent to the sergeant 
in charge of the Juvenile Section, who deter
mines if the case can be directly referred to 
the District Attorney or needs additional 
investigation. If the case requires investi
gation, the solvability factors and priority 
levels are applied to the cases. Top priority 
is given to Crimes Against Persons cases, with 
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secondary priority given to Crimes Against 
Property cases. The cases are selected for 
assignment in a manner which ensures that all 
"priority one" crimes are assigned before any 
"priority two" crimes. The investigator signs 
the case log and works the case for a maximufu 
of 15 days, after which time, the investigator 
meets with the Juvenile sergeant and reviews 
the case. If the case work is complete, a 
presentation is made to the Juvenile District 
Attorney. If the case is not ready to be 
filed, a determination is made as to whether 
the investigation should continue. If so, it 
is returned to the investigator for an addi
tional 15-day period. Cases which are not 
continued are given to the Juvenile lieutenant 
who reviews the case and holds the case for 30 
days, checking for additional information w~ich 
would permit the reassignment of the case. If 
additional information is received, the case is 
given to the sergeant for a determination on 
assignment. If no additional information is 
received during the 30-day period, the case is 
deactivated and returned to the respective 
crime-specific files in the Investigations 
Division. 

Cases sent to the investigator for an extended 
15 days are reviewed at the end of that period 
by the Juvenile sergeant. If the case is 
deactivated, it is again sent to the Juvenile 
lieutenant for another hold-and-review period. 
If the case is ready for filing, it is sent to 
the Juvenile Deputy District Attorney who 
determines if the case should go before the 
court or whether an appropriate corrective 
program should be prescribed. Cases which 
receive adjudication are presented in detail by 
the investigator to the filing Deputy District 
Attorney. If more work is required, the case 
is returned to the investigator for completion. 
Copies of cases which do not need additional 
work are placed in the "cases presented to the 
District Attorney" file. The District Attorney 
determines which cases are acceptable to be 
filed. The accepted cases are the focus of 
pre-trial and trial functions which require the 
presence of the investigator. 
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This organization-oriented flow chart high
lights two interesting consequences of the 
existing case flow. First, this is the only 
unit in which a lieutenant takes an active role 
in case review and case reassignments. Second, 
in the event of a juvenile suspect, this unit 
does not know in all situations which cases are 
accepted for filing by the District Attorney. 
There is no feedback to inform the Juvenile 
Section of which cases the District Attorney 
has rejected. 

8. Assault, Homicide and Menacing Process 

The organization-oriented flow chart for 
assault, homicide and menacing investigative 
activities within the Crimes Against Persons 
Section is depicted in Figure 11-10. After the 
property case evaluator separates Crimes 
Against Persons from other cases, he will then 
separate these cases by crime type, with 
assault, homicide and menacing cases being sent 
to the Crimes Against Persons sergeant who logs 
all cases and determines which will be 
assigned. Assignment criteria used consist of 
the question, "Which cases have good leads?" 
If the case has good leads, it is assigned to 
an investigator, if not, the case is filed ~n 
the "specific case inactive" file with a nota
tion being made on the "cases received" log 
sheet. 

The investigator determines if the case needs 
additional information, and if so, obtains the 
required data. The case is worked for a period 
not to exceed ten days. 

At the end of the ten days or when the case is 
complete, if sooner, the investigator will 
review the case with his supervisor. A deter
mination is made on whether to present it to 
the filing Deputy District Attorney. If the 
case is not ready for presentation, a deter
mination is made on whether the investigation 
should continue. If further investigation is 
inappropriate, a notation will be made on the 
"cases received" log and the case will be filed 
in a specific inactive case file. 

If further investigation is in order, a new 
review date is established and entered in the 
case log and the case is returned to the 
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FIGURE 11-10 
ORGANIZA TION - ORIENTED FLOWCHART: 
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investigator. The investigator will work the 
case for a period not to exceed 20 days and 
when the case is complete or the period 
expires, will review the case with his ser
geant. 

A determination is then made on whether the 
case should be presented to the District 
Attorney. If the case is not sufficient for 
presentation, it is discontinued, entry is made 
in the "cases received" log sheet, and the case 
is filed in the specific case inactive file. 
If the case is presented to the District 
Attorney, the District Attorney will subse
quently determine if the case should be pre
sented to the Grand Jury. Technically, any 
case may involve a Grand Jury, in practice; 
however, a Grand Jury is limited to homicides, 
conspiracies, narcotics and other complex 
cases. The Grand Jury is convened at the dis
cretion of the District Attorney and adds an 
extra step in the filing of a case. For the 
cases presented to the District Attorney, the 
remaining procedure is the same as that pre
sented for property cases, except that if the 
case is rejected, the deactivated case file is 
maintained by the Crimes Against Persons 
Sectlon. 

The assignment of cases, and subsequent flow of 
assault, homicide and menacing cases exper
iences the same problems exhibited by other 
units of the Crimes Against Persons Section. 
These problems are (1) the assignment criteria 
are highly subjective and therefore lack con
sistency, (2) files are maintained in the 
Crimes Against Persons Section which makes it 
difficult for persons outside the Section to 
access, and (3) the additional work required 
for case acceptance is not limited to a spec
ific time period. 

9. Sexual Assault and Robbery Process 

Figure 11-11 depicts the process which takes 
place with cases assigned the Sex Crimes and 
Robbery Units. These Units are components of 
the Crimes Against Persons Section. 

As previously mentioned, the Crimes Against 
Property case evaluator separates Crimes 
Against Persons cases and thereafter, sorts 
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FIGURE 11-11 
ORGANIZATION - ORIENTED FLOWCHART: 
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tnese cases by the specific type Crimes Against 
Persons. The sexual assault and robbery cases 
are transmitted to the sergeant, who supervises 
these activities. The sergeant determines 
which cases should be assigned by determining 
which cases have good leads. Those with good 
leads are assigned to an investigator and the 
appropriate entry made in IMIS and the ser
geant's assignment log. Cases which are not 
assigned are logged into the inactive log and 
are filed in the specific case inactive file. 

The investigator makes contact with the Operat
ions Resource Unit and obtains whatever infor
mation they may have generated on the assigned 
case. The investigator will work the case for 
an initial period of ten days at which time he 
then reviews the case with the sergeant. The 
investigative process for sexual assault and 
robbery continues in accordance with the steps 
previously related for property crimes. 

There are several problems with this investi
gative process which are largely the same as 
previously related for other investigative 
units. First, highly subjective criteria are 
used for determining whether a case will be 
assigned which leads to inconsistency in the 
value of case assignments. Second, the Sex 
Crimes and Robbery Units still maintain their 
own active and inactive files much as do most 
of the other units. Such files make the access 
of the respective cases extremely difficult. 
Third, some of the information generated by 
these units occasionally fails to be filed with 
Records and Identification which maintains the 
Department's central archives. Finally, there 
is no specified time limit established for 
cases which, according to the filing Deputy 
District Attorney, require additional work. 
This can result in a case being worked for a 
period which exceeds an appropriate time span. 

10. Fugitive Process 

Figure 11-12 depicts the investigative process 
for the cases worked by the Department's 
Fugitive unit. The t¥pe cases assigned to the 
Fugit1ve Unit are escape and contraband gener
ated by Department officers, cases originating 
from local correctional facilities, as well as 
fugitives from justice cases. 
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The cases assigned to the Fugitive Unit are 
initially sorted by the Crimes Against Property 
case evaluator, and are then sent to the , 
Fugitive Unit's supervisor, a serg:ant ass1gned 
to the Crimes Against Persons Sect1on. Upon 
review by the sergeant, all c~ses are fo:warded 
to the Fugitive Unit for 10gglng and ass1gnment. 
Although not noted on the flow chart, the 
Fu itive Unit also receives requests,to locate 
fu~itives from other agencies. Outs1de-agency 
requests which result in an arrest are docu
mented by a Department case report. 

The Fugitive Unit also receives fro~ the 
Sheriff's office all warrant cards 1ssued by 
the County and District Courts ~f El Paso 
County for the purpose of updat1ng suspect 
information and providing pho~ograp~s,to th~ by 
warrant cards. This process 1S adm1n1st7re 
a full-time volunteer who assists the Un1t~ A 
log is maintained by the Unit to record Wh1Ch 
Department felony warrant cards have been , 
received, and subsequently wo~ked. The ass1gn
ment of a case is solely cont1ngent upon 
whether the original charge was generated by a 
Department investigation. If t~e char~e was,_ 
' 'tiated as a result of a Department 1nvest1 
~~~ion, the warrant will be assign:d to the 
Fugitive Unit. Warrant cards mee~lng the 
criteria for the warrant informat1on newsle~ter 
are identified by the volunteer and placed 1nto 
the current weekly issue of the newsletter. 

The warrant cards are turne~ in to ~he 
Sheriff's Office where ~he 1nforma~10n which 
has been added to them 1S entered 1nto the 
com uteri zed warrant system. The warrant 
inf~rmation is sorted by co~pu~e: to produce a 
listing which contains all 1nd1v1d~als who,are 
wanted on warrants that have been 1ssued e1ther 
by the County or District Court of El Paso 
County. 

After the Sheriff's Office has made computer 
entries of the warrant cards~ ~he wa~rant cards 
are then returned to the Fug1tIve UnIt ~h:re 
they are assigned and worked by the fug1t1ve 
investigators. The warrant cards and cases 

, d to the Fugitive Unit are worked to a ass1gne '0 arrest oint where an arrest 1S made. nce a~ , 
Is made the case is presented to t~e,D1str1ct n 
Attorney for prosecution or extrad1t1on. If a 

II-44 

arrest is not made, and a case is active for 
more than one year, the case is deactivated. 
The deactivation of a case is logged by the 
Fugitive Unit, and the warrant card is sent to 
the Sheriff with a description of the attempts 
made to arrest the suspect. 

The Fugitive Unit is unique in ttlat it does not 
have a case presentation review with the ser
geant. This is due in part to the manner in 
which warrants are issued. It is implied that 
the District Attorney will actively pursue all 
persons arrested as a result of warrants issued 
by that office. 

The Fugitive Unit is a highly independent 
functioning unit within the Investigations 
Division. Therefore, it is critical that the 
management information generated by this unit 
is integrated into the overall case management 
system of the Investigations Division. 

E. Overview of Investigative Process Problems 

As discussed, problems are associated with each of 
the investigative processes and the problems of 
each are largely the same as those associated with 
the other investigative processes. Cumulatively, 
these pr.oblems substantially inhibit the Depart
ment's overall investigative effort. The more 
important of the process problems already related 
are discussed below. 

First, several different approaches are used by 
investigative units for determining the degree to 
which a case is solvable, which is the basis on 
which cases are assigned. Some supervisors utilize 
standardized questions to determine sOlvability, 
whereas others use a generalized approach which 
emphasizes their opinion as to the existence of 
"good leads." Simply put, there is a wide range of 
interpretation as to the solvability of cases. 

A need exists to have an objective scoring of a set 
of uniform solvability factors. Thi3 will make 
sure that the most solvable cases overall are 
assigned and being worked and will enable the 
Department to retrieve cases which have been rele
gated to the inactive file, when case load would 
permit the assigning of such cases that could not 
previously be assigned during high-volume periods. 
This would eliminate the wide variation in solva
bility of cases, which are ultimately assigned 
for fo110wup. 
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Second, the random assignment approach used in the 
assignment of property cases frustrates the efforts 
of crime analysis. Crime analysis involves the 
identification of crime patterns and correlation of 
suspects to their respective crimes. The existing 
system in which the property investigator is 
required to sign out the first case in the assign
ment queue is neither an efficient nor effective 
approach to assigning cases. The approach may 
result in several cases, which constitute a crime 
pattern, being assigned to several investigators. 
This more than likely decreases the probability of 
multiple-case clearance. Also, this random assign
ment of cases disregards the application of unique 
skills that an investigator may possess in working 
a particular type case. 

Third, current approaches to the assignment of 
cases do not adequately consider seriousness of 
cases. The evaluation of case seriousness would 
give additional dimension to case assignment. An 
objective scoring approach such as later presented 
should be developed and applied to all cases to 
ensure that seriousness, along with solvability 
factors and ur.gency, is considered as a basis for 
assignment. 

Fourth, the proliferation of filing systems has 
resulted in a splintered investigations data base. 
Most sections/units have generated their own 
separate and distinct filing system. This makes it 
difficult for an investigator to be aware of all 
the available information sources. Such separate 
filing systems also make it difficult for indi
viduals not members of a unit to obtain information 
concerning a case. 

Fifth, a systematic review of special unit case 
criteria does not currently exist. It is con
ceivable that a special investigations unit could 
have outlived its usefulness in that the crime 
problem for which it was created has since dim
inished. 

Sixth, the existing case management approach, 
although including defined initial subsequent 
investigation deadlines, does not provide for a 
date by which the investigator must have completed 
followup investigation as requested by the filing 
Deputy District Attorney. Thus, the case comple
tion loop is not limited by an absolute time 
constraint. It is conceivable that a case could 
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to the Investigations Division for followup, an 
investigations supervisor will assign it to an 
investigator and monitor its progress until it is 
either deactivated or filed with the District 
Attorney. 

All case information will be entered into the Crime 
Classification/UCR System, which will serve as one 
of the data bases for the Case Management Unit. As 
soon as the information is entered into the new 
information system, it will become part of the 
crime analysis data base. Crime analysis will 
continually use the information to make "hits" 
between suspects and crimes and to identify crime 
patterns. 

The Crime Classification System will automatically 
evaluate each case with respect to its relative 
seriousness score. The computerized system will 
produce searches and sorts of cases based on 
seriousness score values. A report will be pro
duced identifying all cases which exceed the 
seriousness score threshold. These cases should 
also be assigned and sent to the appropriate 
Department Division for followup investigation. 
Cases which do not meet tne seriousness score or 
solvability or urgency thresholds and have not been 
affected by crime analysis followup will be rele
gated to the inactive file. 

Under the proposed system, a case may be trans
mitted to patrol for followup investigation. In 
that instance, the patrol supervisor will make the 
assignment and subsequently monitor the progress of 
the case investigation. 

The Operations Resource Unit, which performs crime 
analysis, and the Departmentls computerized manage
ment system, should be located with the Case Man
agement Unit in the same organizational division. 
All of these organizational units should be in 
close proximity to the Chief of Police. 
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III. Case Repo~t Forms Procedures and Flow 
i 

A. Current Forms 

The forms currently used by the Department to 
gather information regarding crime occurrence are 
products primarily of two periods of change. 
Reports used by the Department prior to 1977 
included: (1) two specialty case reports, the Dog 
Bite Report, and the two-part Stolen Bicycle 
Report, and (2) the multi-part Offense Report. The 
latter was used to capture information on all 
reported crimes not captured on the two specialty 
reports. This latter report was complemented by a 
"supplemental form" on which the officer could 
provide additional information of whatever type he 
deemed critical to the case. Dependent on the 
nature of case investigation, several specialized 
forms could be completed and attached to a case 
report. The orientation of the Offense Report was 
narrative as opposed to check-off. 

On January 1, 1977 the Department implemented a new 
set of case report forms to replace the Offense 
Report and which were part of the multi-part forms 
developed by the State of Colorado to standardize a 
computerized format for reporting by local enforce
ment agencies of criminal events. Forms the State 
proposed be adopted by these agencies included an 
Offense Report (face sheet), a Continuation/ 
Supplemental Sheet, a Personal Descriptors form, a 
Modus Operandi Descriptors form, a two-part Custody 
Report, and a Vehicle Impound/Recovery Report, all 
of which were multi-part forms. Of these reports, 
the Department adopted the Offense Report, the 
Continuation/Supplemental Sheet, the Personal Des
criptors form, and the Modus Operandi Descriptor3 
form. 

These forms were used by the Department until 
approximately August 1, 1977, only eight months, 
after which time the Department drafted and imple
mented a new Offense Report form. The new report 
was prepared at the direction of the Chief of 
Police for the purpose of incorporating solvability 
factors not previously used by the Department. In 
addition, the new form was designed to be compat
ible with the State form. 
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property stolen/damaged- on, so~vablllty factors, 
along with various ad ,',space,for a narrative, 
information. The sup~~nlst~ailve and management 
The Continuation Sheet e~en a Re~or~ is lined. 
?ne lined and the othe~ u~r~~:~' IS In ~wo forms, 
1S used whenever the ' ,. The 11ned report 

't 1nvest1gator d 'd 
W71 e the report. The unl' 7C1 es to hand-
wIll be used when the 1ne~ Cont1nuation Sheet 
Copies of th report IS to be typed 

e current Offense R • 
R7Port, and Continuation Sh t eport, Supplemental 
F1gures 11-14 11-15 d ee s are presented as 

, I an 11-16. 
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FIGURE 11-14 
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FIGURE II-IS 
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FIGURE I1-16 
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CONTINUATION SHEET r .. Roporl Num .... 

-

J~oia ~ 

05532-17 

B. Current Procedures 

It was not long after the adoption of the Offense 
Report currently llsed by the Department that the 
Investigations Division determined that handwritten 
supplements did not contain sufficient facts to 
determine whether the case should be assigned to an 
investigator. Detectives indicated they had to 
recontact victims and witnesses in many instances 
only to find that the information had been obta~ned 
by the patrol officer but had not been included in 
the report. It was genera~ly surmised that, "When 
the hands get tired, the report is quickly con
cluded." As a result of these perceived problems, 
the Department purchased and installed dictating 
equipment and a special phone report recording 
system through which officers could dictate reports 
to be typed by the typing pool. 

In mid-1981, the Department noted inconsistency in 
format used to prepare supplemental reports. On 
October 22, 1981 a General Order was issued pre
sent~ng a report format to better ensure standard
ization of report structure. The report format 
proposed was one that had been developed and used 
by the Department's Special Anti-Crime Squad. The 
new format required certain data to be included in 
the Offense report under subheadings. 

The proposed report format was intended to improve 
the quality of information provided and make it 
easier for case evaluators and investigators to 
locate the essential facts of the case. However 
well intended, it also resulted in substantially 
more lengthy narrative in the case report. 

C. Case Report Flow 

A general description and flow chart of the general 
investigative process was presented in the prior 
Section II. Detailed insight to the routing and 
processing of copies of the Offense Report follows. 

All case report numbers are issued from/captured by 
the Department's Computer Aided Dispatch System. A 
case report number may be issued before or after 
the officer completes the Offense Report. Once the 
Report is complete, it is turned into the assigned 
field sergeant at the end of the shift. 
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The supervisor will review the report for complete
ness, sign it, and add it to other ca~e re~orts for 
delivery to headquarters. The superv1sor 1S not 
provided the opportunity to review supplementals 
which have been dictated and are to be typed by the 
typing pool, which is located at headqua:ters. The 
report, companion paperwork, and,tapes, 1~ any, are 
transmitted to headquarters by e1ther a fleld,ser
geant or Master Patrol Officer on the next sh7ft. 
Case reports are transmitted from the substat10ns 
to headquarters three times a day, seven days a 
week. 

Once the case reports reach headquarte:s~ theY,are 
given to the on-duty lieutenant or adm~n1stratlve 
sergeant. The yellow copy of the mult1-pa:t f~rm 
is separated and transmitted t~ the Invest7gatl~ns 
Division. The other three cop1es are retalned 1n 
the Commander's Office pending review the,next d~y 
by the appropriate shift lieut~na~t,or sh1ft admln
istrative sergeant. If these 1nd1v1duals a 7e on 
their days off, the case reports may be rev1ewed 
and separated by the relief shift lie~tenant. 
Otherwise, the reports may not be rev1ewed and 
processed for four days. 

Upon review, the three copies are separated and, 
placed in the appropriate pick-up tray. The wh1te 
copy is for the Records and Identification Bureau, 
the goldenrod copy is for the Operators ~esource 
Unit, and the pink copy is for local med1a use. 

The yellow copy will normally be p~cked up by the 
Investigations Bureau's Case Coord1nator three 
times a day. The first pickup is normally at 
approximately 7:15 a.m., the second at 9:30 a.m., 
and the last at approximately 1:30 p.m. More 
recently, the pickup of the yellow c~p~ has been 
accomplished by two sergeant~ superv1s1ng t~e 
Crimes Against Property Sect10n. Upon rece1pt of 
these reports, the case evaluator and now the 
Property Crime sergeants will s~rt the 7eports 
according to type, which are cr1mes ~g~1nst 
persons, auto theft, first degree cr1mlnal tres
pass, gold and silver cases, check fraud case~I,and 
any crimes pertaining to juveniles., Th~,rema1n~ng 
flow process is as previously descr1bed ln Sectlon 
II of this chapter. 
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The white copy of the case report is picked up by 
the ~ecords and Identification Bureau's Adminis
tra~l~e Cle7k approximately three times a day. The 
A~m1n1str~tlve Clerk will match the case number 
w1th a rrlntout of case numbers issued, determine 
and ass1gn the U~R code and victim score, prepare 
s~olen property 1nformation for entry to CCIC/NCIC 
f 71es, and then place the white copy in a numerical 
f11e folder. The folder is then transmitted to key 
punch for computer entry of cri tical informatio"1. 
Subs7quently, the Administrative Clerk may receive 
prev10usly completed stolen property slips which 
have been entered into CCIC/NCIC for addition to 
the case file folder. All supplemental information 
s~bsequently developed on that case will also be 
f11ed in the case file folder. 

The gO~denrod copy of the report is received by the 
Ope 7at10ns Resource Unit. All of the cases are 
rev1ewed for career criminal information and the 
target crimes of robbery, burglary, and sexual 
assault are sorted from the mass of cases. Rec~p 
reports of 7ach target crime are prepared and serve 
as the wcrk1ng document for crime analysis and 
computer entry. The recaps contain time place 
M.O., su~p~ct vehic~e, suspect descripti~n, and' 
suspe?t 1d10s¥ncrac1es. All cases containing sus
p~ct 1n~orm~tlon are entered into a suspect/vehicle 
f~le ma1ntalned ~n the unit's microcomputer. Addi
t10nally, the un1t reviews assaults, indecent 
exposure, auto theft, vandalism, and unique prop
erty on a less formal basis. The goldenrod copy is 
the last copy of the report and is sometimes not 
~ery legible. In some cases, a copy of the oria-
1nal face sheet maintained by Records and Identifi
cation must be obtained. 

The pink copy, which is for the local media use, is 
placed on a clipboard at the front desk. 

In 1981 the Department's Operations Resource Unit 
conducted a study of the Offense Report flow pro
cess. Three recommendations included in the study 
report were: 

1. Patrol officers must complete and forward 
all reports before the end of their shift. 
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b established requiring 
A process mustd,e of reports by sergeants 
review/ forwar ~ngh are not the immediate nd lieutenants W 0 , , 
a 'r of the report~ng off~cer. superv~so 

2. 

Patrol officers should be encou7ag~da~0 
d 't low priority reports ~ns e 

han wr~ e d b the typing pool. of hav~ng them type y 

3. 

, uld be found that the Department No ev~dence co . 
any of these recommendat~ons. acted on 

d ted during Phase II to Two surveys were con uc hich case reports were 
determine ~he ext~ntbtOt~e Records and Identifi-
being rece~ved la e y thereof. The first 
cation Bureau an~ the,ca~~e the length of time 
survey involved ~d~nt~f~~I~entification to receive 
required for Recor s an t numbers issued on 
case reports for case rep or 
March 15 and 16, 1983. 

were assigned on r·1arch 15. Fifty case report numbers ntually cancelled and 
Of this number, one was ~v~omplaints issued indi-
four were for summons an re orts were not actu-
viduals in which case, ~~~e 45Pcase reports were 
ally compl7te~·b T~~~~rds ~nd Identification. 
to be rece~ve y ived on the 15th, the 
Of this number, 3 were rece '. d. 23 were 

rt number was ~ssue I 
date the case repo 12 were received on the 
received on the 16th i

th Thus 15 were received 
17th; and 7 on the 18 ·ft r the case report num
approxim~tely 48 h~U~Sw:reereceived approx~mately 
ber was ~ssued, an t number was ~ssued. 72 hours after the case repor 

t numbers were issued 
A total of 54 c~se ~ei~~se involved summons and 
on March 16. S~X 0 ] 48 resulted in case 
complaints andh~hu~8 o~oYwere received on the 
reports. Of t ~s, re ort number was 
16th, the same day the <?ase

d 
onP the 17t.h; and 3 

initiated; 25 were rece~ve 
on the 18th. 

, reports were bar.klogged The extent to wh~ch case d A total 
' 001 was also surveye . 

in the typ~ng p d between March 15 and 17, 
of 27 tapes were 10fg7 'ng dictation on two or 
1983, with som7 con a~n~ were generated by use 
more cases. E~ght tap~. stem with the remain-
of the telephone recor ~nf ~Yby dictation in the 
ing 19 tapes being g~n7ra~ransmitted from out
field and,the tai~~ ~~~~ese tapes were typed lying off~ces. 0 
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on the day i.n which they were logged. All typed 
supplements were delivered to the Commander's 
Office at the end of each of the typing pool shifts. 

Although the results of these surveys may not 
be conclusive, it appears that the delays in the 
receipt of the case reports by Records and Identi
fication do exist and the reason for such delays 
are primarily due to failure of patrol officers 
to forward their reports on a timely basis. Cer
tainly, typing backlogs may and occasionally will exist. 

The Phase I study report included two recommenda
tions which should have improved case report flow. 
It was recommended that patrol shifts be over
lapped to accommodate a la-minute lineup at the 
beginning of each shift and a IS-minute debriefing 
peI"iod at the end of each shift. This debriefinc; 
period should have better ensured that reports . 
were completed and handed in on time. However, 
debriefing periods were terminated a few weeks 
after their initiation. The Phase I report also 
provided for a shift Administrative Sergeant, 
which position should have shortened the time 
to review, approve, and forward case reports. 

D. Summary of Problems 

In summary, several problems that exist with the 
current case report foon and flow process are: 

1. The current case report narrative format 
is extremely time-consuming to complete

e Subdivision titles must be entered in 
the narrative portion of the report with 
an explanation of action taken. The pro
cess mandates that many categories of 
report be dictated. Under our present 
system, this requires officers to be 
unavailable for calls for service for 
substantial periods of time in order to 
use a phone or recorder. This causes 
a significant erosion of available officer 
resources. 

2. The time-consuming report preparation 
process prompts officers to turn in only 
the face sheet prior to going off duty 
and in many instances these face sheets 
are turned in one, two, and three days 
later. Case report face sheets will 
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occasionally not be reviewed by the com
mander on a timely basis. The effect of 
these actions delays the processing of case 
reports. 

3. Critical information is not presented in a 
form conducive to computerization. Also, 
modus operandi and personal descriptors are 
not collected in a uniformed fashion, are 
often incomplete, and sometimes are not 
included in the report at all. All of this 
causes substantial problems conducting 
meaningful crime analysis. 

4. Because of lengthy narratives, case review 
is extremely time-consuming. 

5. The current format makes it difficult to 
delete suspect information or other privi
leged information when copies of case 
reports must be provided to non-police 
agencies and citizens. 

6. The current process is complex and diffi
cult to effectively manage. 

E. Proposed Case Report Forms 

A new case management process was described in 
Section II of this chapter. A new case report form 
is required to incorporate the decision-making 
elements (solvability, severity, and urgency 
factors) discussed in that section. Additionally, 
it must be computer-oriented. 

The Department should discontinue the use of its 
current Offense Report, Supplemental Report, and 
Continuation Sheet and should implement the Offense 
Report, Continuation/Supplemental Report, Modus 
Operandi Report Sheet, and Property Descriptors 
Report presented in Figures 11-17, 11-18, 11-19, 
and 11-20, respectively. All are to be multi-part 
forms. All reports, with the exception of the 
Continuation/Supplemental Report, are in a check
off format. These reports are near final form and 
should resolve all of the above problems. They 
should reduce the average time for report prepara
tion by as much as 50 percent; allow more reports 
to be completed without going out of service; speed 
up the filing of reports; provide uniformed data in 
a standardized format for case review; increase 
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the ~t7uctur7' uni~ormity, and completeness of 
p:ell~lnary lnvestlgations; further reduce 
~vertlme s~ent on report preparation; permit 
ln~reased ln~ormation to be computerized for 
crlme a~alysls; and provide a means b which 
cum~latlve case management decisions ~an be 
monltored. 
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FIGURE 11-17 

COLORADO SPRINGS POLICE DEPARTMENT 
OFFENSE REPORT 
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T TourilJt 
M Military Only 
5 Student Only 

o l6YeI of l"julY 

01 8 Death 
Pl Permlnently Disabled or 

Disfigured SIB Serloullnjury 
M 1 Minor Injury IPhylic.lly In· 

jured, But Not Serioullyl 
G I § Thrntened with I Gun 
T1 Other Thrul 
NI No Injury 
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FIGURE 11-18 

COLORADO SPRINOS POLICE DEPARTMENT I CASE REPORT NUMBER 
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FIGURE 11-20 
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The new Offense Report (face sheet) includes 
information required for case assignment decisions. 
A block is provided at the top of the face sheet 
to permit the officer/analyst to identify whether 
this case might be one of a series of connected 
cases. All issues with respect to crime severity, 
solvability, and urgency are also presented on 
the face sheet. Crime classification system 
categories are coded to expedite computer entry 
and case assignment procedures. 

The Continuation/Supplemental Report form is to 
be used when the officer provides supplemental 
information. It is to be handwritten, except 
when substantial additional information is to 
be provided, in which case it is to be dictated. 
Dictating equipment needs to be provided each 
officer for this purpose. Dictated tapes are 
to be handed in with the face sheet at the end 
of each shift and will be typed only after a deter
mination is made that the case includes substantial 
solvability, severity, and urgency factors to 
dictate assignment or possible assignment. 

The Modus Operandi (M.O.) Descriptor Sheet 
addresses the need for complete suspect and crime 
scene descriptors. The 11.0. descriptors are cate
gorized into three target crime areas, which are 
sexual assault, robbery, and burglary. The form 
can be modified to include descriptors for other 
crimes such as criminal mischief, criminal tres
pass etc. The 11.0. information is provided for 
easy computer input and matching. The use of 
this form is critical if the Operations Resource 
unit is to be made an integral part of the inves
tigative process, as opposed to only occasionally 
being utilized as is the present case. 

The Property Descriptors form provides a clearly 
defined format for itemizing stolen and recovered 
property. Note that the format permits data to 
be easily computerized. 

Presented in Figure II-21 is the witness list 
form currently used by the District Attorney for 
case filings. witness identification information 
has typically been somewhat of a problem in that 
there is no standard format as to how and where 
names, addresses, phone numbers etc. are to be 
recorded. Since copies of offense reports will 
occasionally be provided to non-police agencies 
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and citizens, this information should be provided 
on,a separate form. The Department should adopt 
th~s form for use by the patrol officer. It should 
be completed during the preliminary investigation 
as witnesses are identified. 
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FIGURE 11-21 
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2S 26 
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Presented in Figure 11-22 is a proposed Victim/ 
Witness Contact Information form for use by the 
fol1owup investigator. This form provides quick 
reference regarding victims/witnesses contacted by 
the investigator and should be particularly useful 

when a case is deactivated, and then, 
evidence or information, is later 

in instances 
because of new 
reactivated. 

11-69 

1 

i 
1 

j 

1 



FIGURE 11-22 

CASE NUMBER: 

INVESTIGATOR COMMENTS: 

VICTIMIWITNESS CONTACT INFORMATION 

Circle: V-Victim W-Wltneu RP-Reponing Piny 

First M.1. 
TYPE OF CONTACT: 

V W RP ______________ _ o InPerKln 
Addrs" ___________ Ph ____ _ o Ph. Citizen Inhilled 
Bus. Addreu ___ . ________ Ph ______ __ o Ph. OS initiated 
For.ign Iingueue needed? Yes No TVpe _________ _ o Ph. Inv. Inlti.taI 
RUlOn for con~act/nollll: __________ . ____ _ o FlU Letter 

o Prop. R.le_ 

o CII. St.tUl Change 
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1.0. No. Nlme 

Lin Firn 
Mol. TYPE OF CONTACT 
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Foreign I.ngu~ n.eded? Yes No Type 0 Ph. Iny. Initilted 

RealOn for contlcl/note,: ________ _ 

1.0. No. 
NI~ __________ _ 

o FlU Letter 

o Prop. Rei .... 

Dc ... StltUI Changl 

o 

DATE 

DATE REPORT 

COMMEN~:===_ __________________________________________ __ 
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IV. Investigations Information Systems 

The Colorado Springs Police Department, as do almost 
all other police departments, collects a substantial 
amount of information which can be used for manage
ment decision purposes. The majority of the infor
mation can be used to improve resource allocation, 
meet legal reporting requirements, and improve the 
deterrence of crime and apprehension of criminals. 
Some of the more important data collected by the Police 
Department include information on calls for service, 
crime incidences, wants and warrants, arrests, orga
nized crime, and intelligence reports. 

As reported in Section I of this chapter, there are 
six key components of the criminal investigation 
system. They include management decisions, initial 
investigation, case screening, continuing investiga
tions, prosecutor interaction, and monitoring. Four 
information systems which are crucial to these six 
criminal investigation components include the Inves
tigative Management Information System (IMIS), Crime 
Classification System (CCS) , Computer Aided Dispatch 
(CAD), and the Prosecutor's Management Information 
System (PROMIS). The first three are administered 
by the Police Department and the latter by the EI Paso 
County District Attorney's Office. 

The Department's HUS and CAD systems have been par
tially implemented with the Department's CCS system 
still in a test mode. The District Attorney's PROMIS 
system has been fully implemented. It is extremely 
important that all of these systems be fully imple
mented and interfaced if the ultimate benefits of 
this City's criminal investigation system are to be 
realized. Each of these systems and their importance 
to the criminal investigation system are discussed 
below. 

A. Investigative I'1anagement Information System 

The Investigative Management Information System 
(IMIS) consists of an automated data base and 
associated computer programs designed to help 
the Department manage criminal investigations. 
The specific system objectives are to collect 
and present in,formation to: 

- manage investigative work load 

- assess unit and individual performance 
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- support budget requests 

- provide victim/witness feedback 

The IMIS software was devel~pe~ by Simcon, Inc. 
for the International Assoc~at~on of Ch.iefs of 
Police, under contract with the Law Enforcement 
Assistance Administration. 

IHIS offers numerous reports,to manag7ment with 
which to evaluate investigat~ve funct~ons. It 
provides the baseline and subsequent da~a whe:eby 
the impact of improved management pract~ces m~ght 
be evaluated. Also, it provides th7 means whereby 
feedback on case status can be pr~v~d7d t~ the , 
patrol officer who conducted the ~n~t~~l ~nvest~
gation as well as the victim o~ the cr~me. In_ 
addition, it provides a mechan~sm whereby feed , 
back can be provided from prosecutors to the Pol~ce 
Department. 

The IMIS system operates on the Operations Resource 
unit's microprocessor. Data ar7 ente7e~',updated, 
and queried from the Investigat~on~ D~v~s~on by 
means of either of two remote termu:als. The, 
system operates in a mul~i:-tas~ env~ronment w~~ch 
includes the Crime Class~f~cat~on System, Pol~ce 
Hanagement System, and Crime An~lysis s\;1pport 
System. Inquiries may be made ~n a v~r~ety of 
ways including name searches and .spec~al searches 
using different data elements such as: c~se num
ber, type offense, date of offe~s7' loc~t~on ~f 
offense, identification of prel~m~nary ~nve~t~gator, 
date assigned to investigator, sche~ule r7v~ew 
dates identification of follow-up ~nvest~gator, , , 
and victim informat~on. 

IMIS was primarily in a test mode until January 1, 
1983 at which time it replaced manual syst7ms, 
that had been used to track work loa~ stat~st~cs, 
the status of individual cases, and ~nvest~gator 
and unit work load. 

IMIS is a key ingredient in the case,management 
system described in Section II of th~s chapte:. 
The Case Evaluation Unit will make the determ~~a
tion as to which cases are assigned. Such a~s~gn
ment will be tracked by IMIS whet~er ~he ass~gnment 
, de to Patrol Special Invest~gat~ons, General ~s rna , 't' th Depart-Inve~tigations, or some other un~ ~n e 
ment~ Although all case assignments are curr7n~ly 
being logged into IMIS, information on solvab~l~ty 
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factors and prosecutor outcome are not now entered. 
IMIS generate~ ten management reports; however, 
the majority of these reports are utilized at 
the sergeant and lieutenant levels only. 

B. Crime Classification System 

The Crime Classification System (CCS) incorpo
rates a data base and computer program designed 
by Simcon, Inc. for the Police Executive Research 
Forum, under contract with the Bureau of Justice 
Statistics, u.S. Department of Justice. CCS was 
initially tested in Peoria, 1llinoisi New Orleans, 
Louisiana; and Colorado SpringS

f 
Colorado, durinq 

January through March 1981. The Police Department 
is currently in the second phase of testin~ the 
system's reliability and benefits. 

The purpose of CCS is to develop an information 
system which explains the nature and extent of 
crime to the public and provides police manage
ment personnel with information concerning changing 
crime patterns and trends, thus facilitating man
agement decisions. The system col':':'ects extensive 
victim data and generates reportS' which include: 
victim/offender relationship; victim status; vic-
tim age, sex, race, and ethnicity; level of victim 
injury; type of injury to victim; extent of force 
inflicted on the victim; and weapon used on the 
victim. It is considered that with more complete 
understanding of crime, the public will be better 
prepared to take measures to protect themselves, 
their property, and to make more informed decisions 
about local law enforcement efforts. 

The Uniform Crime Report (UCR) system has been 
used nationally since 1927 as the primary method 
for classifying and reporting crime. Whereas 
the UCR system provides a uniform method for com
piling and reporting nUmbers of crime, it does 
not provide, as does CCS, for specific victim/ 
offender data being collected and reported. Ini
tially, CCS was considered as a replacement for 
UCR. It may be that the CCS will never replace 
the UCR system; however, the Department's ccs 
software program has been modified to incorporate 
UCR reporting requirements. 

l~ost of the City's crime reports, including those 
~n the UCR format, are prepared by the City's 
Management Information Center on software referred 
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to as "stat Pack." The software program is writ
ten in COBOL and is used to generate the Depart~ 
ment's monthly and annual reports, reports requ~:ed 
by state and federal agencies, plus several spec~al 
management-oriented reports as prepared by the 
police Department in a batch mode. The new CCS 
program has the capability to generate the UCR 
reports plus other crime reports and should replace 
the "stat Pack" program. CCS operates on th7 
Operations Resource unit's microprocessor ~h~ch 
is an on-line/user-oriented report generat~ng 
system which is a more efficient approach. CCS 
will have to be slightly modified to accommodate 
the proposed case management program. 

C. Computer Aided Dispatch 

The Computer Aided Dispatch (CAD) sy~tem is ':lsed 
to assist the Communications ~ystem ~n handl~ng 
calls for service. Communication terminals are 
used to access the Univac 90/40 in whic~ ~alls 
for service information is entered, ver~f~ed, 
and used to effect a timely and efficient response. 

The Communication Center divides its opera~ional 
responsibilities between call clerks and d~s
patchers. The task of the call clerk i~ to answer 
a citizen's request for a call for serv~~e and 
obtain all pertinent information concern~ng ~hat 
request. The task of the dispatcher i~ to d~spatch 
field units to these calls and record ~ts progress 
through completion. The CAD system is used by 
the call clerk and dispatcher as follows: 

When a call for service is received, the call 
clerk keys in the pertinent data (location, 
nature of call, suspects etc.) via the call, 
entry screen. ,The computer handles the ver~
fication of information and displays any errors, 
sector/area of call, call number, date/time 
of call and all other information entered. 
When sufficient data have been entered, the 
call is automatically routed to th7 corre~t 
dispatcher. The dispatcher determ~nes wh~ch 
of the available field units (those recommended 
by CAD are displayed on the status sc~een) 
to dispatch. The dispa~cher th7n rad~os the 
unit and keys in the pr~mary un~t number an~ 
any backup units requi:ed. CAD logs the un~ts 
assigned and records t~mes to the call record 
along with setting a time-out timer to alert 
the dispatcher when a unit fails to call in 
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that the call has been completed. When the 
call is completed, the dispatcher enters the 
information and logs the time. 

The CAD system is designed to enable a response 
to anyon-line transaction to take place within 
five seconds. To ensure that high priority calls 
are properly responded to, the CAD system main
tains a list of calls pending, calls in progress, 
cleared calls, all available and assigned field 
units, patrol assignments, duty rosters, city 
and county addresses, sector and reporting areas, 
and all information with regard to each call. 
CAD is intended to reduce human error by elimi
nating repeated handling of manual cards requiring 
the transfer of data from one source to another; 
relieve operators of tedious, manual tasks, thus 
improving performance; carry out dispatching of 
calls much faster than was possible with the manual 
system. Such tasks as file updating and inquiries 
provide a more efficient way of keeping track 
of calls, resources and assignments, en~bles the 
Communication Center personnel to make better 
decisions, and for management to have a clear, 
concise up-to-date picture of field activities. 

CAD operates on a 24-hour-a-day, 7-day-a-week 
basis. Vast amounts of information are collected 
and can be made available to management for improved 
resource allocation decision purposes. Although 
designed to generate key management reports, such 
reports have not been generated due to management 
failing to have-identified the kinds of informa
tion they require to make resourc,e utilization 
decisions. 

A manual card system has been designed to accommodate 
down time due to crashes or scheduled system mainte
nance. The manual card system includes four prinJcers 
located in the Communications room. Thus, computer 
redundancy does not exist. 

D. Prosecutor's Management Information System 

The Prosecutor's Management Information System 
(PROMIS) is a computer-based information system 
designed to assist prosecutors in their operational 
and management functions and to enhance inter
jurisdictional communication, allowing the examina
tion of pending and completed cases throughout the 
regional PROL'-1IS network. This network includes 
nine major judicial districts in Colorado. PROMIS 

II-75 

1 

~ 
I . 
i 
\ , , 
I 



E. 

Orne 60 000 square miles of territory along 
covers s, t C 11' 'n the 
Colorado's front range, from For, 0, ~ns ~ 
north to Pueblo in the south. Th~s ~s an are~ 
in which slightly more than half of the State s 
adult felony cases occur. 

From an operational point of view, PROH~S permi~s 
immediate access to case and defendant ~nformat~on 
through the inquiry function. It also pr~d~ces 
subpoenas calendars, dockets, weekly act~v~ty 
reports ~nd generalized inquiry responses from 
the man~ kinds of data stored in the system. 

PRor1IS was developed with Law Enforcement Assis
tance Administration funding and is ut~lized in 
many different areas throughout the un~te~ States. 
Approximately 200 separate elements, or p~eces 
of information can be stored in the system. Most 
of the information is input tO,the data bas~ at 
the time of filing or at the tune t~e case ~s 
rejected for prosecution. Informat~on captured 
includes: 

Criminal Incident: time, location, date, 
charges etc. 

Defendant: identification, aliases, other 
pending cases against etc. 

Case Status: arrest information, court events, 
all scheduled events, reason for 
all action taken etc. 

Parties: victims, witnesses, police officers, 
special expert witnesses, prose-
cutors etc. 

Al though PRQro1.IS contains informati~n from which 
the police Department's investigat~ons perfo:ma~ce 
can be determined, the Department has made l~tt~e 
use of this data source. Department management 
does not track the extent to wh~ch ~ts cases are 
f'l d with or rejected by the D~str~ct Attorney, 
n~rethe extent to which filed cases are success-
fully prosecuted. 

Master plan of Information System 

All four of the above information systems need 
t~ be accessible, more user-oriented~ and operated 
in conjunction with each,other and w~th other 
information systems util~zed by the Department. 
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The Department needs to develop a master plan 
by which an integrated information system can 
be accomplished to ensure that the substantial 
amount of data that exist is fully utilized to 
improve management decision-making. As the reader 
will conclude in the following section of this 
chapter, the results of the investigative process 
can be substantially improved, and data such as 
that captured in the four information systems 
described above are critical in this respect. 

Issues that need to be considered in the develop
ment of an information system master plan include 
Department goals and objectives, planning con
straints and assumptions, cost analysis and pro
jections, an outline of major planning activities, 
a project evaluation and review technique (PERT) 
schedule, a year-by-year listing of planned activ
ities by individual systems, and a review of the 
impact of external agencies on long-range system 
plans. Numerous advisory committees need to be 
established to provide insight to such issues 
ranging from computer acquisition to the estab
lishment of performance standards of on-line 
information systems. Participants in these 
advisory committees should include representatives 
of the Office of Budget and Management Analysis, 
Management Information Center, and consultants. 
The master plan should be based on detailed long
range plans drawn for each of the Department's 
individual systems, whether they be operational, 
under development, planned, or only conceptually 
defined. 

The master plan should consist of three related 
planning documents, the general plan, encompassing 
all individual systems; a document including plans 
for each of the individual systems; and a planning 
framework and procedures document. The master 
plan should incorporate a multi-year horizon extend
ing minimally from three to five years. It should 
be based on the assumption that no new major funds 
for systems development and implementation will 
be available and the overall thrust should be 
to complete and integrate existing information 
systems. Such a master plan should identify the 
proper mix of computer hardware which complements 
system requirements. Microcomputers, min~computers 
and mainframes should be assigned tasks which 
correspond to their operating strengths. 
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V. Investigation Results 

A. Study Approach 

Few people would be deterred from committing crimes 
if the police made few arrests and failed to pro
vide prosecutors with evidence sufficient to re
sult in convictions. Therefore, the ultimate 
measure that should be used to continuously evalu
ate investigative unit performance is the filing 
of cases with the District Attorney and success
ful conviction of suspects. Measures that are 
not in one way or another related to producing 
convictions are of little use. Because manage
ment of the Colorado Springs Police Department 
does not track overall success in case filing 
and conviction of suspects, the Police Study 
Project determined that case reports would have 
to be sampled to gain insight to the Department's 
investigative performance. 

A highly structured approach in conducting the 
sampling effort was developed. The data base used 
by the sampling effort was crime reports captured 
by the Crime Classification System (CCS) during the 
first quarter of 1981. These cases included all 
crime reports except statutory offenses, which were 
not included because of their victimless nature. 
Information extracted from the case reports 
sampled included the nature of the case, elements 
of the preliminary investigation, Patrol and 
Investigator case enhancements, actions taken by 
the prosecutor and the ultimate dispositions pre
scribed by the courts. The sampling approach 
was intended not only to provide insight to the 
success of the Department's efforts in the 
investigative process, but also to test a new 
case screening approach alternative to the case 
assignment procedures described in Section II of 
this chapter. 

The CCS data base was utilized because the infor
mation was old enough to be static and the majority 
of the case information was computerized. The data 
base included a seriousness score providing in
sight to the impact of crime on the victim and the 
cases in that data base were sufficiently old 
to ensure any prosecutor action would have by now 
been taken. The seriousness score was established 
by application of the Sellin-Wolfgang Weighted 
Formula which operates with the weights pre
sented in Table 11-1 and the Police Study 
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Project staff determined that severity of crime 
should be a key component in the case screening 
process. TWo other key components that should 
be used are solvability factors and the degree 
of case urgency. 

TABLE 11-1 

CCS SERIOUSNESS SCORE 

Elements Score Weights 

I. For each victim of bodily harm 

(A) Minor injuries 
(B) Treated and discharged 
(C) Hospitalized 
(0) Killed 

II. For each forcible sex offense 

(A) Sex offense 
(B) Intimidation by weapon 

III. Intimidati0n (except II above) 

IV. 

V. 

(A) Physical or verbal only 
(B) By weapon 

Number of premises forcibly entered 

Number of vehicles stolen 

VI. Value of property stolen, damaged 
or destroyed 

(A) Under $10 
(B) $10-$250 
(C) $251-$2,000 
(D) $2,001-$9,000 
(E) $9,001-$30,000 
(F) $30,001-$80,000 
(G) Over $80,000 

1 
4 
7 

26 

10 
2 

2 
4 

1 

2 

1 
2 
3 
4 
5 
6 
7 

A review of the current solvability factors used 
by the Department revealed that new factors should 
be developed. The Police Study Project developed 
eight new solvability factors and a numeric value 
for each. These values were developed after a 
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review of existing literature and based on members' 
professional experience. The solvability factors 
and point values are presented in Table 11-2. 
Note that the greatest value is given to Suspects 
Arrested and Suspect Can be Named/Located, with 
relatively little value given to the presence of 
critical physical evidence and that the crime 
was recently committed. 

TABLE 11-2 

PROPOSED SOLVABILITY FACTORS 
AND POINT SCORE 

Solvability Factors Points 

Suspect(s) Arrested 10 
Suspect(s) Can be Named/Located 10 
Suspect Vehicle can be Identified/Located 5 
Stolen Property can be Identified 3 
Suspect Can be Described/Identified 2 
Witness with Critical Facts Other Than Victim 2 
Was there Critical Physical Evidence 1 
Was the Crime Recently Committed I 

Whereas both solvability and severity are critical 
to case assignment, it was further determined that 
there were several other reasons for assigning a 
case which can be considered "urgency factors". 
Such factors include: (1) may be solved with 
reasonable effort, (2) part of a crime pattern, 
and (3) other exceptional reason. It was these 
three types of factors that the Police Study 
Project staff determined should be used to 
assess the value of the Department's Investigation 
Division's case screening process and to test 
an alternative approach to case assignment by 
which management might be able to monitor case 
filing performance and the extent to which cases 
filed reach successful prosecution. 

A file dump was executed on the first quarter 1981 
CCS data base which produced a listing of 5,126 
cases. The multiple-victim entries were eliminated, 
leaving 4,920 cases. A systematic sampling of . 
every tenth case generated 492 cases for analys1s. 
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A coding sheet was developed to capture information 
from each of these case reports. On-line queries 
were made of the data file and each case report was 
individually reviewed. Determinations were made on 
Patrol's quality of investigation, nature of incident 
quality of report completed, presence of new solv- ' 
ability factors, presence of urgency factors, the 
extent to which the Patrol Officer was assisted 
by other staff and the extent to which investigative 
staff enhanced the case. Prosecutor action and 
court dispositions were obtained from the District 
Attorney's Prosecutor's Management Information 
System (PROMIS) and this information was also 
coded. A copy of the coding sheet and insight 
to the coding process are identified in Appendices 
11-1 and 11-2. 

Information coded on the 492 sample cases was 
entered into a microcomputer located in the 
Operations Resource Unit. Programs were ex
pressly written to organize these data to meet 
analytical requirements of the Study Project. 

In addition to coding all critical information 
from the 492 sample cases, critical information 
was also coded on a separate population which 
totaled 468 cases that had been assigned and worked 
by investigative staff. Although this number of 
cases is not a census of all cases assigned during 
the first quarter, it was enough to gain sufficient 
insight to the type of cases assigned to investi
gators and resultant prosecutor outcomes. In 
addition, it was considered that the analysis of 
the 468 assigned cases would permit verification 
of conclusions drawn from the tenth case sample 
(492) from which overall conclusions were to be 
drawn. 

The remainder of this section is grouped in 
four situational constructs, plus an overview. 
The first provides insight to the tenth case 
sample. The second consists of a comparison of 
assigned and unassigned cases within the tenth 
case sample. The third provides insight to the 
468 cases which were assigned to investigators, 
and the last provides insight to the application 
of proposed assignment criteria to the cases as
signed for investigation (468) and a tenth case 
sample (492). The data for all these four constructs 
are displayed in Appendices 11-3 through 11-6. 
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B. Observations of the Tenth Case Sample Data 

1. Validity of sample 

The results of the tenth case sample are d~s
played by frequency distribution in Append1x 
11-3. As the reader will note in this Table, 
the tenth case sample population closely 
matches the make-up of all crime reported in 
the first quarter of 1981. The tenth case 
sample varies by crime type ~o m~re ~han a few 
percentage points from the ~1str1but10ns of 
crime type exhibited for cr1me reported 
through that three-month period by the 
D.epartment's monthly report system. 

TABLE 11-3 

COMPARISON OF TENTH CASE SAMPLE 
TO FIRST QUARTER 1981 CASES, BY CRIME TYPEl 

Crime Type 
Tenth Case Sample 
Percent of Total 

Larceny 
Burglary 
Vandalism 
Motor Vehicle Theft 
Other (including 

traffic) 
Assault 
Robbery 
Disorderly Conduct 
Sexual Offenses (other 

than rape) 
Other (non-traffic) 
Fraud 
Rape 
Family Offenses 
Stolen Property 

38.2 
23.8 
16.7 

4.4 

4.3 
4.0 
3.0 
1.8 

1.2 
1.0 

.6 

.4 
• 3 
.3 

First Quarter Case Reports 
Percent of Total 

42.0 
22.4 
13.9 

3.3 

Not comparable 
2.7 
3.3 
2.1 

1.3 
1.8 
1.6 

.6 

.1 

.0 

The tenth case sample solvability, severity 
and urgency scores are displayed in Appe?d1X 
11-3, Tables II-3b, -3c and -3d. ~ompar1sons 
of mean scores and standard deviat10ns between 
the tenth case sample and the crime population 
of the first quarter 1981 are not possible for 
solvability scores. It is possible, ~owever 
for seriousness scores. The mean ser10usness 
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score for the tenth case sample is 4.07 with 
a standard deviation of 3.14. These values 
of central tendency and dispersion closely 
match the values exhibited by the entire 
population of CCS case reports during the 
first quarter 1981 crimes. The mean serious
ness score of this three-month population is 
4.41 with a standard deviation of 3.15 (see 
Summary Report on the Crime Classification 
System for the City of Colorado Springs, 
Colorado). The similarity of mean and stand
ard deviation of the two populations strengthens 
the validity of the tenth case sample. 

2. Characteristics of Tenth Case Sample 

The solvability and seriousness scores were 
compared to determine if there were any 
relationship between the two. A correlation 
coefficient was conducted and an "r" value 
of .08 was produced. This indicates that 
virtually no relationship exists between 
solvability and severity. These concepts 
appear to be separate and distinct, which 
necessitates unique measurement techniques 
for each construct. 

The solvability mean average is 4.36 with a 
standard deviation of 6.68. This indicates 
that the solvability score has a wide dis
persion or spread within the range of scores. 

Coding of the tenth case sample included 
capturing the responding officer's unit. 
Patrol responded to 85.0 percent of the cases. 
Teleserve took 11.2 percent of the reports 
over the phone, with investigators, traffic 
officers, arson investigators and officers 
assigned to the Tactioal Enforcement Unit 
taking only 3.8 percent of the case reports . 
For details, refer to Table II-3E of the 
Appendix. 

Information was collected on the completeness 
of preliminary investigations conducted by 
Patrol officers. It was found that most 
cases (88.8 percent) contained a complete 
face sheet. A tally of cases which were 
approved by a field supervisor showed that 
only 368, or 74.8 percent, bore a signature in 
the designated box. 
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3. 

Very few of the cases sampled exhibited any 
case assistance during the preliminary in
vestigation, which includes Patrol's use of 
crime laboratory, investigators, super
visors, etc. Only 48 cases (9.7 percent) 
contained any mention of case assistance 
provided to the responding officer. 
Most case assistance came from the officer's 
supervisor or a t-1aster Patrol Officer. 

Enhancement of cases, defined as an additional 
effort to add to the case beyond simply taking 
the report, occurred in 54 cases, or 11.0 per
cent of the tenth case population. The 
most common enhancement was a neighborhood 
follow-up (42.6 percent) and a vehicle 
registration check (22.2 percent). The least: 
common enhancements included latent finger
prints (1. 8 percent), pawn ticket check (1. 8 
percent), utilities listing (1.8 percent) 
and the use of Operations Resource Unit files 
(1.8 percent). Insight to these enhancements 
is presented in Table 11-31 of the Appendix. 

Some 380 cases, or 77.2 percent of the 492 
sample cases, contained supplements written 
by Patrol. The majority of these supplements, 
76.3 percent, were handwritten/dictated. A 
complete listing of sources of case supple
ments other than Patrol and Investigations is 
found in Table II-3J of the Appendix. 

Information was also gathered on the individual 
solvability factors. These factors are dis
played in Table II-3K of the Appendix. Some 
18.2 percent of the cases sampled contained 
the name of the suspect or identified a 
suspect was in custody, some 25 percent oon
tained a physical description of the suspect 
and 6 percent contained a vehicle identification. 

Conclusion 

In conclusion, the tenth case sample is a valid 
sample which allows the identification of sev
eral characteristics or trends with regard to 
type of crime, preliminary investigation, 
follow-up investigation, use of case assistance 
and enhancements and prosecutor outcomes. The 
validity of the sample was indicated by the 
discovery that the tenth case sample and the 
first quarter 1981 population of cases had 
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virtu,:lly e':1ua1 values of central tendency 
a~d.d1spers1on for seriousness scores. Ad
d1t1onal~y, the validity was strengthened by 
a compar1son of case type distributions 
between the tenth case sample and the first 
q~ar~er 19~1 case report population. Major 
~lnd1n~s w:th regard to case preparation, 
1nvest1gat1on and outcomes include: 

1. 

2. 

3. 

4. 

5. 

The preliminary case report is not 
usually enhanced and is characterized 
solely by the act of completing a 
face sheet and structured supplement. 

Patrol and Teleserve initiated almost 
all preliminary case reports. 

A considerable number of case reports, 
25.2 percent, were r.ot signed bv ap
propriate supervisory personnel: 

The majority of preliminary reports 
were accompanied by supplements of 
whi~h the majority were typed by the 
TYP1ng Pool. 

A significant number of the cases in
volved a suspect in custody or identify 
the subject by name. 

Comparison of Assigned and Unassigned Cases Within 
the Tenth Case Sample 

~pp~ndix 11-4 ~ontains several tables which provide 
1ns1ght to ass1gned versus unassigned cases within 
t~e tenth case sample. Table 11-4 provides in
slght to the number and types of cases within the 
ten~h cas? sa~ple that were assigned for follow-
up 1nvest1gat1on. Of the 492 sample cases, 98, 
?r 19.~ pe:cent, were assigned for followup 
1nvest1gat~on. The determination as to whether a 
c,:se was a~signed was made by whether the case 
f1le conta1ned a supplement written by an investi
ga~o~. ~f the case file contained only the 
or1g1nat1ng documents, it was assumed that the 
case had not been assigned. 
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Offense 

Larceny 
Burglary 
Vandalism 

TABLE 11-4 

TENTH CASE SAMPLE, ASSIGNED CASES 
BY D.C.R. CLASSIFICATION 

Total Cases 
Cases Assigned 

188 33 
117 27 

82 5 

% of Total 
Assigned 

33.7 
27.5 
5.1 

Motor Vehicle Theft 22 8 8.3 
Other ( incl. Traffic) 21 0 0.0 
Assault 20 6 6.2 
Robbery 15 6 6.2 
Disorderly Conduct 9 0 0.0 
Sex Offense (non-rape) 6 4 4.0 
Fraud 
Other 
Rape 
Family 
Stolen 

3 3 3.0 
(non-traffic) 5 3 3.0 

2 2 2.0 
Offense 1 1 1.0 
Property 1 0 0.0 

492 98 100.0% 
-- -

As noted in Table 11-4, the majority of the cases 
assigned included Larceny and Burglary. These 
two type offense cases represented 61.2 percent 
of all assigned cases. 

Table 11-5 presents a comparison within the tenth 
case sample of the percent of total cases (492) 
to the percent of assigned cases (98) by type 
offense. Several observations can be made: (1) 
vandalism represents 16.7 percent of the total 
cases, but only 5.1 percent of the assigned casesJ 
(2) motor vehicle theft represents 4.4 percent 
of the total cases, but accounts for 8.3 percent 
of the assigned cases and fraud represents only 
.6 percent of the total cases, but accounts for 
3 percent of the assigned cases. It is clear that 
the assignment of cases is not directly related 
·to the number of cases taken during a given period. 
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TABLE 11-5 

COMPARISON OF PERCENT ASSIGNED CASES 
TO P~RCENT OF TOTAL TENTH CASE SAMPLE BY CRIME TYPE 

Percent of Total Percent of Assigned 
Cases Within Tenth 

Type Offense Case Sample 
Cases Within Tenth 

Case Sample 

Larceny 38.2 33.7 Burglary 23.8 27.5 Vandalism 16.7 
Motor Vehicle 5.1 

Theft 4.4 8.3 Other (inc1. Traffic) 4.3 0.0 Assault 4.0 6.2 Robbery 3.0 6.2 
Disorderly Conduct 1.8 0.0 Sex Offense (non-rape) 1.2 4.0 Other 
Fraud 
Rape 
Family 
Stolen 

(no Traffic) 1.0 3.0 
.6 3.0 
.4 2.0 

Offenses .3 1.0 
Property .3 0.0 

100% 100% 

The solvability, seriousness and urgency scores 
of the assigned and unassigned cases appear in 
Tables I1-4B, -4C and -4D of the Appendix. The 
mean solvability score of the assigned cases is 
11.66 with a standard deviation of 9.88. The 
mean solvability score of the unassigned cases is 
2.52 with a standard deviation of 3.84. The mean 
seriousness score of assigned cases is 5.07 with 
a standard deviation of 3.45. The mean serious
ness score of the unassigned cases is 3.82 with a 
standard deviation of 3.00. 

A further analysis of the assigned and unassigned 
solvability and seriousness scores wa.s conducted. 
A t-test was conducted to determine if the solv
abi~ity and seriousness scores of the two groups, 
ass~gned and unassigned cases, were significantly 
different. The value of "t" generated for the 
solvability scores was 8.42 and for the serious
ness was 3.30. The .001 confidence level for an 
infinite number of scores is 3.30. Therefore, 
the difference between the solvability scores of 
the assigned and unassigned cases is quite sig
nificant, while the difference between the serious
ness scores of the two data sets is barely above 
chance level (a probability slightly greater than 
1 in 1,000). 
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A review of urgency factors showed that all 11 of 
the cases involving "exceptional circumstance" were 
assigned. However, only a little more than half 
(28 of 53 cases) of the cases which the responding 
officer felt could be solved with a reasonable: 
effort were assigned to an investigator. 

The comparison of cases by responding unit showed 
differing probabilities of the case being as
signed to an investigator. Cases generated ~y 
Patrol were found to be equally represented 1n 
the assigned and unassigned situations. Ap
proximately 88 percent of assigned cases were 
those taken by Patrol and 85 percent of the un
assigned cases were written by Patrol. 
Approximately 2 percent of the assigned cases were 
those taken by Teleserve with approximately 13.7 
percent of the unassigned cases having been taken 
by Teleserve. Approximately 57.2 percent of the 
cases taken by the Special Anti-Crime Squad were 
assigned. All of the cases taken by investi
gators were assigned and approximately 25 percent 
of the cases taken by the Tactical Enforcement 
Unit were assigned. 

Certain types of cases tended to be assigned 
more than others. Property cases represented ap
proximately 78 percent of the assigned cases and 
90 percent of the unassigned cases. Crimes 
Against Persons on the other hand r:-presented 
approximately 21 percent of the ass1gned cases 
and only 9 percent of the unassigned cases. with 
regard to the extent to which the case form w~s 
complete, it appeared that there was no rela~lon
ship between assignment and the extent to Wh1Ch 
al~ facts were present in the case report. 

There was a very strong relationship between 
cases assigned and the extent to which the Patrol 
officer had requested assistance and qnhanced 
cases. The cases in which the officer chose to 
request assistance or decided to enhance it showed 
assignment rates of 26 and 23 ~e:cent, r~spectively 
while the unassigned cases exh1b1ted ass1stance 
or enhancement rates of 5 percent and 8 percent 
only, respectively. The majority of enhancements (both 
assigned and unassigned) consisted of neighborhood 
follow-up (23), vehicle registration (12) I and 
NCIC/CCIC checks (10). Enhancements added by the 
detectives are identified in Table 1I-4K. In
vestigators accounted for 42 enhancements within 
the 98 assigned cases. The most common en-
hancements included photo line-up (8), CHJ/AA 
checks (7), vehicle registration checks (7), 
and pawn ticket checks (6). 
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A wide variance in presence of individual solv
ability factors in assigned cases versus unas
sj.gned cases was noted. Some 22.4 percent of 
the assigned cases involved an arrested suspect 
and 48.0 percent contained the suspect's name. 
For unassigned cases, less than 1 percent 
contained an arrested suspect and less 

than 5 percent contained a named suspect. The 
identification of a vehicle was contained in 17.3 
percent of the assigned cases and only 3 percent 
of the unassigned cases. The presence of 
identifiable property occurred at roughly the 
same rate, 41.9 percent in the assigned cases and 
34 percent in the unassigned cases. Suspect 
physical descriptions occurred in approximately 
63.3 percent of the assigned cases and less than 
14 percent of the unassigned cases. Almost 
47 percent of the assigned cases included a 
witness other than a victim, while witnesses 
occurred in a mere lout of 20 in the unassigned 
cases. Significant physical evidence was contained 
in 26 percent of the assigned cases and only 5 
percent of the unassigned cases. Finally, 51 
percent of the assigned cases were recently com
mitted (24 hours or less) while less than 33 
percent of the unassigned cases contained a 
recent status. 

Table 1I-4L identifies the manner in which 
~he 5~ ?uspects were identified. Suspects were 
1dent1f1ed by Patrol officers at the scene of 
the crime in 29 instances, as a result of Patrol 
officers' efforts to enhance the case in 9 in-
stances, by the combined efforts of Patrol officers 
and investigators in 7 instances and through the 
sole efforts of the investigator in 13 instances. 
Thus, suspects were identified solely by Patrol 
offi?ers in ~5 percent of the cases and by in
vest1gators 1n only 23 percent of the instances. 
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Prosecutor dispositions were obtained from PROMIS 
or the Juvenile District Attorney's records for 
27 of the 98 cases assigned to investigators. It 
is presumed that filings were not accepted for 
other 71 cases. Table II-4M of the Appendix 
identifies details of the dispositions of these 
27 cases. Of the filed cases, 16 resulted in 
some form of negative sanction or treatment pre
scribed by the court. The remaining 11 cases were 
dismissed by the District Attorney, could not be 
orosecuted, were referred to the Department of 
Social Services, or are pending. 

The following major conclusions have been d~rived 
as a result of comparing assigned and unass~gned 
cases: 

1. Existing methods for assigning cases, however 
non-scientific in approach, do clearly select 
the more highly solvable cases for assignment. 
A few solvable cases are also found among the 
unassigned cases. 

2. with respect to seriousness score, assigned 
cases do vary from the unassigned cases, but 
at a level slightly above chance. 

3. 

4 . 

5. 

6 . 

A review of urgency factors indicate that, 
although all cases in which suspects are ln 
custody are assigned, almost half of the cases 
which the responding officer indicates should 
be solved with reasonable effort are not 
assigned. None of the cas~s assign~d or,u~
assigned involve crimes wh~ch were ldent~f~ed 
as "part of a crime pattern". 

Patrol and the Tactical Enforcement unit have 
a low rate of case assignment, with cases taken 
by the detectives and the Special Anti-Crime 
Squad having a higher probability of ~ase 
assignment. 

The assignment probability of major divisions 
of crime, e.g., Crimes Against Property and 
Crimes Against Persons, is directly related to 
the nature of the crime. 

Crimes Against Persons have more solvability 
factors and virtually every robbery, sexual 
assault and assault have suspect descriptions. 
Just the opposite' ,:he case in property 
crimes, particula~.Ly burglaries, larcenies, 
and auto thefts. 
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7. The responding officer appears to be aware 
of the case assignment criteria in that of
ficers tend to ask for assistance and to spend 
more time enhancing those cases which tend to 
be assigned to investigators. 

8. Investigators tend to add less than one half 
enhancement per case, which tends to demon
strate that the bulk of the investigator's 
activities are involved with case packaging 
and administrative details. 

9. Some six out of ten SUSP~.lcts are identified 
as a direct result of Patrol's efforts. 

10. The analysis of prosecutor and court dis
positions of the subject cases indicates that 
33 percent of assigned cases are accepted for 
filing by the District Attorney and less than 
15 percent of assigned cases are likely to 
result in suspects receiving any punishment 
for crimes committed. 

Results of 468 Investigated Cases 

In addition to the analysis of the tenth case 
sample, the Police Study Project was able to 
identify some 468 cases that were determined to 
have been assigned for follow-up investigation. 
This data set is considerably larger than the 98 
cases that were investigated within the tenth case 
sample and an analysis of this population was 
conducted to substantiate conclusions drawn from 
the tenth case sample. 

Appendix 11-5 includes a number of tables providing 
insight to this particular data set. Table II-SA 
which is duplicated below, provides insight to ' 
the type cases within the 468 data set. The 
majority of the type cases are larceny, burglary 
and assault which account for 61.4 percent of 
the cases in this population. Also included 
are 19 rapes, 15 sex offenses, 34 robberies and 1 
homicide. 
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UCR Crime 

Larceny 
Burglary 
Assault 

TABLE II-5A 

INVESTIGATED CASES 
DISTRIBUTED BY UCR CLASSIFICATION 

Type Frequency Percent 

115 
114 

58 

of Total 

24.6 
24.4 
12.4 

8.1 
Motor Vehicle Theft 38 

7.3 34 Vandalism 
34 7.3 

Robbery 
19 4.0 

Rape 
Sex offenses (other 3.2 15 than rape) 

14 3.0 
Fraud 
Other (including 

7 1.5 
Traffic) 

6 1.3 
Forgery 

5 1.1 
Disorderly conduct 

4 . 8 
Other (no Traffic) 

3 .6 
Arson .2 1 Family offenses 

1 .2 
Homicide 

468 100.0% ---

The solvability, severit¥ ~nd ~rgency of t~ese 
assigned cases are identlfled ln Tables II 5B, 
-5C -50 of the Appendix. The mean average 
sol~ability score is 11.32 and the mean average 
seriousness score is 6.17. The ur~c~cy factor:nt identified 249 cases as being sufflclentlY,urg 
to dictate assignment. Some 205 we~e consldered 
by Patrol officers to be sol~able,w~th a 
reasonable effort, six were ldentlfled a~ 
part of a crime pat~ern and 38 were base on 
other exceptional clrcumstances. 

As indicated in the one tenth sa,mple, Patrol 
accounted for the majority of case rehor~~8 
Patrol wrote 409 or 87.3 percent of t e 
cases. 

, 't of the cases some 69 percp.nt, were The ma]Orl y . , ~ t f 
Crimes Against Property and 85.5 percen 0 h t 
the total cases Involved a completed face ~i~ethe 

1 77 or 16 5 percent of the cases, 
In on y, . , d P t 1 
Patrol officer require asslstance, an a ro 
officers chose to enhancl cases only 29 percent 
of the time. 
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The case reports included 88 persons having been 
arrested, 229 suspect names and 70 suspect vehicle 
identifications. In addition, 204 included 
identification of stolen property and 276 
contained descriptions of suspects. Some 109 of 
the cases identified witnesses other than the victim. 

Investigators added 241 enhancements to assigned 
cases. Table II-5L of the Appendix identifies 
the type enhancements made, the majority of which 
were suspects developed by detectives, photo 
line-ups and CIIJ/AA checks, all of which accounted 
for 52.3 percent of the enhancements. The least 
common of the enhancements included matches with 
Gold and Silver Unit data, use of utility listings, 
use of parole/probation information, and the use of 
an informant. 

With regard to suspect identification, 67 were 
identified by the Patrol officer at the scene of 
the crime, 129 were identified as a result of 
Patrol officer follow-up, 98 were identified as 
a result of the combined efforts of Patrol and 
Investigations, and 72 were identified by the 
sole efforts of the investigator. Thus, suspects 
were developed solely by Patrol 53.6 percent of 
the time and by investigators 19.7 percent of the 
time. 

The dispositions of the assigned cases were 
obtained from PROMIS and the Juvenile District 
Attorney's records. It was determined that 
135, or approximately 28.8 percent, of the 
assigned cases were filed with the District 
Attorney. Of the total 135 cases filed, only 
68, or 50 percent of the filed cases or 14.5 
percent of the investigated cases, had prosecu
tion dispositions containing negative sanctions, 
e.g., probation, incarceration, restitution etc. 
or some form of treatment. Actual incarceration 
of a perpetrator was found in 25 instances. Thus, 
only 18.5 percent of the cases filed, or 5.3 per
cent of cases investigated, have thus far resulted 
in prison sentences. 

In conclusion, the make-up of and the results 
obtained from the larger population of assigned 
cases (468) strongly corresponds with the make-up 
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of and the results obtained from the assigned 
cases within the tenth case sample (492). 
Property crimes provided the bulk of the assigned 
cases in both instances. Finally, the tenth case 
sample assigned cases and the 468 assigned cases 
had comparable means and standard deviations for 
the solvability and seriousness scores. 

A t-test was generated to determine if the larger 
set of assigned cases and the assigned cases 
within the tenth case sample varied significantly 
with respect to solvability and seriousness 
scores. The values determined for "t" were .31 
for solvability and 2.76 for seriousness. Neither 
of these values is greater than 3.29i which is 
the infinite degree of freedom value for the .001 
confidence level. Simply put, the chances of the 
larger set of assigned cases and the smaller set 
of assigned cases identified by the tenth case 
sample having a signi ficant di fference with respect 
to solvability and seriousness scores is 1 in 
1,000. 

It was determined that 53 percent of the cases in 
the larger group of assigned cases should have 
been assigned as a result of case urgency. The 
percent of cases within the tenth case sample that 
should have been assigned based on urgency is only 
40 percent. 

The rate of face sheet completion in the larger 
assignment group was 85 percent, while completion 
of the face sheet in the tenth case sample was 
90 percent. Review of case reports in the tenth 
case sample identified that 78 percent received 
field supervisor approval, while in the larger 
group of assigned reports, the supervisor ap-
proval rate was only 68 percent. The rate of 
Patrol enhancement was 23 percent fo~ the tenth 
case sample and for the larger group of assigned 
cases was 28 percent. The rate of detective enhance
ments in both sets of data was one-half oer case. 
Recall that enhancement does not indicate 
value was added to the case, only that the in
vestigator made an effort to enhance the case. 

Lastly, the District Attorney had oispos~tion :ecords 
for 27 percent of the tenth case sample lnvestl
qated renorts and 29 percent of the larger group of assig~ed cases. The rate of negative sanction 
for cases assiqned in the one tenth case sample 
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was 5: percent with a slightly 10vTCr negative 
sanctl~n of 50 percent found for the larger group 
of asslgned ca~es. Recall that negative sanction 
does not mean lncarceration, but can include 
probation, restitution, or treatment. 

Application of Proposed Assignment Criteria to 
Case Samples 

As ~arlier disc~sse~, the Police Study Project 
deslgned new crlter~a for use in determining which 
cases should ~e asslgned for additional follow-up. 
It was determl 'le~ that, the current case screening 
ap~roa~hes descrlbed In Section II do not utilize key 
crlterla that,should be considered in assigning 
cases. More lmportant, they do not provide -
man~ge~e~t an overall view of the consequences 
of lndlvldual case screeninq decisions. Project 
staff dev710ped a~signment values for solvability 
and severlty by flat. It was determined that a 
ca~e,should be ass~gned if it provided a solv
ablilty score of SlX or greater, and seriousness 
score of seven or greater or whenever a case had an 
urgency factor present. Solvability and severity 
fac~or va~ues were previously presented, but arc 
agaln revlewed in Tables 11-5 and 11-6 below. 
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Elements 

I. 

II. 

III. 

IV. 

V. 

VI. 

TABLE 1I-5 

CCS SERIOUSNESS SCORE 

For each victim of bodily harm 

(A) Minor injuries 
(a) Treated and discharged 
(C) Hospitalized 
(D) Killed 

For each forcible sex offense 

(A) Sex offense 
(B) Intimidation by weapon 

Intimidation (except II above) 

(A) Physical or verbal only 
(B) By weapon 

. forcibly entered Number of prem~ses 

Number of vehicles stolen 

t stolen, damaged or Value of proper Y 
destroyed 

(A) Under $10 
(B) $10-$250 
(C) $251-$2,000 
(D) $2,001-$9,000 
(E) $9,001-$30,000 
(F) $30,001-$80,000 
(G) Over $80,000 
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weights 

1 
4 
7 

26 

10 
2 

2 
4 

1 

2 

1 
2 
3 
4 
5 
6 
7 

i 
:1 
t 
i: 
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TABLE 11-6 

PROPOSED SOLVABILITY FACTORS AND POINT SCORE 

Solvability Factor~. 

Suspect{s) Arrested 
Suspect(s) can be Named/Located 
Suspect Vehicle can be Identified/ 

Located 
Stolen Property Can be Identified 
Suspect can be Described/Identified 
Witness with Critical Facts Other 

than Victim 
Was there Critical Physical Evidence 
Was the Crime Recently Committed 

Points 

10 
10 

5 
3 
2 

2 
1 
1 

The Police Study Project appli~d these values 
to both type cases in the tenth case sample 
and the larger group of assigned cases in order 
to test the assignment criteria. The assignment 
cri teria were first applied to the tenth case 
sample data which revealed that 142 cases should 
have been assigned in addition to those the 
Department actually investigated. Types of cases 
that would have been assigned are listed by 
frequency in Table II-6A of the Appendix. The 
overwhelming majority, 89.5 percent, are property 
crimes, including 61 larceny, 37 burglary, 11 
motor v~hicle theft and 11 vandalism. Approximately 
70 percent of the cases that would have additionally 
been assigned would be due to seriousness score. 
Solvability scores would account for 25 percent 
and 2.5 percent would be due to solvability and 
seriousness scores, both of which exceed the 
threshold assignment. Finally, 2.5 percent of the 
cases would have been assigned because of urgency. 

The application of the proposed assignment criteria 
to cases, within the tenth case sample, the 
Department did investigate, indicated that 13 
should not have been assigned. Table II-6B of 
the Appendix identifies the type case by frequency 
that should not have been assigned. All of these 
cases had a solvability score of less than six, a 
seriousness score of less tha.n seven, and in which 
case, none involved any degree of urgency. 
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In summary, the Department assigned 98 cases for 
followup investigation. Application of the 
assignment criteria indicated 13 should not have 
been assigned and that an additional 142 cases 
should have been assigned. The total cases that 
would have been investigated if the proposed 
criteria had been used is 227. In other words, 
of the 492 sample cases, 46.1 percent would have 
been assigned, as opposed to the 98 cases, or 19.9 
percent of the 492 sample cases that were actually 
worked. This results in a net increase of 232 
percent in cases assigned for investigation. Most 
of the additional cases would be assigned as a 
result of their seriousness score. 

The proposed assignment criteria were also applied 
to the larger group of assigned cases (468). The 
application of the criteria identified 68 cases 
that should not have been assigned. These cases 
should have been relegated to the inactive file. 
Insight to these 68 cases is provided in Table 
II-6C of the Appendix. Some 74.8 percent of the 
68 cases are crimes against property_ 

The most important aspect of the proposed assign
ment criteria is that it permits management to 
monitor all aspects of the criminal investigations 
process, including the myriad of individual inves
tigative decisions. In addition, it will ensure 
that all case screening decisions are uniform in 
nature and sufficient consideration is given not 
only to the solvability of cases, but also to the 
severity and urgency nature of such case. 

F. Overview 

The sampling of case reports has produced data 
sets which exhibit validity and were internally 
consistent. Such sampling has provided considerable 
insight to the nature of case reports taken by 
the Department and the quality of preliminary 
investigation, followup investigation, and prose
cutor action. It has been determined that the 
solvability, seriousness and urgency of cases 
are critical factors in determining which cases 
should be assigned and the assignment process 
should be computerized with appropriate management 
reports generated. Department management has not 
given sufficient attention to the pursuit and con
viction of criminals and the proposed systems should 
substantially assist Department management in 
improving their performance level in this respect. 
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The majority of Patrol officers ad' , 
ha;re,demonstrated their concerns ~it~n;~~;lg<;t;O~S 
cr1m1nal elements. ~ven so th 1 1 Y s 
vict' d ~ , e evel of con-
i l~~S an ~rosecutions resulting f~om cases 

nves 19ated 1S lower than what should b 
able. ,Improved investigative goals musteb:ccept-

~=~f~!~~~~dt Follow-up investigation must 'be 
o ensure better prosecutor outcomes. 
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VI. Fleet Administration 

A. Home Garaging 

In late 1980 and early 1981, several detectives' 
vehicles were vandalized at night while parked on 
the street and in the lot behind the Investigations 
Division. Lack of parking space made it necessary 
to park some of the vehicles on the street after 
hours. The vandalism included slashed tires, broken 
windows, broken grills, and d~maged antennae. Also, 
damage to the interiors resulted from ~ttempt~ to 
break into the vehicles and remove pollce radlos. 

Due to this vandalism, in early 1981 the Department 
authorized detectives to home garage assigned vehi
cles at night. Although there have been ~o repo:ted 
major incidents or vandalism to other pollce ve~lcles 
that continue to be parked at Headquarters at nlght, 
this procedure has remained in effect u~til the 
present without any review of alternatlves. Cur-
~ , "" """ 
rently, 91 percent of the Investlgatlons DlVlSlon 
vehicle fleet is home garaged. 

The home garaging of detectives' veh~cles did p:o
vide some relief to after-hours parklng congestlon 
and may have offered a temporary soluti~n t~ the 
vandalism problem. However, thls practlce lS not 
consistent with current city policy. The city's 
Administrative Regulations regarding the usage of 
City-owned vehicles classify nll city vehicles in 
one of the following categories: 

* Management Vehicles 

vehicles assigned to a top-level manager due 
to the nature of the position and as a portion 
of his compensation. 

* General Transportation Vehicles 

Vehicles used primarily for intra-City travel 
in conducting city business which does not 
require special equipment. 

* Specialized Vehicle~ 

A vehicle with special features or equipment 
which is vital to the performance of the 
employee's job. 
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* Emergency Specialized Vehicles 

A vehicle with special features or equipment 
which is vital to the performance of the 
employee's job and with which the employee 
~ust :espond to ~ situation which requires 
lmmedlate attentlon due to a threat to life 
or property_ 

* Carpool Vehicles 

Department heads are authorized to approve 
carpool arrangements using City vehicles 
when City vehicles are available and there 
a:e ~ minimum of three City employees 
wlshlng to carpool. 

The regulations continue by stating: 

City vehicles may only be taken home on an 
ongoing basis by executives and emergency 
category personnel as defined previously. 
Other categories of vehicles may only be 
taken home by employees subject to Depart
ment head approval for special incidents 
which would make departure from the employee's 
home more reasonable due to the nature of the 
circumstances. When City vehicles are driven 
between work and home locations, no stops are 
to be made except for official or emergency 
reasons. 

In addition to not complying with City policy, 
certain problems have developed from the take
home car procedure: 

* UnmaI"ked vehicles are not available to 
other Department members when needed. 

* If a detective is on a day off or on sick 
leave, the vehicle is not available for 
use unless arrangements are made to pick 
the vehicle up at the detective's home. 

* Vehicles which are taken home and not 
secured in a garage are still susceptible 
to vandalism. 

* There are additional fuel and maintenance 
expenses associated with take-home use. 

* possible misuse of the vehicle by utilizing 
it for personal business. 
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* Preventive maintenance service is not per
formed as scheduled because the detective 
generally does not make the assigned vehicle 
available for scheduled service due to pur
ported work load demands. 

* Disparity in accumulated mileage partially 
due to varying travel distances to and 
from work. 

While examining this problem area, it was deter
mined that other areas of the Department have 
developed a liberal approach to approving home 
garaging. Table 11-7 presents vehicle assignments 
and the number of such vehicles approved for home 
garaging by Department unit in 1982. As indicated, 
31.8 percent of the entire Police Department fleet 
is home garaged, and the majority of which are not 
done so in accordance with City policy. 

TABLE 11-7 

COLORADO SPRINGS POLICE DEPARTMENT 
VEHICLE ASSIGNMENT ANALYSIS - 1982 

Budget 
Program/Position 

Number of 
Assigned 
Vehicles 

3110-Chief of Police 1 

3120-Support Services 11 
1 Captain 
1 Lt. (Neighborhood 

Watch) 
1 P.O. (Crime Stoppers) 
1 P.O. (School Resource 

Officer) 
1 P.o. (Crime Prevention) 
1 civ. (Training) 

3130-Staff Services 12 

3140-Investigations 
1 Deputy Chief 
1 Captain 
1 Lt. (Persons) 
1 Sgt. (Persons) 
8 P.O. (Detectives) 

43 
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Number 
of Vehicles 
Home Garaged 

1 

6 

o 

39 

Percent 
of Total 

Home Garaged 

100.0 

55.0 

0.0 

91. 0 
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TABLE 11-7 

COLORADO SPRINGS POLICE DEPARTMENT 
VEHICLE ASSIGNMENT ANALYSIS - 1982 

(Continued) 

Number of Number 
Budget Assigned of Vehicles 

Program/position Vehicles Home Garaged 

1 Lt. (Property-SCAT) 
15 P.O. (Detectives) 

1 Sgt. (Juvenile) 
3 P.O. (Juv Dets) 
2 Sgt. (SCAT) 
5 P.O. (Detectives) 

3150-Uniform Services 119 8 
1 Captain 
1 Admin. Lt. 
1 Lt. (Traffic) 
1 Sgt. (Traffic) 
Special Operations 
1 Lt. 
1 Sgt. (T.E.U.) 
1 Sgt. (Bomb) 
1 P.O. (Bomb) 

3170-Inspection Services 6 4 
1 Deputy Chief 
1 Lt. (Inspections) 
1 Lt. (Intelligence) 
1 Sgt. (Intelligence) 

3180-Training 6 5 
1 Deputy Chief 
1 Lt. (Training) 
1 Sgt. (Reserve Liaison) 
1 P.o. (Crime Stoppers) 
1 P.O. (Range Officer) 

198 63 -- --

Percent 
of Total 

Home Garaged 

6.7 

67.0 

83.0 

31. 8% --

Two of the vehicles listed on the 1982 vehicle 
assignment list are home garaged outside the City 
limits, one near Palmer Lake and the other near 
Falcon. The approximate round-trip mileage for 
both these vehicles is 88 miles. Using an esti
mated round-trip mileage for the remainder of the 
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home garaged vehicles, plus five vehicles not 
included in Table 11-7 which are known to be 
home garaged, of eiqht miles per vehicle, and 
assuming an average of four miles per vehicle 
per day for other personal use, an attempt was 
made to calculate the cost of home garaging 57 
vehicles not meeting City policy for such practice. 
At the rate of 20¢ per mile and 260 workdays per 
year, the approximate annual cost for unjustified 
home garaging was determined to be $39,312. 

No other vehicles, other than management vehicles, 
should be home garaged outside the City limits. 
Home garaging emergency vehicles should be accom
plished by parking the vehicle at a City facility 
within City limits nearest the employee's resi
dence. 

"Top-level Managers," as discussed within the 
City's Administrative Regulations on vehicle use, 
include all executive positions as prescribed in 
the City's Salary Schedule. Relative to the 
Police Department, this includes the Chief of 
Police and deputy chiefs onlYi it does not include 
police captains. Other vehicles taken home on an 
ongoing basis must meet the requirements of the 
"Specialized Vehicle" or "Emergency Specialized 
Vehicle" categories. 

Personnel subject to callout do not necessarily 
require a takG-home vehicle. Provisions in the 
City's Personnel Policies and Procedures Manual 
allow reimbursement for use of personal vehicles 
on official City business. Such Manual provides: 

An employee who is authorized to operate a 
private vehicle on official City business 
shall be reimbursed for such usage at a 
rate prescribed by the City Manager. 

The current rate of reimbursement is 20¢ per 
mile, which is the same as the IRS allowable 
rate. 

The employee's personal vehicle insurance covers 
liability should the employee become involved in 
an accident while operating his private vehicle 
on official City business. However, if the 
employee's insurance carrier refuses to provide 
coverage, the City assumes responsibility for the 
liability. Also, if the actual amount of lia
bility exceeds the limits of the employee's 
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pers~nal ~nsurance coverage, the City's insurance 
carrler wlll make up the difference. 

T~ree ins~rance companies were contacted to deter
mlne the lmpacts on rates and coverage when an 
employee uses a personal vehicle for business 
purposes: 

* Allstate Insurance Company 
Southgate Shopping Center 

* American Family Insurance Company 
3530 Austin Bluffs Parkway 

* S-tate Farm Insurance 
2300 North Academy Boulevard 

Representatives of each of these companies stated 
that anyo~e who has automobile insurance coverage 
u~d~r th~lr company is covered up to the policy 
11~ltS ~f coverage should the insured, while 
uSlng hlS per~onal vehicle for occasional business 
purposes~ be lnvolved in an accident. There is 
n~l~ate lncrease for occasional business use nor 
Wl the company refuse to provide coverage in 
the,event of a claim. If the vehicle is used for 
buslness more than 50 percent of the time, it 
must be,declared as a business vehicle and higher 
rates wlll then apply. The increased rates for 
declared business vehicles range from 10 to 40 
percent over the usual rate. 

Tab~e II-8 presents the recommended list of 
ass7gnments/persons who should be assigned 
ve~lcle~ fo: h~me garaging on an ongoing basis, 
WhlCh IlSt lS ln accordance with City I' 
The im 1 t t' po lCy. 

,P emen a ~on of the proposed reorganization 
may dlctate,some c~angesi however, any changes 
should remaln conslstent with City policy. 

Five ~f the eleven vehicles proposed for home 
garaglng are usedbeby top-level management, with 
six vehicles to assigned based on job-related 
need. ,Four are required for use by the Special 
Operatlons commander, S.W.A.T. sergeant and two 
S.W.A.T. officers who are subject to call outs 
and ~ho,carry special equipment, i.e., weapons, 
baillstlc vests, etc., which should be home 
garaged for ~ecurity and quick response reasons. 
TW~ are requlred by members of the Explosives 
Unlt (one sergeant and one police officer) who 
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I are also subject to callout at any time. The 

latter tvm vehicles are needed to carry special 
equipment used in explosives investigations. 

No other vehicles need to be taken home on an 
ongoing basis; however, special situations may 
occasionally develop in which a member of the 
Police Department will have to take a vehicle 
home. Such situations should be closely eval
uated and monitored. 

TABLE 11-8 

COI,ORADO SPRINGS POLICE DEPARTMENT 
1982 VEHICLE ASSIGNMENTS 

PROPOSED HOME GARAGING 

Budget 
program/Position 

3ll0-Chief of police 

3l20-support Services 

3l30-Staff Services 
1 Deputy Chief 

3l40-Investigations 
1 Deputy Chief 

3l50-Uniform Services 
Special Operations 
1 Lt. 
1 Sgt. (T. E . U . ) 
2 P.O. (T.E.U.) 

Number of 
Assigned 
Vehicles 

1 

11 

12 

43 

119 

2 Bomb Tech. (Sgt.& P.O.) 

3170-1nspection Services 6 
1 Deputy Chief 

3l80-Support Services 
(TNG) 6 

1 Deput.y Chief 

198 
= 
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Number 
of Vehicles 
Home Garaged 

1 

0 

1 

1 

6 

1 

1 

11 
= 

Percent 
of Total 

Home Garaged 

100.0 

0.0 

8.0 

2.0 

5.0 

16.0 

16.0 

--
5.5% 

B. Overview of Investigations Division Fleet 

Year 

1970 
1971 
1972 
1974 
1976 
1977 
1978 
1979 
1980 
1981 

As reflected in Table 11-9, there are currently 
43 vehicles assigned to the Investigations 
Division. Three of the vehicles, a 1970 Ford 
Bronco, a 1972 Volkswagen, and a 1976 Chevrolet 
4X4 pickup, are vehicles that were confiscated 
by court authority and added to the fleet. Not 
included in the 43 vehicles are two confiscated 
motorcycles, a 1974 Kawasaki and a 1977 Yamaha. 
The year of manufacture of the 43 vehicles ranges 
from 1970 to 1981 and the mileage ranges from 
16,000 to 134,000 miles. 

TABLE 11-9 

AGE AND MILEAGE OF 
VEHICLES ASSIGNED TO THE 

INVESTIGATIONS DIVISION 
1982 

Mileage in Thousands 
o 15 16 30 31-45 46-60 61-75 76+ Total 

1 

1 
1 
1 
2 

6 

2 
4 

3 

9 

4 
3 
3 

10 

1 
7 
2 
1 

11 

2 
1 
1 
1 

2 (1 confiscated) 
1 
1 (1 confiscated) 
2 

2 3 (1 confiscated) 
11 

8 
9 
1 
5 

7 43 

Table 11-9 indicates, as of mid-1982, the 
distribution of the vehicles by year of manu
facture and approximate mileage in l5,000-mile 
increments. Twenty-eight vehicles, or 65 percent 
of the 43 vehicles assigned to the Investigations 
Division, are five or more years old, and 18 
vehicles r or 42 percent, have been driven over 
60,000 miles. The high mileage is largely due 
to home garaging; however, the retention of 
aging and high-mileage vehicles may be attributed 
to the lack of an effective vehicle replacement 
proqram. 
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According to the information provided by the 
Investigations Division, approximately 37 per
cent of their fleet has major problems, including 
bad transmissions and engines. The City's pre
ventive maintenance program is not soundly based 
and, according to the Department's fleet coordi
nators, the preventive maintenance schedule the 
City uses is not being followed in all instances. 

C. Confiscated Vehicles 

As previously mentioned, three vehicles and two 
motorcycles of the Investigations Division fleet 
were confiscated as public nuisances under the 
provisions of Colorado Revised Statutes 16-13-301 
through 314. Confiscation was permitted due to 
the vehicles being used for the sale, dispensing, 
and/or transport of narcotics and other dangerous 
drugs. Additionally, a 1970 Jeep Wagoneer was 
confiscated by the Juvenile Unit after it was 
determined that the vehicle was used in connection 
with a sexual assault. This vehicle is presently 
assigned and used on a regular basis by S.A.C.S. 

According to the above-cited State statutes, the 
court may order any property seized as a public 
nuisance to be sold by the sheriff. Such statutes 
further provide that the proceeds from the sale 
of such seized property or portion thereof may be 
delivered to the seizing agency if the court finds 
that the proceeds can be used by such agency. Also, 
in lieu of ordering the sale of such property, the 
court may order it delivered to the agency which 
seized it if the court finds that it can be used 
by that agency. Such was the case when the City 
took title to the previously identified confiscated 
property. 

Although the confiscated vehicles can be looked 
upon as a 'gift,' the cost to repair and maintain 
them is rather high. For example, maintenance 
records indicate that in January 1982, $1,336 was 
spent to repair the confiscated 1970 Ford Bronco. 
The cost to repair and maintain that vehicle through
out 1982 totaled $2,756. The cost to repair and 
maintain the confiscated 1976 Chevrolet 4X4 pickup 
in 1982 totaled $1,860. 

On January 31, 1983, the establishment of a 
Special Investigation Fund for El Paso County 
was approved by the Board of El Paso County 

11-108 

Commissioners. Revenue for this f ' , 
from seizures and forf 't und ~s der~ved 
nuisance statute and i:~tur~s under the,public 
special investigations ano 

Je used to f~nance 
in El Paso County. d undercover operations 

The,fund ~s not to be used t 
of ~nvest~gations normall 0 pay for the ~ost 
regular operating budget y ~~~d~~lihr?ugh ~ts 
types of e f· ow~ng are 
that rna xpen~es or special investigations 

y be pa~d from revenues in the fund: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

~rertime ~ay ~ncurred during the course 
of a ~pec~~l ~nvestigation. Normal 
salar~es w~ll not be paid from th' 
fund. ~s 

Professional services of consultants. 

Professional serv;ces of ' 
..L aud~tors. 

Speci~lized investigative equipment and 
assoc~ated maintenance costs. 

~pecia~ized training required to conduct 
~nvest~gations. 

Cash to be used in the purchase of drugs 
or other contraband. 

Informants' fees or costs. 

Travel and per diem costs for ' 
~nvestigations. 

~ental costs of items reauired for special 
~nvestigations. ~ 

10. Other costs reI t d t a e 0 special investigations. 

It is reported that C 1 d 
ment personnel h 0 ora 0 Springs Police Depart-
of the El P ave proposed to representatives 

aso County Sheriff's D t 
an agreement be dev 1 epar ment that 

i~n~errn~i tthh7 POlic: g~;~r~~~~~e~o t~~i~I~~c~~~s 
. ~s were to occur t' 

the Police Department would beP~?per Ydse~Zed by 
the Sheriff's Department with th~spose of by, 
placed in th f d ,e proceeds be~ng 
then have th: r~~h~ t The Po~~ce Department would 
2ccordance with the po s~e~ the proceeds in 
D rOV~S~ons of the fund P I' 
ep~rtment representatives intend to . 0 lce 

act~on t " propose this 
o cOlnclde with the County's 1984 budget 
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process. Until such time as this proposal is 
approved, Police Department representatives 
intend to place revenues derived from selling 
seized property into the Metro S.C.A.T. buy 
fund. 

The size of the vehicle fleet should be deter
minec by the total needs of the Department and 
the acquisition of the required vehicles should 
be accomplished through the annual budgetary 
process. The addition to the fleet of confis
cated vehicles will simply increase the fleet 
size above the required level, with probably less 
than desired quality vehicles. 

In the absence of a City policy governing the 
sale or use of seized property/vehicles, it 
appears appropriate that such vehicles be dis
posed of in accordance with the provisions of the 
State statutes and the proceeds from the sale be 
deposited into the City's Genera.l Fund. Any 
exceptions deemed necessary to this procedure 
should be handled on a case-by-case basis and be 
subject to review and approval of the City Manager. 

D. Vehicle Pools 

Strict compliance with City policy regarding ~ake
home vehicles would facilitate having additional 
vehicles available when needed for specific 
situations. The pooling of Department vehicles 
rather than assigning them to individuals or 
organizational units would further enhance 
vehicle use. 

By pooling vehicles at specific locations as 
was proposed by the City Manager on April 30, 
1979 1 i.e., plain vehicles at the West Substation 
and plain vehicles at Headquarters, use of the 
vehicles would be more evenly distributed and 
maintenance programs could be more easily con
trolled. Some units seldom use their assigned 
vehicles, while other units make considerable use 
of their vehicles, and at times have need for 
additional vehicles. 

By pooling vehicles, an individual can sign out a 
vehicle for an assigned task then return it when 
that task is completed. This should result in 
better compliance with maintenance schedules. 
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Keys to all vehicles in each of the pools could 
be kept on a keyboard at the sign-out location. 
Two or more sign-out locations may be necessary 
at the Headquarters location. Each person who 
signs out a pool vehicle would have the responsi
bility of ensuring that it has at least one-quarter 
tank of fuel when it is returned. 

E. Headquarters Parking 

The Department is faced with a severe parking 
short~ge at each of its facility sites, partic
ularly Headquarters. There are 88 Department 
vehicles utilized at Headquarters for which there 
are only 62 parking spaces dedicated for police 
use. Figure II-23. identifies the location of such 
parking spaces, plus 18 joint-use spaces shared 
with the Marshal's Office and Municipal Court 
judges. Table 11-10 identifies the use of each 
of the parking areas. 

TABLE 11.,..10 

HEADQUARTERS PARKING BY USE 

Parking Number of '.l'ype of 
Are"a Spaces parking Parking Use 

Dedicated: 

A 7 Street Patrol Mgmt. 
and other 

B 5 Street Traffic 
C 11 On-site Traffic and 

Administrative 
D 5 On-site '.l'raffic and 

Administrative 
E 2 On-site Management 
F 14 On-site rrraffic and 

Adminjstrative 
H 5 On-site Investigations 
I 13 On-site Investigations 

b2" 
= 

Joint Use: 

G 18 On-site Marshal's Office 
- Judges and Police 
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Because of this shortage, spaces are not readily 
available for volunteer workers or officers to 
travel to Headquarters for occasional business. 
Also, this shortage exists even with home garaging. 

During daytime hours, the lack of available 
parking prompts officers to illegally park on 
the street at metered spac.es which causes an 
adverse reaction from citizens. This practice 
was monitored with it being found that for the 
majority of any workday, an average of seven 
unmarked police vehicles are parked at metered 
spaces, generally in front of or near the Inves
tigations Division offices. Such cars include 
undercover vehicles assigned to Metro S.C.A.T. 
and Investigations and Intelligence. Some 
officers choose to park on the street to better 
ensure their car is not identified as a police 
vehicle. For security purposes, undercover 
vehicles should not be mingled with the remainder 
of the police vehicle fleet. 

Adequate parking can be provided by utilizing City 
Parking Garage No. 1 at Kiowa Street and Nevada 
Avenue. Preliminary discussions have been held 
with the-City's senior traffic analyst to reserve 
75 parking spaces for police vehicles on the top 
level of that garage at a monthly cost of $30 per 
space. The proposed reorganization presented in 
Chapter X of this report may dictate some changes; 
however, approximately 75 parking spaces will be 
required to accommodate current parking needs. 
This represents only about three-fourths of the 
available parking on the top level of the garage 
and annual costs total $27,000. This cost is 
approximately $12,000 less than the cost of home 
garaging vehicles which do not meet City policy. 
Such funds will be paid into the Parking Meter 
Fund which, after expenses, will be used to 
finance additional parking accommodations. 
Approximately 40 spaces can be made available 
by September 1983, with all 75 being available 
within a year's time. Included in the 75 
spaces are three spaces for volunteer workers, 
which parking should be provided free of charge. 

Nighttime and weekend security officers can be 
furnished, with increased security also being 
accomplished by programming the elevator so it 
will not travel to the top level after a specified 
weekday time and on weekends. Keys can be provided 
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for after-hours needs, providing access via the 
locked stairway. When an adequate number of 
spaces at the parking garage have been secured, 
all or a portion of the on-street parking used 
by the Police Department, Areas "A" and "B," can 
be returned to public parking. 

Utilization of the garage will provide better 
security, better control for "pooling," and will 
create a favorable reaction from citizens by 
eliminating parking violations. 

Authored By: 

"-~ B. Ho. f=t..l? 
Victor B. i'lorris 
Police Captain 

Ken Bayens 
Police Lieutenant 

Tom Butler 
Police Sergeant 

~~~. 
Michael R. Ranne 
Police Sergeant 

)) ~ .. ~ ~76.L, 
Donald Enqlish 
Police Officer 

;i?~d~'--
Police Officer 
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APPENDIX 11-1 

CASE SAMPLE CODING SliJi:ET 

INCIDENT II I I J I I 

UCR CODE I I I I , 

SERIOUSNESS SCORE ~ 

LEVEL OF INJURY W 
TYPE OF INJURY W 
MEDICAL TREATMENT U 

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

INVESTIGATIVE CLASSIFICATION 

I I OFFENSE if. I ........ -I.-.L..J.-I 

STATUS U 

EXTENT OF FORCE ~ 

WEAPON USED W 

------------------------
ORIGINATING OFFICER 1 I I I 1 

--------------------------------
SECTION LL .... I ~~...I 

SUPPLEMENTS .... 1 ..L-.l....L-..L.1 ...JI 

By FIELD OFF. ~ 

TYPE OF CASE U 

COMPLETED FACE SHEET U 
INTERVI EWS U OTHER U( T I • E. I ELESERVE, 

WITNESS U 
CASE .~SS I STANCE I [ I I J 

SUSPECT U 
ENHANCEMENTS 1 I I I I 

CASE REVIEW ApPROVED U 
SOLVABIl.1TY FACTORS ON FACE SHEET e.o.uru. 

SUSPECT(S) ARRESTED 
10 

SUSPECT(S) CAN BE NAMED/LoCATED ID 
SUSPECT VEHICLE CAN BE IDENTIFIED/LoCATED 

5 
STOLEN PROPERTY CAN BE IDENTIFIED 

3 
SUSPECT CAN BE DESCRIBED/IDENTIFIED 2 
WITNESS WITH CRITICAL FACTS OTHER THAN VICTIM 2 
WAS THERE 'CRITICAL PHYSICAL EVIDENCE 1 
WAS THE CRIME RECENTLY COMMITTED 1 

TOTAL 

CASE ASSIGNED To U 
CASE PACKAGEtl ONLY U 
SUPPLEMENTS J J I I I J 

DETECTIVE IBM lLJ.J 
ENHANCEMENTS I I I , I I J 
URGENCY - UUE To lJLJLJ 

NUMBER SUSPECTS ARRE~TED U 
How SUSPECT WAS I DENT! F I ED I I I I LU 

ELAPSED TIME - OFFENSE To ARREST ~ 

PROSECUTJOH I J I I j 
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Appendix 11-2 

Insight to Case Sample Coding Alternatives 
(for selected entries only) 

TYPE CASE 

Prop~rty 

Those cases in which property of another was remov7d,or 
misused. These cases included burglary, theft, cr~m~
nal trespass, check fraud, auto theft, theft of aut~ 
parts, consumer fraud, procuring food or accommodat~ons 
under false pretenses, and arson. 

Persons 

Those cases that relate to physical contact with 
another person or threat of physical harm. These cases 
include homicide, assault, sexual assault, robbery, 
extortion, and kidnapping. 

Victimless Crimes 

Those cases that include prostitution~ narcoti7s~ con
traband escape, possession of explos~ves, fug~t~ve 
from ju~tice, gambling, and criminal tampering. 

SUPPLEMENTS (to cases) 
i 

Typed by Officer 

Means the officer typed the supplement, generally at 
assigned work station. 

Handwritten 

A supplement that could be handwritten by the officer. 

Typed From Dictation 

Those supplements that a~e generally ~o:e,extensive in 
content and are typed by Department c~v~l~ans. 
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CASE ASSISTANCE 

Youth/Victim Counselors 

Trained civilian personnel within the Department and 
outside agencies, such as Department of Social 
Services, that are requested by field officers for 
assistance and per written policy of the Department. 

Investigators 

Sworn, plain clothes personnel who are assigned to 
the Investigations Division for the purpose of case 
follow-up and case presentation to the next judicial 
process. 

Crime Lab 

Sworn and non-sworn personnel with specially equipped 
vehicles tor some forensic capabilities generally used 
at serious crime scene. Personnel have training in 
latent fingerprint indentification, ballistics 
comparison, and photographic specialties. 

Supervisor/MPO 

Supervisor will generally be a field sergeant or 
lieutenant. In their absence the Master Patrol Officer 
(MPO) can assist. Their requested presence generally 
is for photographs and dusting for fingerprints of a 
crime scene or clarification on a point of view. 

Arson Team 

A special unit structured under the Colorado Springs 
Fire Department but housed within the Investigations 
Bureau of the Police Department who respond to most 
suspicious fires and have been specifically trained in 
arson investigations and followup work of those cases. 

S.A.C.S. 

Special Anti-Crime Squad. Utilizes sworn uniform and 
non-uniform personnel on specific crimes of burglary 
and robbery. Maintains robbery alarms and cameras in 
susceptible business targets on a temporary basis. 
Basically serves as an assist to Uniform Division in 
targeting areas of excessive amounts of criminal 
activity using different types of covert and overt 
techniques. 
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Bomb Squad 

A two-man unit with special equipment and training in 
the area of explosive devices and materials. 

'r.E.U. 

Tactical Enforcement Unit. Commonly called S.W.A.T. 
(Special Weapons and Tactics). Called on by field 
officers through command personnel or staff officers in 
hostage situations and other potentially dangerous 
situations. 

polygraph 
J 

Also referred to as "lie detector". Used at the 
request of officers as an investigative aid. Admin
istered to suspects with consent or victims of crimes 
under extenuating circumstances. Testing of pre
employment applicants for sworn police and fire appli
cants and some civilian applicants of the City of 
Colorado Springs. 

, 
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APPENDIX 11-3 

OVERVIEW OF 10TH CASE S.a..MPLE (492) 
CASE REPORTS TAKEN DURING 

FIRST QUARTER 1981 

TABLE II-3A 

. . 10th Case Sample 
D~str~buted by UCR Classification 

UCR Crime Type Frequency Percent of Total 
Larceny 
Burglary 
Vandalism 
Motor Vehicle Theft 
Other (incl. Traffic) 
Assault 
Robbery 
Disorderly conouct 
Sex offenses (other 

than rape) 
Other (no Traffic) 
Fraud 
Rape 
Family offenses 
Stolen property 

188 
117 

82 
22 
21 
20 
15 

9 

6 
5 
3 
2 
1 
1 

492 
= 

TABLE II-3B 

. . . 10th Case Sample 
D~~tr~buted by Solvability Score 

38.2 
23.8 
16.7 

4.4 
4.3 
4.0 
3.0 
1.8 

1.2 
1.0 

.6 

.4 

.3 

.3 

100.0% 

Solvability Score Frequency Percent of Total 

o 
1 
2 

165 
49 
25 
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TABLE 11-3B 

10th Case Sample 
Distributed by Solvability Score 

(continued) 

Solvability Score Frequency Percent of Total 

3 
4 
5 
6 
7 
8 
9 

10 
11 
12 
13 
14 
15 
16 
17 
18 
19 
20 
21 
22 
23 
24 
25 
26 
27 
28 
29 
30 
31 
32 
33 
34 
Error 

104 
44 
12 

4 
2 
8 
2 
5 
1 
2 
8 
5 

15 
6 
1 
3 
2 
2 
1 
2 
3 
2 
4 
3 
1 
o 
3 
o 
3 
o 
o 
2 
3 

492 

Mean solvability score - 4.36 
Standard Deviation - 6.68 

11-120 

21. 2 
8.9 
2.4 

.9 

.4 
1.6 

.4 
1.0 

.2 

.4 
1.6 
1.0 
3.1 
1.2 

.2 

.6 

.4 

.4 
• 2 
.4 
.6 
.4 
. 8 
.6 
.2 

0.0 
.6 

0.0 
.6 

0.0 
0.0 

.• 4 
.6 

100.0% 

I 1 

TABLE 11-3C 

10th Case Sample 
Distributed by Seriousness Score 

Seriousness Score Frequency Percent of Total 

o 
1 
2 
3 
4 
5 
6 
7 
8 
9 

10 
11 
12 
13 
18 
26 

33 
33 

186 
35 
15 
21 
20 
64 
57 
15 

4 
3 
2 
2 
1 
1 

492 

Mean seriousness score - 4.07 
Standard Deviation - 3.14 

TABLE II-3D 

10th Case Sample 
Distributed by Urgency Factors 

May be solved with reasonable effort 
Part of a crime pattern 
Other 
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6.7 
6.7 

37.8 
7.1 
3.0 
4.3 
4.1 

13.0 
11. 6 

3.0 
.9 
.6 
.4 
.4 

? .... 
. 2 

100.0% 
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Unit 

Patrol 
Teleserve 
SACS 
Detectives 
TEU 
Arson 
Traffic 

Property 
Persons 
Statutory 
Unknown 

TABLE II-3E 

10th Case Sample 
Distributed by Responding Unit 

Frequency 

418 
55 

7 
5 
4 
2 
1 

492 

TABLE 11-- 3F 

10th Case Sample 
Distributed by Type of Case 

Frequency 

431 
57 

1 
3 

492 

TABLE II-3G 

Percent of Total 

85.0 
11. 2 
1.4 
1.0 

. 8 

.4 

.2 

100.0% 

Percent of 

87.6 
11. 6 

.2 

.6 

100.0% 

Total 

10th Case Sample 
Distributed by Face Sheet Completion 

Type Frequency 

Completed Face Sheet 437 
Incompleted Face Sheet 55 

492 
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Percent of Total 

88.8 
11. 2 

100.0% 
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TABLE II-3H 

. . 10th Case Sample 
Dlstrlbuted by Case Assistance 

Type Assistance 

Supervisor/MPO 
Youth/Victim Counselors 
Crime Lab 
SACS 
Polygraph 
Investigators 
TEU 

Frequency 

23 
9 
9 
3 
2 
1 
1 

48 

Percent of Cases 
With Assist 

47.9 
18.8 
18.8 

6.3 
4.2 
2.0 
2.0 

100.0% 

TABLE II-3I 

10th Case Sample 
Distributed by Patrol Case Enhancements 

Type Frequency Percent of Total 
Neighborhood followup 
Vehicle Registration 

23 42.6 
Check 12 22.2 NCIC/CCIC Check 7 13.0 CHJ/AA Check 4 7.6 Parole/Probation 2 3.7 Pawn Ticket Check 1 1.8 Utilities Listings 1 1.8 Latent Fingerprints 
Obtained 1 1.8 Use of ORU files 1 1.8 Confession 2 3.7 

54 100.0% 
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TABLE I1-3J 

10th Case Sample 
Distributed by Supplements and Supplement Sources 

Type Supplements Frequency 

Handwritten 41 
Typed by Officers 3 
Dictated and Handwritten 290 
Dictated 46 

Sources of 
Supplements 
Other Than 
Patrol and 

Investigations 

Teleserve 
Fire Department 
Pawn Detail 
Other 

380 

Frequency 

85 
1 
2 
4 

92 

TABLE II-3K 

10th Case Sample 

Percent of Total 

10.8 
.7 

76.3 
12.2 

100.0% 

Percent of Total 

92.4 
1.0 
2.2 
4.4 

100.0% 

Distributed by the Presence of Solvability Factors 

Factor Frequencl Percent of Total 

Suspect(s) arrested 25 5.0 
Suspect(s) named 65 13.2 
Suspect Vehicle ID 30 6.0 
Stolen property 

identifiable 175 35.6 
Suspect described 123 25.0 
Witness other than 

victim 46 9.3 
Critical physical 

evidence 46 9.3 
Recently committed crime 178 36.0 
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APPENDIX 11-4 

10TH CASE SAMPLE (492) 
COMPARING ASSIGNED AND UNASSIGNED CASES 

TABLE I1-4A 

10th Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by U.C.R. Classification 

Cases % of Total Cases Offense Assigned Assigned Unassigned 

Larceny 33 33.7 Burglary 27 27.5 Vandalism 5 5.1 
Motor Vehicle Theft 8 8.3 Other (incl. Traffic) 0 0.0 Assault 6 6.2 Robbery 6 6.2 
Disorderly Conduct 0 0.0 Sex Offense (non-rape) 4 4.0 Fraud 3 3.0 Other (non-traffic) 3 3.0 Rape 2 2.0 Family Offense 1 1.0 Stolen Property 0 0.0 

98 100.0% -

TABLE II-4B 

10th Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Solvability Score 

Solvabilitl Score Assi2ned Cases Unassigned 

0 8 157 1 6 43 2 4 21 3 10 94 4 12 32 5 4 8 6 2 2 7 0 2 
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155 
90 
77 
14 
21 
14 

9 
9 
2 
0 
2 
0 
0 
1 

394 
--

Cases 

1 
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TABLE I1-4B 

10th Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Solvability Score 
(continued) 

Solvability Score Assigned Cases Unassigned 

8 1 7 
9 1 1 

10 2 3 
11 0 1 
12 0 2 
13 4 4 
14 4 1 
15 8 7 
16 5 1 
17 0 1 
18 3 0 
19 2 0 
20 2 0 
21 0 1 
22 1 1 
23 3 0 
24 1 1 
25 4 0 
26 2 1 
27 1 0 
28 0 0 
29 3 0 
30 0 0 
31 3 0 
32 0 0 
33 0 0 
34 2 0 
Error 0 3 

98 394 
- --

Note: 

Mean of investigated cases - 11.66 
Standard Deviation of investigated cases - 9.88 
Mean of cases not investigated - 2.52 

Cases 

Standard Deviation of cases not investigated - 3.84 
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TABLE II-4C 

10th Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Seriousness Score 

Seriousness Score Assigned Cases Unassigned 

0 6 27 
1 5 28 
2 24 162 
3 4 31 
4 6 9 
5 9 12 
6 7 13 
7 12 52 
8 12 45 
9 5 10 

10 3 1 
11 1 2 
12 2 o. 
13 1 1 
18 1 0 
26 0 1 

98 394 -

Note: 

Mean of investigated cases - 5.07 
Standard Deviation of investigated cases - 3.45 
Mean of unassigned cases - 3.82 
Standard Deviation of unassigned cases 3.00 

TABLE II-4D 

10th Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Urgency 

Cases 

UrgEmcy Type 

May be solved 

Assigned Cases Unass.lgned Cases 

with reasonable 
effort 

Part of crime pattern 
Other 

28 
o 

11 

39 
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TABLE II-4E 

lOth Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Responding Unit 

Cases % of Total Cases 

Unit Assigned Assigned Unassi9ned 

Patrol 86 88.0 
Teleserve 2 2.0 
SACS 4 4.0 
Detectives 5 5.0 
T.E.U. 1 1.0 
Arson 0 0.0 
Traffic 0 0.0 

98 100.0% 
-

TABLE II-4F 

10th Case Sample 
Displaying Investigated and unassigned Cases 

Distributed by Type Case 

Cases % of Total 

332 
53 

3 
0 
3 
2 
1 

394 
--

Cases 

Type Assigned Assi9ned unassigned 

Property 76 78.0 355 

Persons 21 21. 0 36 

Statutory 1 1.0 0 

Unknown 0 0.0 3 

98 100.0% 394 ---
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TABU:: 1I-4G 

. . 10th Case Sample 
DlsplaYlng Investigated and Unassigned Cases 

Distributed by Face Sheet Completion 
and Supervisor Approved 

Cases 
Assi9ned 

% of Total 
Assigned. 

Complete face sheet 
Incomplete face sheet 

88 
10 

90.0 
10.0 

98 100.0% 

Note: 

Preliminary case approved by field supervisor. 

'l'ABLE II-4H 

10th Case Sample 
Displayi~g I~vestigated and Unassigned Cases 

Dlstrlbuted by Case Assistance 
Requested by Patrol 

Cases % of Total 

Cases 
Unassigned 

349 
45 

394 

Cases 
Type Assistance Assi9ned Assigned Unassigned 

Supervisor/MPO 17 17.3 6 
Youth/Victim counselor 0 0.0 9 
Crime lab 6 6.0 3 
SACS 2 2.0 1 
Polygraph 1 1.0 1 
Investigators 0 0.0 1 
T.E.U. 0 0.0 1 
No assistance 72 73.7 372 

98 100.0% 394 - --
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TABLE 11-41 

10th Case Sainple 
Displaying Investigated and Unassigned Cases 

Distributed by Patrol Enhancements 

of Total Cases Cases % 
Assigned Assigned Unassigned 

Type 

Neighborhood followup 8 32.0 
6 24.0 Vehicle registration 

NCIC/CCIC check 3 12.0 
3 ] 2.0 

CHJ/AA check 
1 4.0 parole/probation 
1 4.0 Pawn ticket check 
1 4.0 

utilities listing 
1 4.0 Latent fingerprints 

Use of ORU files 0 0.0 
4.0 

Confession 1 

25 100.0% 

TABLE II-4J 

lOth Case Sample 
Displaying Investigated and Unassigned Cases 

Distributed by Solvability Factors 

15 
6 
4 
1 
1 
0 
0 
0 
1 
1 

29 

Cases Cases % of Total 
Assigned Assigned unassigned 

Factor 

arrested 22 22.4 3 
Suspect(s) 48.0 18 
suspect(s) named 47 

13 17 17.3 Suspect Vehicle 1.0. 
41 41. 9 134 

Stolen property 1.0. 61 
Suspect(s) described 62 63.3 

witness other 
26 than victim 46.9 20 

Critical physical 
26 26.5 20 

evidence 
Recently committed 

50 51. 0 120 
crime 
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TABLE II-4K 

10th Case Sample 
Investigated Cases Distributed by 

Detective Enhancements 

Type 
Enhancement 

Number of % of Total 
Enhancements Enhancements 

Photo lineup 
CHJ/AA check 
Vehicle registration 
Pawn ticket 
NCIC/CCIC 
Suspect(s) developed by 

assigned detective 
Suspect(s) developed by 

committing other crime 
Gold/silver ticket 
Parole/Probation 
Latent fingerprints identified 
Citing other cases 
Confidential informant 
Neighborhood followup 

8 19.0 
7 16.6 
7 16.6 
6 1(,3 
3 7.1 

3 7.1 

2 4.9 
1 2.4 
1 2.4 
1 2.4 
1 2.4 
1 2.4 
1 2.4 

42 100.0% 

TABLE II-4L 

10th Case Sample 
Investigated by 

-

How Suspect was Identified 

Type Identification Frequency 

Suspect identified by patrol officer 
at scene of crime 29 

Suspect identified as a result of 
officer's followup effort 9 

Suspect identified by the combined efforts 
of patrol and investigations 7 

Suspect identified by investigator's efforts 13 

58 
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TABLE II-4M 

lOth Case Sample 
Distributed by Prosecutor Disposition 

(Sentences Default to the Most Serious 
Based on the Following Hiearchy: 
Incarceration, Fine/Restitution, 

community Service, and Probation -
Suspended Sentences are not Considered) 

Disposition Frequenqy 

Adult: 

Pending charge - felony 1 
Plea to felony - sentence 1 - 5 years 

incarceration 1 
Plea to felony - sentence probation one or 

more years 3 
Plea to felony - sentence restitution/fine 1 
plea to misdemeanor - sentence 1 - 10 days 

incarceration 1 
Plea to misdemeanor - sentence restitution/ 

fine 4 
Plea to misdemeanor - proba<tion one year or 

more 2 
Charge felony - dismissed/victim unavailable 1 
Charge felony - dismissed/witness no show 

(voluntary) 1 
Charge felony dismissed/prosecutor discre-

tion 1 
Charge felony - deferred sentence 1 

Juvenile: 

Case filed - restitution 
Case filed - probation 
Case filed - medical treatment 
Case filed diversion 
Case filed - six-month review 
No file - dismissed 
Victim refused to prosecute 
Referred to Department of social Services 
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1 
1 
1 
1 
1 
2 
1 
2 

27 

APPENDIX 11-5 

RESULTS OF INVESTIGATED CASES (468) 
CASE REPORTS TAKEN DURING 

FIRST QUARTER OF 1981 

TABLE II-5A 

Investigated Cases 
Distributed by UCR Classification 

UCR Crime Type Frequency Percent of 

Larceny 115 24.6 
Burglary 114 24.4 
Assault 58 12.4 
Motor Vehicle Theft 38 8.1 
Vandalism 34 7.3 

Robbery 34 7.3 
Rape 19 4.0 
Sex offenses (other 

than rape) 15 3.2 
Fraud 14 3.0 

Other (including 
Traffic) 7 1.5 

Forgery 6 1.3 
Disorderly conduct 5 1.1 

Other (no Traffic) 4 . 8 

Arson 3 .6 
Family offenses 1 .2 
Homicide 1 .2 ---

Total 

468 100.0% 

Solvability 

0 
1 
2 
3 

TABLE II-5B 

Investigated Cases 
Distributed by Solvability Score 

Score Frequency Percent of 

33 7.0 
17 3.6 
16 3.4 
64 13.7 
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TABLE 1I-5B 

Investigated Cases 
Distributed by Solvability Score 

( continued) 

Solvability Score Frequency Percent of 

4 38 
5 23 
6 12 
7 7 
8 12 
9 3 

10 14 
11 5 
12 9 
13 32 
14 18 
15 23 
16 27 
17 6 
18 6 
19 7 
20 8 
21 8 
22 8 
23 11 
24 7 
25 11 
26 15 
27 3 
28 4 
29 6 
30 1 
31 8 
32 1 
34 5 

468 

Mean average solvability sco:e.- 11.32 
Standard deviation of SOlVabl11ty - 8.96 
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8.2 
4.9 
2.6 
1.5 
2.6 

.6 
3.0 
1.2 
1.9 
6.8 
3.8 
4.9 
5.8 
1.3 
1.3 
1.5 
1.7 
1.7 
1.7 
2.3 
1.5 
2.3 
3.2 

.6 

. 8 
1.3 

.2 
1.7 

.2 
1.2 

100.0% 

Total 
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TABLE II-5C 

Investigated Cases 
Distributed by Seriousness Score 

Seriousness Score 

o 
1 
2 
3 
4 
5 
6 
7 
8 
9 

10 
11 
12 
13 
14 
15 
16 
17 
18 
19 
20 
21 
22 
23 
30 
37 
46 

Frequency 

19 
10 
88 
31 
32 
30 
43 
75 
65 
24 

6 
10 

4 
6 
2 
3 
8 
1 
2 
1 
1 
1 
1 
1 
1 
1 
2 

468 

Mean average seriousness - 6.17 
Standard deviation of seriousness - 4.19 
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Percent of Total 

4.1 
2.1 

19.0 
6.6 
6.8 
6.4 
9.2 

16.0 
14.0 
5.1 
1.3 
2.1 

.9 
1.3 

.4 

.6 
1.7 

• 2 
.4 
• 2 
.2 
.2 
.2 
. 2 
. 2 
.2 
.4 

100.0% 
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TABLE II-5D 

Investigated Cases 
Distributed by Urgency Factors 

Factor Frequency 

May be solved with reasonable effort 
Suspect in custody (indicated by face 

sheet only) 
Part of a crime pattern 

TABLE II-5E 

Investigated Cases 
Distributed by Responding Unit 

Unit Frequencx Percent of 

Patrol 
SACS 
Detectives 
Teleserve 
TEU 
Arson 
Park 
Traffic 

409 
17 
14 
10 

9 
5 
3 
1 

87.4 
3.6 
3.0 
2.1 
2.0 
1.1 

.6 

.2 

205 

38 
6 

249 

Total 

468 100.0% 

Property 
Persons 
Statutory 
Unknown 

--

TABLE II-SF 

Investigated Cases 
Distributed by Type of Case 

Frequency Percent of 

323 69.0 
137 29.3 

1 .2 
7 1.5 --

468 100.0% 
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Total 

TABLE II-5G 

Investigated Cases 
Distributed by Face Sheet Completion 

Complete Face Sheet 
Incomplete Face Sheet 

Frequency 

400 
68 

468 

TABLE II-5H 

Percent of Total 

85.5 
14.5 

100.0% 

Investigated Cases 
Assistance Requested by Patrol Unit 

Supervisor/MPO 
Youth/Victim 

Counselors 
Crime Lab 
Polygraph 
Investigation 
TEU 
SACS 

Frequency 

25 

21 
16 

6 
5 
2 
2 

77 

TABLE II-51 

Investigated Cases 

Percent of 
Total Assistance 

32.5 

27.3 
20.7 
7.8 
6.5 
2.6 
2.6 

100.0% ------

Distributed by Patrol Cases Enhancements 

Type 

Neighborhood follow-up 
Vehicle Registration 
NCIC/CCIC check 
CHJ/AA check 
Photo lineup 
Pa\om 

Frequencx 

39 
23 
21 
18 

8 
7 
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Percent of Total 

29.0 
17.0 
15.7 
13.5 

6.0 
5.2 
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TABLE II-51 

Investigated Cases 
Distributed by Patrol Case Enchancements 

( con tin ued) 

~ Frequency 

Suspect developed from 
other cr~me 5 

Latent fingerprints 
obtained 4 

Cite other cases 3 
Utilities listings 2 
Confession 2 
Confidential informant 1 
Parole/Probation 1 

134 

TABLE 11-5J 

Investigated Cases 

Percent of 
Total Enhancements 

3.7 

3.0 
2.2 
1.5 
1.5 

.85 

.85 

100.0% 

Distributed by Type of Patrol Supplements 

Type Supplements Frequency 

Handwritten 195 
Typed by Officer 33 
Dictated & handwritten 69 
Dictated 114 

411 

TABLE 11-5K 

Percent of Total 
Supplements 

47.4 
8.0 

16.8 
27.8 

100.0% 

Investigated Cases 
Distributed by Solvability Factors 

Factor Frequency 

Suspect(s) arrested 88 
Suspect(s) named 229 
Suspect Vehicle I.D. 70 
Si.:.olen Property Iden-

tifiable 204 
Suspect(s) described 276 
Witness other than 

victim 109 
Critical physical 

evidence 133 
Recently committed 

crime 272 

11-138 

Percent of Total Cases 
Having Factor 

18.8 
48.9 
15.0 

43.6 
59.0 

23.3 

28.4 

58.1 
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TABLE l1-5L 

Investigated Cases 
Distributed by Detective Enhancements 

~ Frequency 

Suspect(s) developed 
by detective 48 

Photo lineup 46 
CHJ/AA 32 
Vehicle registration 21 
Pawn shop ticket 19 
Cite other cases 19 
Suspect(s) developed 

by other case 17 
Neighborhood follow-up 11 
NC1C/CCIC 11 
Latent fingerprints 5 
Confession 5 
Informant 4 
Gold/Silver 1 
Utilities 1 
Parole/Probation 1 

241 

TABLE 11-5M 

Investigated Cases 

Percent of Total 
Enhanoements 

20.0 
19.0 
13.3 

8.8 
7.9 
7.9 

7.0 
4.5 
4.5 
2.0 
2.0 
1.9 

.4 

.4 

.4 

100.0% 

Distributed by Type of Detective Supplements 

Handwritten/typed 
by detective 

Dictated 
Handwritten/typed 

and dictated 

Frequency 

29 
191 

137 

357 
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Percent of Total 
Supplements 

8.1 
53.5 

38.4 

100.0% 
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TABLE II-5N 

Distributed by Method 
of Suspect Identification 

Type Identification Frequency 

Suspect identified by patrol officer 
at scene of crime 

Suspect identified as a result of patrol 
officer's follow-up effort 

Suspect identified by the combined efforts 
of patrol and investigations 

Suspect identified by investigator's efforts 

TABLE II-50 

Investigated Cases Distributed by 
Prosecution Disposition (Sentences Default 

67 

129 

98 

72 

366 

to the Most Serious Based on the 
Following Hiearchy: Incarceration, 

Fine/Restitution, Community Service, an~ 
Probation - Suspended Sentences are not Consldered) 

Disposition Frequency 

Adult: 

Pending charge - felony 
Plea to felony - sentence life in prison 
Plea to felony sentence 6 - 10 years 
Plea to felony - sentence 1 - 5 years 
Plea to felony - sentence less than one year 
Plea to felony - restitution/fine 
Plea to felony - probation: one year or more 
Plea to misdemeanor - sentence 1 - 5 years 
Plea to misdemeanor - sentence 121 - 364 days 
Plea to misdemeanor - sentence 61 - 120 days 
Plea to misdemeanor - sentence 11 - 60 days 
Plea to misdemeanor - sentence 1 - 10 days 
Plea to misdemeanor - restitution/fine 
Plea to misdemeanor - community service 
Plea to misdemeanor -- probation one year or 

more 
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13 
1 
2 
8 
1 
2 
8 
2 
2 
3 
1 
1 
6 
1 

6 

TABLE II-50 

Investigated Cases Distributed by 
Prosecution Disposition (Sentences Default 

to the Most Serious Based on the 
Following Hiearchy: Incarceration, 

Fine/Restitution, Community Service, and 
Probation - Suspended Sentences are not Considered) 

( continued) 

Disposition 

Adult: 

Plea to misdemeanor - suspended sentence 
Plea to misdemeanor - sentence unknown 
Guilty to felony sentence 1 - 5 years 
Guilty to felony - sentence 1 - 120 days 
Guilty to felony - deferred sentence 
Guilty to felony - restitution/fine 
Not guilty to felony 
Charge felony - nolle/victim refused to 

Charge 
Charge 
Charge 
Charge 

felony 
felony -
felony 
felony -

Charge felony 
Charge felony -
Charge felony 

testify 
nOlle/restitution paid 
nolle/filed as misdemeanor 
nolle/insufficient evidence 
dismissed/no probable cause 
found 

unavailable 
jeopardy 
refused to 

dismissed/victim 
dismissed/double 
dismissed/victim 
testify 

Charge felony - dismissed/other defendant 
problems 

Charge felony - dismissed/lacks elements of 
offense 

Charge felony - dismissed/prosecutor's 
discretion 

Charge felony - dismissed/defendant passed 
polygraph 

Charge felony - dismissed/plea to other case 
Charge felony - dismissed/witness no show 

(voluntary) 
Guilty to misdemeanor - sentence 61 - 120 

days 

Juvenile: 

Case pending 
Case filed -
Case filed 
Case filed -

1 - 30 days incarceration 
fine/community service 
restitution 
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Frequency 

1 
1 
1 
1 
6 
3 
1 

3 
4 
1 
6 

2 
2 
1 

2 

1 

1 

1 

1 
3 

1 

1 

1 
1 
1 
3 

1 
j 
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TABLE II-50 

Investigated Cases Distributed by 
Prosecution Disposition (Sentences Default 

to the Most Serious Based on the 
Following Hiearchy: I~carcera~ion, 

Fine/Restitution, Commun~ty Serv~ce, an~ 
Probation - suspended Sentences are not Cons~dered 

(continued) 

Disposition 

Juvenile: 

Case filed probation 
Case filed - medical treatment 
Case filed - diversion 
Case filed - six--month review 
Plea to another case - dismissed 
No file - dismissed 
Victim refused to prosecute 
Victim could not be located . 
Referred to Department of Soc~al Services 
Defendant given immunity 
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Frequency 

1 
2 
5 
2 
3 
9 
2 
1 
2 
1 

135 
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APPENDIX 11-6 

APPLICATION OF THE 
PROPOSED ASSIGNI1ENT CRITERIA TO THE 

10TH CASE SAL·1PLE & INVESTIGATED CASE DATA 

TABL:C: II-6A 

lOth Case Sample, 
Cases Which Met the Proposed Criteria 

But Were Not Assigned 
Distributed by U.C.R. Classification 

Offense Frequency Percent of 'llotal 

Larceny 
Burglary 
!~otor Vehicle Theft 
Vandalism 
Assault 
Other (including 

traffic) 
Robbery 
Disorderly Conduct 
Stolen Property 

NOTE: 

61 
37 
11 
11 

8 

b 
5 
2 
1 

142 

43.0 
26.0 

7.7 
7.7 
5.6 

4.3 
3.5 
1.4 

.8 

100.0% 

(1) Cases included due to solvability score = 36 
(2) Cases included due to seriousness score = 100 
(3) Cases included due to solvability and seriousness score = 3 
(4) Cases included due to solvability and seriousness and 

urgency score = 3 

TABLE I1-6B 

10th Case Sample, 
Cases Which Did Not Meet the Proposed Criteria 

But Were Assigned 
Distributed by U.C.R. Classification 

Offense Freg;uenc:L Percent of 

Larceny 5 3H.5 
Burglary 4 30.8 
Vandalism 2 15.5 
Family Offenses 1 7.6 
Other (except traffic) 1 7.6 

13 100.0% 

, A .... 

Total 

1 
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TABLE 1I-6C 

468 Investigated case.Popu~ation, 
Cases Investigated Wh~c~ D~~ Not 

Meet the Proposed cr~t~r~a . 
Distributed by U.C.R. Class~f~cat~on 

Frequency Percent of Total 
offense 

19 28.0 
Larceny 

19 28.0 
Burglary 

7 10.4 
Assault 

7 10.4 
Hobbery 

Theft 6 8.8 
L-lotor Vehicle 4.4 
Vandalism 3 

other (including 
2 3.0 

traffic) 
1 1.4 

Arson 
Sex Offenses (other 

1 1.4 
than rape) 

1 1.4 
Forgery 

1 1.4 
Family Offenses 

1 1.4 
Other (except traffic) 

68 100.0% 
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CHAPTER III 

SPECIAL OPERATIONS 

SUMl-1ARY 

Chapter II provided insight to the Department's r~le . 
of the investigative process by which reported cr~me ~s 
addressed. Chapter III deals with the manner in which the 
Department addresses criminal activities which are seldom 
reported, some of which are commonly referred to as. . 
"victimless crime." Such crime normally stems from ~nd~
viduals who have working relationships with organized crime 
and typically include such offenses as gambling, narcotics 
trafficking, white-collar crime, business extortion, infil
tration of legitimate businesses, commercialized vice and 
pornography, fencing activities etc. 

Department operations which,on an on going basis, actively 
conduct undercover invElstigati ve acti vi ties or directly sup
port such undercover operations include: The Metropolitan 
Specialized Criminal Apprehension Team (l1etro S.C.A.T.), the 
Department's component of the State of Colorado Organized 
Crime Strike Force (O.C.S.F.), the Special Anti-Crime Squad 
(S.A.C.S.), the Intelligence Unit, and the Department's Crime 
Stoppers Program. Primary responsibilities of Metro S.C.A.T. 
address narcotics and vice crimes. The Department partici
pates in O.C.S.F. to enhance the investigation of organized 
crime which cuts across jurisdictional boundaries of local 
law enforcement agencies. S.A.C.S. 's primary responsibili'ty 
is the reduction of robbery and burglary rates. However, 
in recent years it has become increasingly involved in vice 
and narcotics distribution undercover investigative activ
ities. Almost all of the activities of the Intelligence 
Unit are directed toward collecting, evaluating, and retain
ing pertinent information on organized crime subjects and 
activities and disseminating this information to other 
Departmental units and outside agencies for appropriate 
action. The Crime Stoppers Unit acquires information which 
assists in the follow-up investigation of reported crime, 
and will occasionally acquire information leading to the 
arrest and conviction of individuals committing so called 
"victimless crime." 

Investigation of the organizational strategies, operations, 
procedures, and work load accomplishments of these units 
revealed that they are not as effective as they should be. 
These units are dispersed throughout the Department and have 
developed and followed their own missions and goals. Because 
of these problems, many lower-level problems have developed, 
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including lack of coordination and communication among the 
units and with other police agencies; separate filing 
systems, with some not being available to other units; dif
ferences in the manner in which Department rules, regulations, 
and policies are adhered to; duplication of equipment; insuf
ficient enforcement in certain criminal areas; duplication 
in use of informants; and personality conflic~s. 

These problems can be resolved by consolidating all undercover 
investigative activities with a justifiable purpose and devel
oping a comprehensive short- and long-range action plan. 
Additionally, resource requirements within the consolidated 
organizational approach need to be altered. The Metro S.C.A.T. 
Unit should be terminated and the Metropolitan Narcotics Unit 
and Vice Unit re established. The number of officers donated 
by the Department to the Organized Crime Strike Force should 
be reduced from three to two. A position of crime analyst 
should be added to the Intelligence Unit. The S.W.A.T./ 
Explosives Unit should be consolidated with the undercover 
investigative units to ensure sufficient manpower is avail
able to address organized crime threats that may exist. 1\s 
proposed in Chapter VI, S.A.C.S. has met its primary responsi
bilities and it is appropriate that this unit be terminated. 

The action plan to be developed for the consolidated units 
must include clear and concise goals which must be given 
strict attention on a continuing basis. Consolidated rules 
and regulations concerning internal operations should be 
developed. Intra-unit coordination Cl.nd flow of information 
among the units must be stressed. An inventory of all equip
ment of the units consolidated should be taken, with outmoded 
and obsolete equipment being turned into salvage and funds 
requested to purchase additional equipment deemed necessary 
to the division's operations. All files should be centralized 
in the Intelligence unit with all inappropriate file material 
being destroyed. A program by which vehicles needed for 
specific undercover operations can be leased should be estab
lished. 

III-2 

( 1) 

RECOMMENDATIONS 

cons~lida~e underco~er investigative activities into a 
new Spec~al Operat~ons Division" to be organized and 
staffed as follows: 

( a) 

(b) 

(c) 

(d) 

(e) 

The ~ivision is to be commanded by a police ca tain 
~ndt7s tOe encompass a Specialized Crime AttackP 

ec ~o~ S.C.A.T.) and a Tactical Section each 
superv~sed by a police lieutenant. ' 

The S.C.A.T. Section is to include th 
units and personnel: e following 

Unit Staff -
Metro Narcotics 1 - Police Sergeant 

5 - Police Officers 
Vice 1 - Police Sergeant 

3 - Police Officers 

Organized Crime 2 - Police Officers Strike Force 

The Tactical Section is t . 
units and personnel: 0 ~nclude the following 

~ 
Intelligence 

S.W.A.T./ 
Explosives Unit 

Security Unit 

Staff 

1 - Police Sergeant 
3 - Police Officers 
1 - Crime Analyst 

2 - Police Sergeants 
10 - Police Officers 

1 - Police Sergeant 
6 - Police Officers 
2 - Security Officers 

Clerical assistance to consist of two secretaries. 

w' h o~tthth~happroval.of the El Paso County Sheriff one 
7 ree sher~ff deputies assistin the De ' 

ment ~n undercov7r operations is to begassi ne~a~~
the Narcotics Un~t, one to the Vice Unit gd 
to the Intelligence Unit. ' an one 
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(2 ) 

(3) 

(4) 

(5) 

(6 ) 

(f) All personnel and activities of the new "Special 
Operations Division" are to be immediately located 
in a consolidated office en'rironment. 

Approve the S.W.A.T.!Explosives Unit, when not involved 
in pri~ary assignments, being used in special investi-
gative activities. 

Establish a uniform business approach for all the 
Division's operations including: 

(a) 

(b) 

(c) 

(d) 

(e) 

(f) 

(g) 

Long- and short-range goals and objectives. 

Policy and procedures manual. 

contractual agreements with the State of Colorado 
and El Paso County Sheriff's Office which adequately 
define purpose, goals, working relationship, and 
cost considerations. 

Budgeting process. 

Vehicle use and rotation program. 

Scheduling and overtime use. 

Consolidated filing and information system, as an 
integral component of the Department's system. 

Approve the concept of cars being leased on an as-needed 
basis in support of undercover activities. 

Direct the Department to research and report on the 
adequacy of its electron~c and surveillance equipm7n~ . 
and addition of such equ~pment needed by the new d~v~s~on. 

Direct the new division commander to conduct a training
needs assessment and, in concert with the Department's 
Training Section, to develop and implement the necessary 
training required. 

1II-4 

STUDY FINDINGS 

I. Introduction 

This chapter addresses those Department operations 
which either on an on going basis actively conduct 
undercover investigative activities or directly 
support such undercover operations. Department 
operations which are almost continually involved 
in conducting undercover investigations include 
the .Metropoli tan Specialized Criminal Apprehension 
Team (Metro S.C.A.T.), and Department personnel who 
are assigned to the State of Colorado Organized Crime 
Strike Force (O.C.S.F.). The Department's Special 
Anti-Crime Squad (S.A.C.S.) is primarily responsible 
for reducing burglary and robbery rates; however, it 
will occasionally conduct undercover investigations. 
A portion of Chapter VI of this report provides con
siderable insight to the S.A.C.S. operations approach 
and work load accomplishments. S.A.C.S. will be 
addressed in this chapter only as it relates to its 
involvement in undercover investigative activity. 
Two Department units, Intelligence and Crime Stoppers, 
support undercover investigations by collecting, pro
cessing, and disseminating information in specified 
crime problem areas. A substantial amount of the 
information developed by the Intelligence Division 
and a great deal of the information generated by the 
Crime Stoppers Unit relate to organized crime and 
narcotics. Much of this information is typically 
passed onto !4etro S.C.A.T. and O.C.S.F. for follow-up 
investigation and appropriate enforcement action. 

All of these organizational units have responsibilities 
which are inter related, and it was determined they 
must be considered in order to provide a complete 
awareness of the adequacy of protection provided to 
the citizens of Colorado Springs and the El Paso County 
area. It was determined that such investigation would 
include a review of administrative and operational 
policies; organizational strategy; program planning, 
implementation, direction, and control; resource utili
zation; and intra- and inter-unit cooperation. 

Most of the crime in which the Department's undercover 
investigative units are concerned involves criminal 
activities which are seldom reported by the victim 
to the Police Department. Such crime normally sterns 
from individuals who have working relationships with 
organized crime and typically includes such offenses 
as gambling, narcotics trafficking, white collar crime, 
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business extortion, infiltration of legitimate busi
nesses, commercialized vice and pornography, fencing 
activities etc. Han¥ of thes~ cr~mes a:r;e ~orrunonly 
referred to as "vict~mless crlme. A vlctlmless 
crime is defined by E. M. Schur in "Crimes Without 
Victims" as: 

"Situations in which one person obtains from 
another in a fairly direct exchange, a commodity 
or personal service which is socially disapproved 
and legally prescribed." 

The most corrunon victimless crimes are gambling, pros
titution, and narcotics, however, such crimes may also 
include certain types of sexual acts and pornography. 

The majority of the Colorado Springs Police Depart
ment's enforcement activities are generally oriented 
to react to a crime report or to the observation of 
a crime in progress. Limited resources are directed 
toward victimless crime. Insofar as there are no real 
irrunediate victims of such crime, there are few complaints 
to such crime and, therefore, the extent of the victim
less crime problem is largely unknown. The Colorado 
Springs Police Department, as do other police depart
ments nationwide, combat these types of crimes not 
only because it is their responsibility, but because 
these types of crimes can lead to a commission of other 
crimes. 

There is no accurate way to assess the level or type 
of organized crime taking place within the City. Because 
the nationwide crime problem appears to be worsening, 
President Reagan formed a special commission to conduct 
three years of investigations and hearings throughout 
the nation on the influence of organized crime. Addi
tionally, 12 federal anti-narcotics task forces have 
been established in recent months to impact on this 
problem area. Each task force has been assigned 18 
federal agents, six from the FBI, six from the Drug 
Enforcement Administration, and six from the Treasury 
Department. One of the 12 task force headquarters is 
located in Denver, considered to be one of the nation's 
major drug trafficking destinations. 

The study process consisted of the study team first 
conducting interviews with staff and supervisors of 
each of the respective units, as well as the District 
Attorney, the courts, federal agencies involved in 
na~cotics and vice suppression, military officials, 
and other involved police agencies. 
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The second phase of the investigation involved the 
review and analysis of files, policies and procedures, 
work load accomplishments, and resource use. The 
purpose of the study was to determine the Department's 
effectiveness in combating and reducing the crime 
problem confronted by undercover investigators. 

The remainder of this chapter consists of three sec
tions, the first of which provides an overview of 
the authority, responsibilities, and overall program 
approach of the above-cited organizational units. 
The second section identifies the problems with and 
among the units which surfaced during the study. '1' he 
third section identifies corrective measures to improve 
the overall efficiency and effectiveness of the Depart
ment's undercover investigative activities. 
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II. Overview of Undercover Organizational Units 

A. Metro S.C.A.T. 

The Aetro S.C.A.T. unit was formed as a combined 
narcotics and vice operation on January 1, 1982. 
Previously, the personnel assigned to Metro 
S.C.A.T. were assigned to three separate units: 
Vice, Narcotics, and the Gold and Silver Task 
Force. The personnel previously assigned to these 
three units included one police sergeant and five 
police officers to the Narcotics Unit, one sergeant 
and two police officers to the Vice Detail, and 
one sergeant and two police officers to the Gold 
and Silver Task Force. In addition to supervising 
the Vice Detail, the police sergeant over that 
unit additionally served as the planning and 
research officer for the Department. The personnel 
from all three of these units, with the exception 
of the Vice Detail police sergeant, were combined 
into the Metro S.C.A.T. Unit. The El Paso County 
Sheriff's Office contributes two officers to this 
unit. 

The forming of the Metro S.C.A.T. Unit was dic
tated by the need for large amounts of manpower 
and equipment required in the narcotics cases 
being worked at that time. In addition, the con
solidation of personnel into that unit from the 
Gold and Silver Task Force was permitted by the 
extent to which gold and silver thefts had declined 
in recent months. It was determined that the 
unique investigative process devised for the Gold 
and Silver Task Force was no longer justified and 
that gold and silver theft investigations could 
be absorbed by the Crimes Against Property Section. 

Currently, the Metro S.C.A.T. Team is a component 
of the Investigations Division and consists of 
two investigative teams, each comprised of a police 
sergeant and four police officers. Both teams 
report to the police lieutenant in charge of the 
Crimes Against Property Section who, in turn, reports 
to the police captain in charge of the Investigations 
Division. 

The Department's operations manual has not been 
updated to reflect the formation of Metro S.C.A.T. 
Sections A 1221.50 and A 1221.95 still identify the 
responsibilities of the Narcotics Unit and Vice Detail 
respectively" Responsibilities cited for the Narcotics 
Unit are: 
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~Receiv,es narcotics traffl.'c 
t information and l.nves l.gates as required." 

"Responsible for enforcin ' 
dangerous drug violations~"narcotl.cs and/or 

Responsibilities cited for the Vl.'ce 
Detail are: 

"1 t' nves l.gates or assists' th ' 
of offenses such as 7n e l.nv~sti~ation 
liquor law violat' gambl1.ng, prostltutl.on, 

l.ons, and pornography." 

"Maintains information on 
organizations involved individuals, groups, 
activities." l.n the above-listed 

Vice and narcotics activit' 
Police Investigation bud ~es are funded in the 
set forth in that bud t ge program. Objectives 
and Narcotics are: ge program related to Vice 

"1 ncrease the number of f 1 ' 
arrest f e ony narcotl.CS 

, ,s~ en orce laws relating to vice 
a~tl.vl.tl.es, and increase the arrest~ b 
f1. ve percent over previous calendar ~'ye~r" " 

~e~surement i~dicators for 1983 show that 120 
t~ ~~ym~~~~otl.CS arrests and 300 vice arrests are 

Organized Crime Strike Force 

According to available sourc ' 
Strike Force (O.C SF) es, t~e Organl.zed Crime 
nine years ago to'b~ ~ s~a~ o~ganl.z~d approximately 
unit. Its emphasis is toa,,~w1.de ~ll.te crime-fighting 
crime which cut ' 7nvestl.gate organized 
of local law en~o:~~~!~tJUrl.Sd~ctional boundaries 
a h ' agencl.es. " 0 C S F I 
pp~oac l.nvolves a merging of St t 'd""' s 

poll.ce agency resources in . a ~ an local 
impact on organized crim to a t~c~l.ca~ plan to 
and level of personnel d~" tP~rtl.cl.patl.ng agencies 
1982, include: na e , as reported in 
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Number 
of 

police Donated 
percent 

DeEartments 
positions 

1 
Aurora 3 colorado springs 1 
Denver 1 
Durango 1 
Englewood , 1 Glenwood Sprl.ngs 1 Grand Junction 1 
pueblo 1 
Rangely IT 35.5 

subtotal 

Sheriff 
Deeartments 

Arapahoe 
1 
1 

Boulder 1 
Grand 1 
LaPlatte 1 
Larimer 1 
Weld 6' 19.4 

Subtotal 

State 

Colorado Bureau 
of Investigation 14 ~ 

31 100.0% 
TOTAL -

S F became a focuS of the 
In early 1982 , O.C.,". rd to charges of mis-
state legislature w~th r:~~ers At that time, 
conduct by som~ O~,l.t~tTon of the state Attorney 
it was under t e ~re ril 1982 it was moved to 
General; however, l.n ~PInvestigation, a component 
the Colorado Bureau 0 Local Affairs. Some 
of the State Departm:n~ ~ffor 12 months of funding. 
$221,000 was appropr~a e hearings that a bill 
It was an outgro~th of tho~e lize the strike Force 
was finally consl.de~~~ tOh :g~ill was subsequently 
under state law. ~ oU~s action state funding 
adopted to accompll.~h thl. Strik~ Force was not 
to perma~entlY contl.ntuhe ~~~e of this writing, the 
made aval.lable. At e 
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Strike Force was still operating, but on a very 
limited basis with most of the funding being 
provided by the local law enforcement agencies. 

The Colorado Bureau of Investigation, in a report 
titled "Report to the Colorado General Assembly, 
1982," provided work load accomplishments of the 
Strike Force for the period May through December 
1982, the first eight months in which the Strike 
Force was under the jurisdiction of the Colorado 
Breau of Investigation. Work load accomplishments 
were conveyed in terms of major cases worked, value 
of narcotics seized, stolen property recovered, white 
collar crime theft identified, number of arrests made, 
cases monitored, and calls for service responded to. 
The report indicates the Strike Force completed 
1,613 intelligence investigations, seized $1,984,780 
worth of narcotics and dangerous drugs, recovered 
$369,990 in stolen property, identified $2,050,300 
in white collar crime losses, made 102 arrests, 
monitored seven criminal cases, and responded to 
795 calls for service. Insight was also provided 
to other activities accomplished by the Strike Force. 

The report also related the extent to \'lhich the 
Strike Force Program had been reconstructed to 
address the shortcomings previously identified by 
the Strike Force's Advisory Committee and the Colorado 
Senate Judiciary Committee. Program changes identified 
included: 

1. Revitalization of the role of the Advisory 
Committee. 

2. Improved organization to ensure that all 
areas of organized crime and white collar 
crime are ~ddressed. 

3. Improved supervision and administrative 
controls. 

4. Improved personnel selection criteria. 

5. Improved operational criteria. 

6. Establishment of a moonlighting policy. 

The Strike Force Advisory Board is responsible for 
providing advice relative to operations and general 
direction of the Strike Force. Each chief executive 
of the participating agencies is a member of the 
Advisory Board along with the Director of the 
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colorado Bureau of Investigation, the Executive 
Director of the Department of Local Affairs, and 
the state Attorney General. Chief John Tagert 
is this City's representative on that Advisory 

conuni t tee. 

The strike Force is currently organized into two 
investigative sections, one addressing organized 
crime and the other narcotics distribution. 

The city's participation in organized Crime ~trike 
Force is currently via an agreement entered lnto on 
May 19, 1982 by the police Department with t?e colorado 
Bureau ot Investigation. The agreement provldes 
insight to the management direction and rules and 
regulations with which officers assigned the Strike 
Force must comply. It additionally defines the 
financial responsibilities of the various parties. 
Specifically, it states that all officers shall be 
under the direct management of the Director of the 
colorado Bureau of Investigation. As such, parti
cipating officers have all powers, protection, 
defenses and immunities provided by statute or 
otherwise to agencies of the Bureau. All assigned 
officers are to perform all services authorized by 
the director only and in accordance with rules and 
regulations governing State employees except when 
Departmental policy is more stringent. Regular 
salary, normal benefits, and overtime are to be paid 
by the participating police department,with the St~te 
providing each officer with an automoblle and sp~clal 
investigative equipment necessary to perform asslg

ned 

duties. The State is also to pay the reasonable 
expenses incurred by such officers during the per
formance of duties related to the contract. 

C. special Anti-Crime Squad (S.A.C.S.) 

The S.A.C.S. organizational strategy, responsi
bilities, work load accomplishments, and overall 
operational approach are fully explained in 
Chapter VI, "Tactical Operations." As explained 
in that chapter, S.A.C.S. in recent years has 
increasingly been used in conducting undercover 
investigative activities. The majority of such 
activities have been in regard to fencing opera
tions, vice, and narcotics distribution. Undercover 
activity in the fencing of stolen property directly 
relates to their primary operational responsibil~ties. 
This is not the case with narcotics and vice actlV
ities. Vice suppression operations conducted have 
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involv7d the sale of liquor by after-hour liquor 
establlshments, professional gambling, and prosti
~ution. Undercover narcotics activities have 
ln~o~ved their ~ssisting the United States Army 
~rlmln~l I~vestlgations Division (CID) in the 
~nv~stlg~tl~n of off-post purchases of drugs and 
In lde~tlf¥lng suspected drug dealers and users 
operatlng In Acacia Park. 

Intelligence 

The Department's Intelligence Unit is under the 
command of a police lieutenant who reports directly 
to the Deputy Chief of the Inspection Services 
Bureau. The unit further consists of a police 
sergeant, three police officers, and a secretary. 

The major obje~tive of the unit, as set forth in 
the Department s Operations Manual Section 
A 124~.lO, i~ to investigate the a~tivities of 
organlzed cr7me and provide the bureaus of the 
Department wlth such tactical intelligence or assis
tanc7 as ma¥ be necessary for those bureaus to 
fulflll,thelr f~nctions and goals. The Police 
In~pect~o~ SerVlces budget program identifies the 
unltls maJor objectives as: 

1. 

2. 

3. 

4. 

5. 

Conduct technical investigations/surveillance 
upon req~est of other Departmental units 
and outslde law enforcement agencies. 

Prov~de intelligence information and pro
tectlon for VIPs during their stay in the 
Colorado Springs area. 

~ollect',evaluate, and retain all pertinent 
In.~ormatl~n. o~ general criminal and organized 
cr~m7 ~ctlvl~les and subjects and disseminate 
the lnrormatlon to other Departmental units 
as well as outside agencies if warranted. 

Provide the Chief of Police and staff mem
ber~ ,:,i~h i~lformation on unreported criminal 
actlvltles In the City of Colorado Springs 
and the surrounding area. 

Conduct electronic surveillance 65 days 
per year. 

A staff inspections report was prepared on the 
Intelligence Unit in 1981. The operatio'nal approach 
of the Intellig~nce Division has not changed from 
that presented In that report, which is as follows: 

111-13 



, ,-. -~---,.- ... -~.-

, b definition, is an The Inte~ligence u:r:~t'unlt. Each of the 
informat~on-~ather~~~ficers has assigned to 
three Intell~gence h t he is responsible to 
him various groups t at d to document infor-

' 1 if warran e , , 1 de mon~tor ana, These groups ~nc ~ . 
mation on such group~. 'I the Sons of S~lence, 
motorcycle gangs" pr~mar~ Y . liquor est,ablish-

' low-r~der groups, 'th the var~ous 'ble connection w~ 
ments having,any poss~u Klux Klan; and any organized cr~me; the 
other subversive group. 

, unit numerous 
As an inform~tio:r:-gate~~~~~ the Intelligence 
files are ma~nta~ned divided into two 
office. These f~les are

d 
temporary. The 

categOrieS"perma~~~;ha~re computerized) are 
permanent f~les ( 'd of five years and con-
maintained for a per~o be confirmed and 
tain informati~n that ~:n The temporary (m~nual) 
is of an on go~ng natu, . h' h is not conf~rmed, ' 'format~on w ~c files conta~n ~n, ture and does not 
is not of an on ~o~n~ nda for' more than one b 'ng ma~nta~ne 'I 's warrant e~ , 'the temporary f~ es ~ 
year. Informat~o~h~ninformation in the pe~-
purged monthly. , 'd for more than f~ve 
manent files is ma~ntt~~ne;s continually updated 

'f th ;nrorma ~on • S 'gs years ~ e • ~ t Colorado pr~n and is pertinent to curr7n 
Police Department operat~ons. 

, those maintained for five The permanent f~les, the following; Law, 
years or more, ~nclude 'u it (LEIU) organ~zed 
Enforcement Int711igence ,n d crime photo file; 
Crime figures f~lei o~gant~ozens f;le' criminal 

' rgan~za ~ ., d organized cr~~e,o er file, name crosse 
M.O. file;,cr~m~nal mas!nizations; busine~ses 
with aS50c~ates and org, file' and doss~er 
related to organiz7d ~r~~~als ~ilitants, and 
file on business, ~nd~v~ t d ~ith organized 
liquor applicants assoc~a e 
crime. 

files members of , In addition to the above 'I l';sts of prev~ous ' Unit comp~ e • the Intell~gence ch~se weapons from 
offenders, felons Whoi~u~ol~rado Springs. 
licensed gun ~eal7rs , tributed to concerned 
This informat~on ~~ d~s of all previous offenders 
units advising off~cers urchased weapons. 
within their areas We~rha~~O;elY with the ~e~eral 
The unit also works Firearms Bureau, adv~s~ng 
Alcohol, Tobacco, and d who have purchased them of previous offen ers 
weapons. 
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Personnel assigned to the Intelligence Unit gen
erally work an 8:00 a.m. to 5:00 p.m. schedule, 
Monday through Friday. Due to the nature of their 
activity, however, hours and days worked may vary 
somewhat from time to time. Overtime is kept 
to a minimum. 

The majority of work in the Intelligence Unit is 
directed around collecting, evaluating, and retain
ing all pertinent information on organized crime 
subjects and activities and dissemin~ting this , 
iaformation to other Departmental un~ts and outs~de 
agencies. This same information is also provided 
to the Chief of Police and Department staff. 

The majority of this information is obtained from 
police sources in the form of intelligence reports, 
with most being provided by patrol Officers. Infor
mation obtained is categorized, analyzed, filed, 
and disseminated as needed. Additional follow-up 
may be conducted to verify the information or to 
add to that information already received. Special 
attention is paid to any information received on 
organized crime figures, narcotics, Vice, fencing 
operations, and motorcycle gangs. Additional 
information is gathered from informants by follow-up 
on anonymous information, surVeillance, background 
checks, and wire taps. 

E. Crime Stoppers 

Crime Stoppers is a program through which citizens 
are encOUraged to volunteer vital information that 
may be helpful to the Colorado Springs Police 
Department. Two basic premises lie at the heart 
of the program. The first is that many citizens 
do not provide information to the Police Depart
ment because they are afraid of becoming involved 
for fear of being harmed by the criminal element. 
Crime Stoppers overcomes this fear by allowing 
callers to the program to remain anonymous. The 
second premise is that some citizens are apathetic 
to crime. Crime Stoppers overcomes this apath¥ 
by offering cash rewards to persons who call the 
program office with information leading to the 
solution of major crimes or the capture of wanted persons. 

Crime Stoppers inVOlves a unique partnership between 
local concerned citizens and the Colorado Springs 
Police Department. A board of directors composed 
entirely of citizen volunteers establishes policy, 
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d the amount and method of the reward system! 
:~d is responsible for r~ising ~ur:d~. The adm~r:
istration and investigat~ve act~v~t~es.are c~rr~ed 
out by the police Department. All mon~es ra~sed 
are by private donations, and no tax dollars are 
used to pay Crime stoppers rewards. 

The Crime stoppers Program was initiated in 
October 1981. Through July 1983, Crime st~ppers 
has assisted in solving 257 crimes, arrest~ng 173 
persons, and recovering $274,836 of stolen property 
and narcotics. Through May 1983, the program had 
paid out $11,085. 

The Department's Crime stoppers Program is.a com
ponent of the support Services Bureau and ~s 
manned by two sworn police officers and three 
volunteers. 

When a call is received, the caller is given a 
code number which is used in all subsequent . 
transactions to assure anonymity. The informat.::-on 
is screened to determine its validit~ before be~ng 
turned over to investigators for act~on. If. th7 
information does lead to the arrest.ar:d conv~ct~on 
of suspects or the capture of a fug~t~ve, the 
caller is eligible for a cash rewar~. c~ntact 
for payment is made through the med~a us~ng.th7 
established code number, and reward~ are pa~~ ~n 
cash to further preserve the caller s anonym~ty. 
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III. Problems Identified 

The Department's undercover investigative operations 
are not as effective as they should be, primarily 
because of an ineffective organizational strategy 
and there not being a comprehensive action plan for 
attacking organized crime. Because of these two 
problems, many lower-level problems have developed. 

As previously stated, operations involved in under
cover investigations are spread among the Department's 
four bureaus. The Organized Crime Strike Force and 
Intelligence Units are components of the Inspection 
Services Bureau. Crime stoppers is a component of 
the Support Services Bureau. A degree of intelligence 
analysis is provided by the Operations Resource Unit, 
a component of the Staff Services Bureau, and the 
Special Anti-Crime Squad is a component of the Operations 
Services Bureau, of which Metro S.C.A.T. is also a com
ponent. This splintered organizational approach has 
resulted in each unit developing, for the most part, 
their own method of operation including different 
approaches to training; separate equipment inventories; 
policies, procedures, and g'uidelines unique to their 
own operation; and in large part! their own mission
setting. 

Because of the separateness and uniqueness in the 
operational approaches of several of the units, prob
lems of cooperation and coordination among the units 
and with other police agencies have developed. For 
example, files maintained by officers assigned to the 
O.C.S.F. are not permitted to be accessed by the other 
undercover investigative operations. The Metro S.C.A.T. 
Unit maintains intelligence files with limited distri
bution and no purging system. Compliance with Department 
rules, regulations, and policies is different among the 
units. Certain units have refused to work with members 
of other units and to work information provided by 
other units. Some of these problems are due to person
ality conflicts, with many due to a lack of management 
direction, which is in part due to improper chain of 
command in some units. Lack of management direction 
was particularly apparent in the Metro S.C.A.T. and 
O.C.S.F. Units. There is also a problem of duplicating 
the use of informants. 

Because several of the units budget, purchase, and 
inventory their own equipment, much of the equipment 
maintained by the various units is not compatible with 
equipment kept by other undercover units. There is 
a good amount of equipment maintained by some of the 

111-17 

! . 
i 
j 
1 



, ' f e uipment maintained 
units which is dupl~cat~on °qui~ment is outdated and 
b the others. Also, some e ecialized equipment 
s~ould be replaced and oth~~v~lies should be p~rchased. 
essential to u~dercover a~ired for undercover ~nves
Vehicles occas~onally r~J be leased on an as-needed 
tigations purposes shou 
basis. 

. ned officers was found in 
A rotation policy for ass~ginvestigations units. ,The 
only one of the ~nderc~~e~ia which'exists for off~cers 
personnel select~o~ ~r~ egenerallY provides that ~e~-d 
assigned to the O. the strike Force will be restr~c e 
sonnel assigned to e han two years. All three 
to a duty tour of no m~ree~ to the strike Force ~ave 
officers currently ~ss~~n xcess of two years, w~th 
worked tours of~ut~es ~n =half years. The need,for 
one as long as s~x andt,onneal policy is addressed ~n 

f 't of a rota ~o t " and bene ~ 'l d "Career Developmen • 
Chapter VIII, t~t e 
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IV. Proposed Solutions 

As related previously, the major problems identified 
with undercover investigative activities stem from 
the Department's failure to develop an appropriate 
organizational strategy and a comprehensive short
and long-range action plan. Solutions to these two 
major problems plus the lower-level problems identi
fied are discussed in this section. 

To improve the direction, focus, and results of the 
Department's undercover investigative activities, all 
undercover operations should be consolidated into a 
Special Operations Division. Units that should be 
consolidated include the Department's component of 
the O.C.S.F., narcotics and vice operations, the 
Intelligence Unit, and the Special Weapons and Tactics/ 
Explosives operations. The Metro S.C.A.T. Unit should 
be terminated, and the Metropolitan Narcotics Unit 
and Vice Unit re established. The number of officers 
donated by the Department to the Organized Crime Strike 
Force should be reduced from three to two, in line 
with the Strike Force's own personnel selection criteria. 
The Metropolitan Narcotics Unit should consist of one 
police sergeant and five police officers, the Vice 
Unit one police sergeant and three police officers, 
and the Organized Crime Strike Force two police officers, 
all of whom should report to a police lieutenant. 

The Intelligence Unit should be enlarged to include 
a crime analyst to ensure that all good intelligence 
leads are followed up. The Special Weapons and Tactics/ 
Explosives Unit, as proposed in Chapter VI, titled 
"Tactical Operations," should be transferred to the 
proposed division and report to the Intelligence lieu
tenant. The latter unit should consist of two police 
sergeants and ten police officers, which is believed 
to be adequate staff to not only accommodate their 
primary responsibilities of handling S.W.A.T., tactical, 
and explosives type calls, but this unit could also 
provide a human resource pool to bolster the intelli
gence, vice, and narcotics operations to ensure that 
organized crime threats that do exist are sufficiently 
addressed in the City. Both lieutenants should report 
to the division commander, a police captain. 

As proposed in Chapter VI, S.A.C.S. has met its pri
mary responsibilities and it is appropriate that this 
unit be disbanded, with patrol assuming the tasks of 
burglary and robbery investigations. The majority 
of information acquired by the Crime Stoppers Program 
relates to previous case reports and should be con
solidated with the case analysis unit as a means of 
optimizing the data. 

III-19 

, 
I 



~ "' .. 
f 
I 
I 

A substantiaLl number of goals and objec~ives <?urrently 
exist relative to narcotics, vice, and ~ntell~gence 
operations. Subsequent to the consolidation of these 
activities, the division should develop b~th short-, 
and long-term action plans based on perce~ved sever~ty 
of the crimes confronted. Division,goals ~hould be 
clarified and monitored on an on go~ng bas~~. Cer
tainly, vice acti vi ties sho,:,"ld be g~ ven a lugher 
priority than was the case ~n 1982. The Department 
estimated that the number of vice arrests,that Metro 
S.C.A.T. would make in 1982 was 350. Rev~ew,of l-ietro 
S.C.A.T.'s work load statistics, however, f~~l to _ 
indicate any arrests for pornogra~hy~ gambl~n~, pros 
titution, liquor violations, or p~mp~~g and, ~n fact, 
the entire Department made only 328 v~ce arrests. 
The majority of the vice ar7'ests wer7 as a re~u1t_of 
the "John" detail, which ma~nly co~s~sts of m~sde 
meanor arrests of patrons of prost~tutes. 

The rate of drug abuse appears to have increased 
dramatically nationwide during the past ten years, 
and this rate of increase also apP7ars t~ apply to 
the City of Colorado Springs. It ~s bel~eved that 
many illicit narcotics and drug abusers are not suf
ficiently affluent to support their h~bit and that 
money used to buy drugs is often acqu~red as a result 
of criminal activities, including burg~ary, robbery, 
rostitution, theft, and many other cr~mes. T~e , 

bepartment cannot afford to have se~er~l organ~zat~o~al 
strategies to fight narcotics traff~ck~ng. The ?r~a , 
nized Crime Strike Force, as it regards our pa7't~c~p~t~on 
in that operation: and the Metropoli~an Narc~t~c~ Un~t 
must work in a coordinated, coope7'at~~e f~sh~on ~f 
the level of narcotics used in th~s C~ty ~s to decrease. 

Almost all of the work of the Intel~igence U~i~ is 
directed toward collecting, evaluat~ng, 7'eta~n~Q~, 
and distributing pertinent intellig7n<?e,~nformat~011 
on organized crime subjects and act~v~t~e~. Much ~f 
this information is of significant va~ue ~n det7ct~ng 
and suppressing narcotics, vice, f7nc~ng operat~ons, 
and criminal activities of subvers~ve groups. The 
Intelligence Unit has,develoP7d and refined a compre
hensive computerized ~nform~t~on base ~nd should be 
made responsible for mainta~n1ng the f~~es for ~ll 
activities of the new division. Intell~gence ~~les 
now maintained by Metro S.C.A.T. should be re~~ew7d 
and all appropriate records that meet LE~U gu~del~nes 
should be maintained, with all others bE;~ng dest.1:oyed. 

The Intelligence Unit presently ~oes ba<?kground inves
tigations on liquor license app11cants 1~ ~n ~ttem~t 
to determine the extent of bar owner aff111at10n w~th 
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organized crime figures. In addition, the unit also 
attempts to track the 463 liquor licenses that have 
already been issued, which include 94 tavern licenses, 
76 package store licenses, 137 3.2 percent beer 
licenses, 17 beer and wine licenses, 119 hotel and 
restaurant liquor licenses, 17 club liquor licenses, 
1 drugstore liquor license, 1 race track liquor 
license, and 1 liquor license for the County's 
Pikes Peak Center. The consolidation of the S.W.A.T./ 
Explosives operations into this new division should 
provide an adequate liquor establishment enforcement 
program. 

The new division should develop a consolidated, com
prehensive set of rules, regulations, and policies 
as it concerns their internal operations. This is 
meant as a supplement to the Department's rules and 
regulations. Such rules and regulations would ensure 
that staff are cross trained to the extent necessary, 
that schedules are developed and followed which 
ensures effective use of all manpower and overtime, 
vehicle use policies are ,adhered to, overtime is 
kept to a minimum and is evenly distributed, and 
r.hat inter-unit competition and personnel conflict 
are suppressed. Inter-unit coordination and flow of 
information among units must be stressed. 

An inventory of all of the equipment of the units 
consolidated into the division should be taken with 
outmoded and obsolete equipment being turned into 
salvage and a request developed to fund additional 
equipment deemed essential to the division's opera
tions. Equipment the new division anticipates it 
will require is presented in Appendix III-A. 

The division should develop and implement a computer
ized program for aSSigning and monitoring all work 
assignments \,li thin the division. It is believed the 
Investigations Management Information System (I.M.I.S.) 
currently being used by general investigators could 
b7 used for this purpose. The Department's Durango 
m~cro-computer could be used to operate the modified 
I.M.I.S., and the Department's Incoterm could be 
dedicated to the Special Operations Division on which 
t~ maintain the Intelligence five-year computerized 
f~les, and other files which the division mav deem 
appropriate. ~ 

The division must have access to the leasing of 
vehicles for specific undercover operations. The 
Department's past practice has dictated that unmarked 
vehicles purchased are normally in accordance with 
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, d and that the main difference 
police cru~ser ~ta~d:~dsplain sedan is only color, 
between the c7u~seI etc. These unmarked cars 
red lights, s~ren"scdre:~sbeing a police vehicle. are readily recogn~ze 

D~fferent types and styles of cars must be avai~able 
• f short durations when effect~ng 

on quick notice or It does not pay to purc~ase ~uch 
a covert strateg~he cost of acquiring and d~spo~~ng 
cars ~cause,of h'b'tive when the period of t~me 
of veh~cles ~s pro ~ ~ assi nments is con-
the car can be used for sU~~e sol;tion is to enter 
sidered. The mos~ reason~ a encies for rental of 
into agreements w~th leas~~g g 'd for that par-
whatever vehicle is,deter~~ne~ requ*~: availability 
ticular undercover ~nv~st~~~t~onfor another in a short 
of switchin~ on7 leasellvet~Ca~d the overall cost of eriod of t~me ~s exce en, , , 
;uch a program is considered m~n~mal. 

Authored By: 
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APPENDIX III-A 

ANTICIPATED EQUIPMENT NEEDS 

I. Immediate Needs 

A. Six mobile chargers for the MX-340 a-channel 
radios. 

B. One mobile in-car repeater radio unit for out
lying areas of county. 

C. Four MX-340 8-channel voice privacy radios. 

D. Trade in present, older AID transmitters and 
receivers for four new state-of-the-art equipment. 

E. Binoculars - six. 

F. High-power spotting scopes, two each, adaptable 
to Canon camera (35 millimeter) • 

G. Trade in high-mileage vehicles for new vehicles. 

II. Long-Range Needs 

A. Cameras 

1. Four Polaroid cameras with auto focus and 
auto flash. 

2. Two Canon AE-l cameras with 70 to 260 milli
meter lenses, one 600 to 1200 millimeter F 3.5 
or less lens, one heavy block tripod, and one 
hard camera case for the above equipment. 

B. One VTR with camera to include one 9 millimeter 
spike lens and two standard lenses. This should 
be a color unit. 

C. Three Lanier VIP/C cassette recorders and one 
transcriber with headset. 

D. Two IBH Selectric II correcting typewriters. 

E. Two manual typewriters. 

F. Four desks for officers to complete work at. 
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G. Two long-term transmitters on compatible body 
mike frequencies so they can be monitored by the 
suitcase receivers. 

H. Two Hekimian lab slave units for overriding drops 
in line current on Ti·tle III equipment. 

I. Twelve sets of remote transmitter buttons and 
earphones for MX-340 and 360 radios. 

J. One parabolic microphone for monitoring COIlver
sations at long distances. 

K. Two Pearlcorders with covert micJcophones. 

L. Four combination rifle/shotgun cases. 

H. Six monoculars and cases. 
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CHAPTER IV 

AIRPORT SECURITY DETAIL 

SUMMARY 

This chapter addresses the responsibilities of the Colorado 
Springs Police Department to the Colorado Springs Municipal 
Airport relative to airport security. The study of this 
activity area was conducted by the Special Operations Unit, 
Uniform Services Division, in coordination with the Police 
Study Project, with the participation of Airport Administra
tion, Airport Security Detail, and the Federal Aviation 
Administration (FAA). 

The primary responsibility of the Colorado Springs Police 
Department to the Airport is to assist that agency in 
complying with Parts 107 and 108 of the Federal Aviation 
Regulations relative to airport security requirements. 
In addition, it enforces city, state, and federal laws 
on the Airport grounds and provides general security 
support. 

Repeated acts of air piracy throughout the world resulted 
in the FAA establishing strict security requirements. These 
requirements under Part 107 of the FAA Regulations required 
screening for weapons and explosive devices prior to passen
gers boarding aircraft. Subsequent revisions to Parts 107 
and 108 resulted in the need for Law Enforcement Officers 
to be on duty on airport grounds at all times during airport 
operations and that such officers have probable cause arrest 
powers. Colorado Springs police officers staff the Airport 
Security Detail because of their probable cause arrest author
ity. 

The Airport Security Detail presently consists of a sergeant 
and four police officers with primary responsibility to pro
vide Law Enforcement Support which involves a response to the 
screening area within ten minutes. The Detail enforces all 
federal, state, and local laws on Airport grounds not strictly 
required under the Airport Master Security Program. Enforce
ment covers serious and non-serious incidents, plus traffic 
violations. A considerable amount of time is also devoted to 
general security services, both of a regular and periodic nature. 
Security checks are made of the screening area, office doors of 
both public and private agencies after closing, property perim
eters, hangars; and parking areas. The Detail also administers 
a lost-property program. 
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At the present time, staffing of the Airport Security Detail 
to accomplish all of the above responsibilities is between 
6:00 a.m. and midnight daily. This manpower schedule corre
sponds with the schedule of flights occurring throughout each 
day of the week. 

The Airport Security S,tudy confirmed that the Police Department 
has efficiently and effectively delterred the threat of criminal 
violence and air piracy in connection with Airport operations. 
It was determined that improvement could be made in manpower 
scheduling, vehicle fueling, communications, training, work 
load and record keeping, and prescribed responsibilities. Changes 
in three of six of these areas were effected during the study 
process. Areas in which improvements have already been made 
include manpower scheduling, work load and record keeping, and 
vehicle fueling. Improved communications requires that five 
6-channel Convertacom radios be provided the Airport Security 
Detail. The Airport Security Detail training program should 
be expanded to include a comprehensive in-service training 
program. The responsibilities of the Police Department and 
Airport and their business relationship should be set forth 
in a written agreement. 
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(1) 

(2) 

(3 ) 

(a) 

(b) 

(c) 

HECOMMENDATIONS 

Responsibilities of the Parties. 

Resource commitments. 

Operational polic;es and .... procedures. 

That the Air~ort Security Detail's training program be 
expanded to ~nclude in-service training. 
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STUDY FINDINGS 

I. Introduction 

Although the Project Study Office was organized in 
early 1982 to study all facets of the Department's 
operations, the Special Operations Unit of the Uniform 
Services Division obtained approval to conduct a study 
of a division of its own operation. The organizational 
unit studied was the Airport Security Detail. The com
mander of the Special Operations Unit, a former member 
of the Police Study Project who participated in the 
Phase I effort, developed the study program and work 
schedule and supervised two members of his staff during 
this investigative process. 

The study determined the efficiency and effectiveness 
in operational strategy and resource allocation of the 
Airport Security Detail. Coordinated with the Police 
Project Study Office, the study effort was very thorough 
in breadth and depth of study approach and encompassed 
the collection and review of applicable federal, state, 
and local laws, Police Department and Airport rules and 
regulations, and the Colorado Springs Municipal Airport 
Master Security Program; interviews of key personnel; 
review of objectives, work load indicators, and perform
ance data; and analysis of operational strategies and 
performance and condition of office space, equipment, 
vehicles, and supplies utilized in this operational area. 

Recognition must be given to the officers assigned the 
Airport Security Detail, the Federal Aviation Adminis
tration (FAA), and to the Director of Aviation, Assistant 
Director of Aviation, and other Airport personnel who pro
vided insight and data during the study process. Without 
their cooperation and support, the quality of study findings 
and conclusions would have suffered. 

The following summarizes the findings and conclusions 
drawn during the self-examination study effort. 
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II. Municipal Airport Overview 

The Airport is owned and operated by the City of 
Colorado Springs and is operated as ~ division of 
the Department of Public Works. It is managed by 
the Director of Aviation, with the assistance of 
the Assistant Director of Aviation. 

The Airport is a Category II airport as defined by 
the FAA. Airport categories are determined by the 
number of persons passing through the screening area 
annually. Airports which screen 500,000 to 2,000,000 
persons annually are classified as category II airports. 
In 1981, approximately 503,000 persons were screened at 
the Colorado Springs Municipal Airport. 

The Airport is presently operational from 6:00 a.m. to 
12:00 midnight each day for commercial aircraft opera
tions. The Airport is open for operations by aircraft 
on a 24-hours-per-day, 7-days-per-week basis. At present, 
there are 41 commercial flights per day, which include 
those flights wherein scheduled passengers are screened 
and are not screened. 

The Airport encompasses approximately 6,000 acres, all 
within the City of Colorado Springs (see Figure IV-l). 
Initially, the primary Airport facilities were located 
in that area of the Airport which is now utilized for 
mil~t~r¥ purposes. In July 1966, Ivlunicipal Airport 
act~v~t~es were relocated to their current sight. The 
elevation of the Airport is 6,172 feet above sea level 
which is an important consideration regarding reports ' 
of barometric pressure explosives aboard aircraft. 

The Airport provides space and facilities for various 
public and private uses. Government activities at the 
Airport include those of the United States Air Force, 
the FAA, and the State of Colorado. Space and facili
ties for private purposes are generally for three types 
of activities: (1) those furnished by major airlines 
for which boarding passengers must be screened (Frontier 
~irli~es, TWA, Continental, and Aspen Airlines); (2) those 
~n wh~ch passengers may board aircraft or in which persons 
may enter restricted areas of the Airport without being 
processed through a s~reening area (Pikes Peak Air Service, 
Aero Rampart Corporat~on, Colorado Interstate Gas, Hedrick 
Beechcraft, Inc., Garden Valley Aviation, Pioneer Airlines 
and Rocky Mountain Airways); and (3) those furnished by , 
private companies. These latter activities are furnished 
without the need to have access to the Air Operations Area, 
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FIGURE IV-l 

COLORADO SPRINGS MUNICIPAL AIRPORT 
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which is that portion of the Airport used or intended for 
use by aircraft in landing, take-off, and service maneuver
ing <various car rental agencies, Apco Parking, Air Host 
Food Service, and Air-Ground Transportation Company). 
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III. History of Airport Security 

Prior to 1973, Airport security requirements were 
defined solely by Airport Administration. Security 
guards were not formally trained and were basically 
"night watchmen". The City Manager, under Chapter 2, 
Article 6, Section 203 of the City Code, empowered 
these security guards as "special policemen" wi t.h 
powers, privileges, and duties specified in their 
letter of appointment. The "special policemen" were 
uniformed, armed, and identified as Airport Police by 
a shoulder patch. 

In 1973, after repeated acts of air piracy throughout 
the world the FAA established strict security regula
tions und~r Part 107 of the Federal Aviation Regulations. 
The new regulations required screeni~g of all pe:sons. 
for weapons and explosive devices pr~or to board~ng a~r
craft and the presence of a Law Enforcement Officer at 
the pre-board screening area. 

At the time these new Federal Aviation Regulations were 
implemented, the Airport Security Detail consisted of 
only four officers. To complY,w~th the new.Federa~ 
Aviation Regulations, four add~t~onal secur~ty off~c7rs 
were hired and all eight attended and passed the Pol~ce 
Department's recruit academy. 

In March 1979, a revision to the Federal Aviation Regu
lation Part 107 became effective which redefined the 
requirements of Law Enforcement Officer., pr7viou~1~, 
a Law Enforcement Officer had to be read~ly ~dent~f~able 
by uniform and display or carry a badge or other form of 
identity, be armed with a firearm and authorized to use 
it and have completed a training program meeting stipu
lated requirements. The revision additionally made it 
necessary for a Law Enforcement Officer, while on duty 
at the Airport, to have authority to arrest, with or 
without warrant, in cases in which a crime was committed 
in the officer's presence or when the officer had reason 
to believe a suspect had cOIDnlitted a felony offense. 
This made it necessary for the security officers to have 
probable cause arrest powers. 

Only occupation classifications specified in Chapter 18, 
Article 1, Part 9 of the state of Colorado Criminal Code 
have Peace Officer status authorizing them to make probable 
cause arrests. The occupation of Airport Police is not 
included within that list and, therefore, did not have 
probable cause arrest authority. It was concluded that 
only a Colorado Springs police officer could meet the 
definition of Law Enforcement Officer under the revised 
Federal Aviation Regulations. 
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A plan was developed to replace the eight Municipal 
Airport Security Officers with eight police officers 
from the Colorado Springs Police Department. One 
sergeant and seven police officer positions were 
budgeted for this purpose. Because of staffing prob
lems that existed at the time, the Police Department 
initially utilized one sergeant and police officers 
on an overtime basis to staff this new assignment dur
ing the time the Municipal Airport Police Officers 
were being phased out and until a new academy class had 
graduated. 

In September 1981, a revision to Federal Aviation Regu
lation Part 108 became effective which simplified and 
consolidated all airport security regulations. These 
revisions, as they apply to this City's Airport, per
mitted a "law enforcement flexible response extention" 
whereby a Law Enforcement Officer no longer had to be 
stationed in the pre-board screening area. The effect 
of the new requirement was that the Law Enforcement 
Officer must remain on Airport property while on duty 
and be able to respond to the screening area within 
ten minutes. It was concluded at this time that this 
more liberal approach to airport security could be met 
by a sergeant and four full-time police officers, rather 
than the one sergeant and seven officers, required under 
the March 1979 revision to Part 107. 

Accordingly, the Police Department reduced the amount of 
overtime usage in connection with the Airport Security 
Detail from eight to four equivalent police officer posi
tions. It was not until March 1982 that the Police 
Department was able to finally fill the four full-time 
police officer positions which had been budgeted for the 
Airport Security Detail. The cost of these positions and 
supporting expense and capital items is initially paid for 
from the Police Department budget, with the General Fund 
being subsequently reimbursed with Airport revenue. Finan
cial considerations are discussed later in this report. 
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IV. Airport Security Operations 

Officers assigned to service the Airport,have three 
overall areas of responsibility: render7ng law 
enforcement services in support of the A~rport 
Master Security Program, enforcing city, sta~e~ and 
federal laws on the Airport grounds and prov~d~ng 
general security support. 

A. Master Security Program 

In accordance with Federal Aviation Regu~ations, 
the Airport has developed a Haste: secur~t¥ Program 
which addresses security of the A~r Operat~ons Area, 
La,.; Enforcement support, maintenan~e of permar:ent 
records of all law enforcement act~ons taken ~r: , 
furtherance of Parts 107 and 108 of Federal A~~at~on 
Regulations, and the testing of prescribed pr~mary 
communication alerting systems. The pro~ra~ further 
details the responsibilities of tena~t a~rl~nes and 
other Airport tenants. Law Enforce~e~t Support must 
be s.ufficient to implement all prov~s~ons of the 
£.1aster Security Program, including support to the 
passenger screening effort. 

It provides that police officers shall serve the 
function of Law Enforcement Officer, supported and 
assisted by the EI Paso County Sheriff's Office, 
Colorado State Patrol, Peterson Air Force Base 
Security police, police Department, an~ Fed7r~1 
Bureau of Investigation. The Program kdentkfkes 
special equipment to be made avail~ble to the , 
officers and identifies the authorkty such offk-
cers must be vested, the degree to ~hich eac~ must 
be trained in firearms and the wearkng of unkforms, 
badges, and insignias. It further identifies the 
need for a timely response to the ~assenger,screen-
ing area as well as certain tasks kn those ~nstances. 

Only passengers boarding flights of certain airlines 
and visitors to the sterile concourse must undergo, 
the screening proce£\s. Such airlines are t.hose whkch 
regularly accommodate flights of 60 persons and more 
and fly out of state. The screening area for t~ese 
flights is located on the upper level,of the makn 
terminal at the entrance to the bo~rdkng ~re~s. 
Passengers boarding flights of regkonal akrl~nes 
which have received a waiver from FAA, such as 
Rocky Mountain Airways and Pioneer Airlines, do not 
undergo the screening process. Such passengers board 
these flights through Gate A loc~ted on,th7 lower level 
of the main terminal. These regkonal a~rl~nes have 
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passenger c~nfigurations of less than 60 persons. 
However, screening and law enforcement presence must 
be provided if and when the FAA identifies a security 
threat or if passengers have uncontrolled access to 
sterile areas. 

The screening area is presently staffed from 6:00 a.m. 
to 10;00 p.m. each day. Staffing is provided by the 
C & D Security Company and includes one person at the 
metals detection area, one person at the X-ray position, 
and a supervisor who oversees the entire screening oper
ation and acts as a liaison with the officers. 

The primary duty of the screening personnel is to 
screen all persons desiring to enter the sterile 
area and all property prior to its introduction 
into a sterile area or classified aircraft. This 
screening procedure was designed to prevent and 
deter the carriage aboard an aircraft of any explo-
sive or incendiary device, weapon, or other dangerous 
object. Individuals must pass through a metal detector 
or consent to a 'pat down' type search with satisfactory 
results before being allowed to enter any sterile area 
or board an aircraft. All carry-on luggage and other 
hand-carried items are X-rayed or physically inspected 
to the satisfaction of the screening personnel. Persons 
who refuse to comply with screening procedures or refuse 
to permit a physical inspection of their belongings when 
requested are not permitted to enter the sterile area 
or board an aircraft. Persons who attempt to introduce 
explosive or incendiary devices, weapons, or other dan
gerous objects into a sterile area are detained and 
appropriate law enforcement action taken. 

When an officer is contacted by pager, he immediately 
contacts the Police Department Communications Center. 
The officer must respond to the screening area within 
ten minutes. If his presence in the screening area 
requires enforcement action, the officer will take 
appropriate action and initiate a case report of the 
incident and complete such other reports as may be 
necessary. If upon investigation, an explosive or 
incendiary device, weapon, or other dangerous object 
is detected, the officer is instructed to arrest the 
suspect, collect and preserve any evidence relative 
to the case, notify the FBI and FAA immediately, and 
prepare necessary written reports for submission to 
the FAA. Weapon violations found on limeeters and 
greeters" are usually handled on a local level; how
ever, the FBI and/or FAA may choose to file charges 
if the violation is severe. Weapons violations 
involving ticketed passengers are usually investi-
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gated by the FBI; however, they may refer the case 
to the local level if the violation is not severe. 
Increased insight to operating procedures is provided 
later in this report. 

As previously discussed, FAA Regulations and the 
Airport I1aster Security Program require testing of 
primary alerting systems. Such tests must be con
ducted at random on a daily basis; records must be 
kept of such tests which include certain prescribed 
data. 

The alerting system consists of covert and overt alarms 
linked directly to the Police Department Communications 
Center. The overt alarm system is a direct line tele
phone system from the screening area to the Communica
tions Center. The covert system has two alarm activation 
switches located at the screening area and is used by 
screening personnel only in emergency and test situa
tions. Activation of the covert alarm system results 
in an audible and visual alarm being sounded at the 
third console in the Police Department Communications 
Center. When such alarms are activated, the dispatcher 
immediately pages the police officers who then contact 
the Communications Center to receive whatever informa
tion is available and respond to the screening area. 

Alarm systems are tested three times daily. Two of 
these are scheduled for 6:00 a.m. and 2:00 p.m. The 
screening personnel call the Communications Center 
stating they are about to conduct a test. They will 
then activate the toggle switches (covert system), 
with the Communications Center confirming that the 
alarms functioned properly. The third test is con
ducted each day at random. Screening personnel 
place a phone call to the Communications Center and 
state, "This is a response test." The paging pro
cedure will then be completed with the dispatcher 
advising the officer that it is a response test. A 
log of all response times to the screening area is 
maintained in compliance with FAA Regulations. 

B. Law Enforcement 

Officers also enforce federal, state, and local laws 
on Airport grounds not specifically required under 
the Master Security Program. This includes serious 
and non-serious incidents plus traffic regulations. 
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C. General Security 

~Olic~ officers also provide general security serv
~ces 0 the Airport, both of a regular and periodic 
nature. Regular rounds include checking the boiler 
rooms for a~y de~iciencies which could create a 
~azard,_mak~ng f~nal security checks of the screen
~~~i~~~ct aft~r the last flight, checking the Airport 

,ers, angars, and office doors of private 
agenc~es after they have closed, and lockin the 
~o07"sd~o the main terminal building at midnIght 
t~r~~,~c checks are made of the fence line arou~d 
fa~il~~~ort ~roperty and of businesses and other 

~ ~~s,s~tuated on the Airport propert. The 
also adm~n~ster found personal property it~ms. y 

~enera~ security between midnight and 6-00 a m d 'I 
ours ~n which no Airport Security Detail Off'" a~ y, 

are on duty i d ~cers 
, ~ s ren ered by a guard provided b th~ 
Eaglet Secur~ ty, Company. 'l'his service is provi~ed ;n 
a con 7"act bas~s and has no involvement in meetin 
scree~lng area security requirements. The privat~ 
~e7u7~ty guard arrives at 10:00 p.m. and makes an 
~n~~~al che?k of bus~~esses on the Airport property. 
t e ,enla~s~st~ a po~~ce officer with securing the 
erm~na u~ld~ng. Once the terminal is secured 

!~~ guard,wi~l remain ~utside in a mobile respon~e 
, :' per~od~cally mak~ng security checks of build-
1~~i' One-half hour before the end of his shift he 
w~ commence unlocking the terminal doors. ' 

~ota~~ist in the administration of the Airport Security 
d:f?~'t,a manual,w?s prepared which addresses certain 
r' ~n~ ~ons, pol~c~es, and procedures unique to secu-
~ty and enforcemept requirements of that facilit . 

Th~ m?nual ~ddresses such subjects as alarms badYe 
~~~~~~ng ma~n~ena~ce, concessionaires, dange;ous ~n~' 

y weapono~ d~sasters, found items, maps, business 
leases, screen~ng process, and law enforcement duties. 
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V. Major Study Findings 

The airport security study effort confirmed that the 
Police Department was rendering efficient and effective 
police services in deterring the threat of criminal 
violence and air piracy against scheduled and public 
charter operations operating out of the Airport. The 
Airport Security Detail's organizational strategy and 
operational approach is quite effective. However, 
improvement could be made in manpower scheduling, 
vehicle fueling, communications, training, work load 
and record keeping, and in better defining the Police 
Department relationship and responsibilities to the 
Airport. Insight to these major findings are discussed 
below. 

A. Manpower Scheduling 

As previously mentioned, the Airport is operational 
24 hours each day. However, the tenninal is open 
from 6:00 a.m. to midnight only which corresponds 
to the present schedule of flights occurring through
out each day_ In order to meet the FAA Regulations 
airport security requirements, at least one police 
officer must be on duty at all times during these 
hours. It is this basic requirement that resulted 
in a sergeant and four police officers being assigned 
to the Airport Security Detail. 

When this Airport security study began, it was found 
that the sergeant worked five 8-hour shifts, r.1onday 
through Friday, with Saturday and Sunday off. The 
four officers worked nine straight shifts, at nine 
hours per shift, for a total of 81 hours each biweekly 
payroll period, then taking five days off. 

This manpower scheduling approach did not appropriately 
distribute manpower. Also, it was concluded that a 
new schedule could be designed to eliminate the need 
to regularly pay overtime. Three operational para
meters were considered in designing a new work sched
ule: (1) the requirement to staff the Airport 18 hours 
each day, seven days a week, (2) the need to conform 
to an 80-hour biweekly payroll period, and (3) the 
need to utilize the fewest number of officers pos
sible in manning the Detail. 

Two manpower scheduling approaches generally satisfy 
these parameters. The first is a five-day-on/two
day-off, three 8-hour shift approach with working 
hours of 6:00 a.m. to 2:00 p.m., 10:00 a.m. to 
6:00 p.m., and 4:00 p.m. to midnight. The second 
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is a four-day-on/three-day-off two 10 h 
approach with working hours of'6'OO - our 
and 2· 00 P t ' , . a . m . to . .m. 0 m~dn~ght. Tables IV-l 
reflect the work schedules of each of th:~~ 

shift 
4:00 p.m. 
IV-2 
two plans. 

After,~onsidering ease of administr t' 
of sh~fts per da ff' a ~on, numbers 
lization, vacati;~ :nde~;~r~ness i~ manpower uti
officers receiving weekend day rel~ef, numbers of 
it was concluded that the f aysdOff, and supervision, 
two 10-hour shift a h our- ay-on/three-day-off, 
This approach is si~p~oac had,g7eater attributes. 
the sergeant to serv~ :st~ adm7n~ster! requ~res only 
days scheduled for doubl acat~~n rel~ef, w~th holi
day a week in which ev e sta~f~ng days; provides one 
and coordination with ~~~oneD~s on duty for training 
permits easy rotation Of:r epartment ?perations; 
each officer has at least taff among sh~fts and ensures 
other approach re uires one weekend day off. The 
serve as vacationqand hO~i~ergean~ ~nd an officer to 
permit all ff' ay rel~e.L and does not 

o ~cers at some point d ' th 
have contact ltd th each other. ur~ng e week to 

To minimize the pay t f ' 
the administration ~~nm 0 overt~me and to improve 
determined that the f an~ower scheduling, it was 
ulicg approach Shouldo~r-,aYion/three~daY-~ff sched-
rather than await e ~mp emented ~mmed~atelv 
recommendations ;Pi7oval along with other study 
reviewed the s~~ed ~,~ce Department management 
went into effe;t o~ ~enpgtprboPos6al and the new plan 

em er f 1982. 

Vehicle Fueling 

:x~~;!~~eD~~:rtment ve~icle is available for the 
vehicle which ~!st~e A~~port Security Detail. The 
198? Dodge equippede:f~~g~efif~~rn :atro~ is a ma7ked 
rad~o, Airport radio with A' g bQr, s~ren, pol~ce 
and ~n Airport ground contr~~por~,standard fr7quency, 
rece~ves periodic use b. 7a ~o. The veh~cle 
only and is ina t' b Y the A7rport Security Detail 
d ' c ~ve etween m~dnight d 6 00 
ur~ng which time the Det '1 ' an: a.m., 

problem identified in th,a~ ~s n~t staffed. The 
need to leave Airport ~s doperat~onal area is the 

groun s to fuel the vehicle. 

At the time of the stud th ' 
the East G 1 y, e veh~cle was fueled at 

. arage ocated at 2910 E t \ '1 
The most direct route from tl A,as ~~ lamette Place. 
measured at a 8 'I 1e ~rport round trip was 

~. m~ es and the av 
time was 21 minutes not' ,erage round trip travel 
ing the vehicle T{' ~nc1udl.ng the time for refuel-

. l1.S approach toward vehicle fueling 
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TABLE IV-I 

5-Days-On, 2-Days-Off, Three 8-Hour Shift Plan 

M T W T F S S 

Officer 1 1 1 1 1 X X (1) 

Officer X X 2 2 2 2 2 

Officer 3 3 X X 3 3 3 

Officer 2 2 3 X X 1 I 

Sergeant 2 2 2 3 2 X X 

On Duty 4 4 4 3 4 3 3 

presented a problem when only one officer was on duty 
and the vehicle needed fueling. The officer could 
not leave to fuel the vehicle because it would negate 
his compliance with the ten-minute response time 
requirement. Also, his absence would violate the 
FAA requirement that at least one officer be on 
airport grounds at all times during airport oper
ating hours. Although this problem could, for the 
most part, be solved by improved scheduling, it 
was determined the best solution would be to locate 
an alternative site on the Airport. 

The Airport Manager suggested that on an as-needed 
basis this be rectified by refueling the vehicle' at 
the Airport Fue.ling Depot located on the military 
portion of the Airport. This facility is staffed 
Monday through Friday from 8:00 a.m. to 4:30 p.m. 
At other times of the day, and on weekends, it was 
suggested that the police officers be given access 
to the secured Fuel Depot to fuel the vehicle them
selves. 

The distance from the main terminal to the Airport 
Fueling Depot is approximately 2.9 miles and the 
average round-trip travel time is approximately 

TABLE IV-2 12 minutes. This refueling alternative permits 
an officer enroute or at the Fueling Depot to 
return to the terminal within the ten-minute 

4-Days-on, 3-Days-Off, Two 10-Hour Shift Plan response time requirement. This refueling al ter
native has been implemented. 

1'1 T W T F S S 

Officer 1 1 1 X X X 1 

Officer X X 1 1 1 1 X 

Officer 2 2 2 X X X 2 

Officer X X 2 2 2 2 X 

Sergeant(2) X X 
(10 AM-6 PM) 

On Duty 3 3 5 3 3 2 2 

NOTE: (1) X - Off Duty 

(2) Sergeant not used in daily manning schedule, reserved 
for supervision only. 
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C. Communications 

At the time of the study, the Airport Security Detail 
encompassed a communications network including five 
Hotorola MX330 portable radios, two ground control 
radios (one portable and one mounted in the Airport 
Security Detail vehicle), a .t-1otorola 1r.1otran" radio, 
a four-channel Convertacom radio, and three Mountain 
Bell bellboy pagers. The five Motorola radios, the 
two ground control radios, and three bellboy pagers 
were furnished by the Airport. The four-channel 
Convertacom radio and the Motorola "Hotran" radio 
are Police Department owned. 

'rhe five Motorola radios are equipped with two chan
nels, Police Department Channell and the Airport 
frequency. The Convertacom radio is equipped with 
Police Department Channels 1, 2, 3, and 4. The 
t4otorola "Motran" radio is equipped with Police 
Department Channels 1 and 3 and the Airport fre
quency. 
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The Airport Security Detail vehicle is equipped with 
the four-channel Convertacom radio, the three-channel 
Motorola "Motran" radio, and the Airport ground con
trol radio. These devices meet the communication 
requirements projected for an officer while in a 
mobile response mode. 

The five Motorola MX330 portable radios and the three 
Mountain Bell bellboy pagers are for use by officers 
while on duty away from the screening area. Two of 
these radios are also used by the night security 
guard and the Weather Bureau Offices at hours when 
the Airport Security Detail is not operational. 
The pagers are to permit the Communications Center 
to notify the officers of the need to respond to 
the screening area. The radios are mainly for use 
by the officer to communicate with the Communications 
Center to gain insight to the nature of the response. 

The Communications equipment consisting of the 
Mountain Bell bellboy pagers and Motorola MX330 
portable radios are insufficient. The Mountain 
Bell bellboy pagers receive beeper messages only 
and cannot be used for transmitting or receiving 
verbal messages. The Motorola MX330 portable 
radios are equipped with only two channels and 
communication linkage with the Communications 
Center could be disrupted at times when Channel 1 
is being utilized in a Code 1 mode. 

To ensure that communication linkage between the 
officer and the Communications Center is ensured 
at all times, five additional Police Department 
pagers with voice paging capability were assigned, 
which permit the dispatcher to verbally advise 
officers of the reason for the page and as to the 
nature and anticipated duration of Channel 1 commit
ment for Code 1 purposes. These five pagers were 
placed into operation on October 14, 1982. It was 
determined that the two-channel radios should be 
replaced with six-channel radios equipped with 
Police Channels 1, 2, 3, 4, and 5 and the Airport 
frequency. 

Procedures adopted with regard to the new pagers 
include: 

1. After coming on duty, each officer must 
contact the Communications Center on 
Channel 3 requesting a test of the pager 
for both audible page tone and voice page. 

IV-IS 
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2. 
Communications Center personnel must du li-
cate all messages transmitted over p 

the pager. 
3. The u~e of voice pagers be ' 

for d1~patches requiring a pr1marily restricted 
screen1ng area. response to the 

4 . Communications requirin 
screening area must be iO~lres~onse to the 
officer notifying the C o~e ~p by the 
at such time as h ' ommun1cat1ons Center 
ing area. e 1S on scene at the 8creen-

Training 

Two types of specialized t ' , 
officer at the time of h' ra1n7n g are provided each 
Sec~rity Detail. The fi~~ta~s1gn~ent to the ~irport 
tat10n of duties of th ' ype 1nvolves bas1c orien-
procedures that ale aSs1gnment and policies and 
assignment. ThisP~rle~~l~,to ~hat pa:ticular duty 
sergeant as supervisor o~ ~~~ ~!t~r~~1ded by the 

Airport Security Officers al ' 
training by attending the T so rece1v~ comprehensive 
Institute School in Okl h ran~portat1on Safety 
school is under the a,oma C1ty, Oklahoma. This 
Transportation and P:~~i~~=s4~fhthe Departm~n~ of, 
support of Federal Avi t' our~ of tra1n1ng 1n 
Requirements. SUbJ'e t a 10n Regu~at10~ Security 
include: c s covered 1n th1s school 

* F~deral ~viation Regulation 129 
A1r Carr1er Security Foreign 

* Air Carr;er Threat Ev 1 t" ... a ua 10n 

* Air Carrier S ' ecur1ty Programs 

* Pre-board Passenger S creening 

* Passenger Screening Stations 

* Detection Devices d an X-rays 

* Special Screening Situations 

* Baggage Inspection 

* Legal Considerations 

* A' 1rcraft Security 
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* Aviation Explosives Security 

* Aircraft Ground Search Procedures 

* Airport Security General Aviation 

* Airport Security - FAA Parts 107 and 108 

* Airport Emergency Procedures 

All costs for officers to attend the school are 
funded by the Airport. Three of five officers 
assigned the Airport Security Detail have com
pleted this training program. 

Both types of training described above are directed 
to the newly assigned officer only and do not address 
the need for ongoing training to maintain service per
formance and to stay abreast of new and revised laws, 
policies, procedures, and rules regarding Airport 
and Police Department operations. 

Upon reviewing all the study findings, it was con
cluded that a structured, formal in-service training 
program for Airport officers should be devised. A 
training needs assessment should be conducted and 
this effort, along with training program design and 
implementation, should be coordinated with the Police 
Department Training Office. Additionally, improved 
record keeping of all training should be maintained 
and copies of such records furnished the Training 
Office. 

E. Work Load and Record Keeping 

During the study it was noted that the Airport secu:ity 
Detail was not responding to general calls for serV1ce 
on the civilian portion of the Airport. A police sec
tor unit was being dispatched on such calls. An analy
sis of the manpower availability and work load revealed 
that sufficient time existed for this work load to be 
accommodated by the Airport Security Detail. Table IV-3 
depicts arrests, case reports written and citations 
issued in 1981 and 1982. The Detail was instructed 
that in the future, only calls for service in which 
the investigation would be extremely lengthy could 
the incident be referred to a sector unit or to the 
Investigations Division. This expansion in respon
sibilities was made effective September 10, 1982. 

The Airport Security Detail has also assumed respon
sibility for administering all found property. A 
review of this process revealed that such property 
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Note: 

TABLE IV-3 

Airport Security Det.ail 

1981-82 \vork Load Accomplishments 

1981 1982 

Arrests 

Felony 0 3 
I'1isdemeanor 17 13 

Total 17 16 - = 

Case Reports 

Accidental Injury 3 1 
Cold Accident 0 1 
Aircraft Crashes 2 1 
Burglary 1 1 
Aggravated Robbery 0 1 
Traffic Accident 1 1 
Criminal Mischief 0 2 
Weapons Violations 17 12 
Possession of Drugs 0 1 
Resisting Arrest 0 2 
Lost or Stolen Item 0 1 
Theft 0 7 

Total 24 31 = = 

Parking Su~~onses (1) 3,570 -

(1) Not recorded 
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EXHIBIT IV-l 

COLORADO SPRINGS MUNICIPAL AIRPORT 
INCIDENT REPORT 

Typeoflncidanl_. ________ . - .. .. Date 

TIme of IncIdent _____ Time Arrived. _ • __ . ___ TIme Completed _ _ __. ._ ._. TOlal .. ____ .•. ___ _ 

Name 
____ . ______ .. ___ ....•.. _._.DOB _________ _ 

HI. __ ._ WI. ___ Hair ____ Eyes. ___ ._ Sex . ___ ..• _ Race. _ .. _~ SSN '---'-" ---'---'-'--' 

Street Address 
________ • __ .. _. Home Ph __ 

C,ty 8< State 
___ Z,p .. ____ . " __ ... _. ____ • __ 

Name._ .• __ . __ ••• -- ---- ----- ... - . 
.DOB ___ ,, __ ,_,_, __ , 

Ht .. _ .• _. WI. ... __ • Hal( ._ .. ' Eyes. Sex. . Race .. SSN ____ •• _ .•• _ 

Street Address ____ . ____ .-- . . Home Ph .• ..• . __ Bus Ph .••. , __ ._. __ .•. 

C,ty 8< State __ . __ .•.. 
._ IIp ~ ____ ._ .. _., •• ___ _ 

VehIcle/Aircraft Make ._. ______ ._._ Mod .. -. Yr __ ._ Color _. _____ • __ 

VIN ___ •. _______ .....• ____ .-"---' •. _ .... Llc... ---.' - -' ... - .• --~ "--' ...... - - •. 

Descnptlon of IncIdent . ____ .. _ .... - ... -

--- -~-~-~--.. ---.-. -~ ~ .- .-.~ 

--+--- --- -.----.--~-- .. - ~_.-

----_._. __ . ---_ .. --' -" 

Action Taken or OISpOGIIIOn _._ ----.- - . -- -

WITNESS 

Name ______________ _ ..• Street Addross .. 

Cuy8<State ____ .• ____ ._ Z,p Hornt! Ph . ails Ph 

Reporting OffIcer .• ______ • ___ IBM Casu /I Ace ff .. 
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was being retained indefinitely at the Airport which 
was deemed undesirable. This matter was discussed 
with the Department's property custodian and it was 
determined that this property should be transferred 
to the Custodian's Office, if not claimed after 
seven days. 

Improved data collection was necessary for the record 
keeping process. Information relative to Airport 
incidents were presented in one of two formats. A 
police case report was prepared in all instances 
dictated by Police Department policy. Information 
on all other incidents was written in a memorandum 
and transmitted to the Airport Administrative Office 
only. Records of sun~onses issued by Airport Security 
Officers for parking violations were kept in the unit's 
time book. These summonses were transmitted to the 
Violations Bureau, with no copy being retained for 
Department record keeping purposes. Revenue derived 
from parking summonses is paid to the Airport. It 
was determined that a multi-use three-part, self
carbon form should be developed for collecting data 
on all incidents occurring on the Airport property 
requiring the presence of a Law Enforcement Officer • 
One copy would be maintained in the Airport Security 
Office, one transmitted to the Airport Administrative 
Office, and the other to the Special Operations Office. 
It should be titled "The Colorado Springs Municipal 
Airport Incident Report," and a draft copy is presented 
in Exhibit IV-I. The copy which is transmitted to the 
Special Operations Office should be passed on to the 
Communications Center for input to the computerized 
dispatch system. This form is now in use. 

Additional necessary record keeping includes informa
tion regarding response times to the screening area 
and the need for the Airport Security Detail to pre
pare quarterly and annual reports reflecting manpower 
utilization and the level and nature of work load 
during those periods. 

F. Business Relationship 

Staff of the Police Department and the Airport have 
always had an excellent relationship, which has 
improved since the Police Department began support-
ing the Airport in its Master Security Program. 
Communications between the Departments are excellent 
and police officers assigned to the Airport Security 
Detail have taken their duties seriously and diligently. 
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In order to ensure the continuity of this relationship 
and to comply with good business practices, the Airport 
security portion of this relationship should be in the 
form of a written agreement, an agreement not to intro
duce legalities and accountabilities, but only to firmly 
set out responsibilities of the parties, communications 
and procedures, and financial relationships. This 
type agreement will best ensure that should any dif
ferences surface, they are quickly and easily resolved. 
A,draft agreement, reviewed and generally approved by 
A~rport Administration and the Chief of Police, is 
attached. 

The Police Department and the Airport annually deter
mine the amount the Airport will reimburse the General 
Fund for expenses incurred by the Police Department in 
staffing the Detail. For 1983, the Airport has agreed 
to reimburse the General Fund approximately $168,867. 
The basis on which this amount was calculated is iden
tified in Table IV-4 and is expressed on a daily-cost 
basis. Daily costs associated with the Airport Secu
rity Detail approximately total $621. Reimbursement 
from the Airport is made at the first of the month. 

As expressed above, the Police Department does not 
track actual expenses for use in determining reim
bursements that should be made by the Airport. Both 
the Police Department and the Airport believe the 
~urrent ~pproach of estimating costs to be fairly 
~nexpens~ve and very manageable. To maintain an 
exact accounting of costs incurred by the Airport 
Security Detail, given the current state of the 
City's accounting system, would be somewhat complex 
time-consuming, and considerably more expensive tha~ 
the current approach. 

Authored By: 

C. R. Cornel~son 

Police Sergeant 

&~ <; ~ 
Donald Engli~ 
Police Officer 
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TABLE IV-4 

1983 Computed Daily Cost of 
Airport Security Detail Based On 
2,080 Hours Per Year Per Officer 

Salaries 

Sergeant ($28,236 annual salary) 
Police Officer First Class (four 

positions) ($23,964 annual 
salary per officer) 

Total 

Benefits 

Worker's Compensation (2.6%) 
Life Insurance ($0.475 per 

$1,000 of life insurance 
based on 1.5 times annual 
salary) 

Pension (~ombination old/new 
plan - 14.9%) 

Health Insurance (family plan 
$140.28 per month) 

Dental Insurance ($9.43 per 
month) 

Total 

'l'otal Salaries 

Expenses 

Cleaning Allowance ($350 per 
year per officer) 

Vehicle Maintenance ($4,800/yr 
assumed) 

Total 

Total Daily Cost 
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$108.60 

368.68 

$ 12.41 

.34 

71.11 

32.37 

2.18 

$ 6.73 

18.46 

$477.28 

118.41 

$595.69 

25.19 

$620.88 
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A G R E E MEN T 

d ' t this day 
This AGREEMENT made andle9~;e,r~y ~~dObet,ween the Colorado Springs 

f ' police Department. 
o • , 1 Airport and the Colorado Spr~ngs 
f.1un~c~pa 

I. Purpose of Agreement 
, h' between and basic respon-

To define the relat~ons ~p 's Municipal Airport 
sibilities of the ~o~or:d~o~l~~ngepartment relative 
and the Colorado Spr~ng 'l'zed law enforcement 

;~p~~~~e~;o~~~e~u;~r~h:p~~~~ctpal Airport. 

II. Definitions 

* Federal Aviation Regulations 

, h d b the Federal Aviation 
Requirements establ~s e a' operation of air
Administration (FAA) regar ~ng 
ports, flights, and processes. 

* Security Program 
, ' rdance with Federal Aviation 

A program des~~ned ~n ~~~~ for the safety of persons 
Regulations wh~ch l:ov~bY air transportation. 
and property trave ~ng 

* Air Operations Area 
for landing, taking off, 

That area of the air~ort used 
and maneuvering of a~rcraft. 

* Law Enforcement Officer 

An individual which, while on duty: 

arrest authority. _ Has probable cause 

d 'ly ;dentifiable by uniform and - Is rea ~ ... 
badge. 

carries a 

W
;th a firearm and authorized to use it. 

Is armed ... 

Ha.s completed a prescribed training program. 

* Sterile Area 
is controlled by the inspection 

An area in which access h proved , accordance wit an ap 
of persons and property ~n 
security program. 
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III. Responsibilities 

A. The Colorado Springs Municipal Airport is responsible 
for: 

1. Developing and maintaining a Master Security 
Program in compliance with Federal Aviation 
Regulations. 

2. Supporting the Colorado Springs Police Department 
in meeting its obligations as prescribed by the 
Airport Master Security Program. 

3. Reimbursing the General Fund of the City of 
Colorado Springs for costs incurred by the 
Colorado Springs Police Department associated 
with its obligations for law enforcement sup
port at the Airport, as follows: 

a. The salaries and benefits for four (4) 
uniformed police officers, ranked as Police 
Officer First Class, as presently required. 

b. The salary and benefits for one (1) uniformed 
Police Sergeant, as presently required. 

c. Expenses for supplies, training and equipment 
necessary for the above-described officers to 
fulfill their law enforcement obligations at 
the Airport. 

d. Expenses for fuel and maintenance, and replace
ment costs for one (1) marked police vehicle 
assigned to the Airport, as presently required. 

B. The Colorado Springs Police Department is responsible 
for: 

1. Providing all agreed-upon staff, supplies, mate
rials, equipment, and support necessary to fully 
satisfy all Law Enforcement Officer obligations 
specified in the Airport Master Security Program 
and Federal Aviation Regulations, to enforce all 
federal, state, and local laws, and to render 
general security services. Proposed changes in 
Airport Security Detail personnel will be dis
cussed with Airport Administration. 

2. Rendering the following services: 

a. On-si t,e services required, as prescribed in 
the Airport Master Security Program. 
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IV. 

V. 

3. 

4. 

5. 

Term 

b. 

c. 

Enforcement on Airport property of all federal, 
state, and local laws. 

General security services which shall include 
security checks of fence lin~s, buildings, 
hangars, the ramp and screen1ng area. 

d. control of vehicles and pedestrian traffic. 

e. Assist and aid persons on the Airport. 

f. Maintain a "lost and found" program. 

Assigning quality staff trained ~n Airport r~les 
and regulations, all facets of a1r~ort sec~r1ty, 
law enforcement, and general secur1ty serV1ces. 

Rendering off-site support to the Ai:port Security 
Detail and police assistance as requ1red between 
midnight and 6:00 a.m. daily. (hours ~ot presently 
covered by the Airport Secur1ty Deta11). 

On or before June 1 of each year, providing the 
Airport with written estimates of cos~s for 
rendering agreed-upon levels of secur1ty service 
for the upcoming calendar year. 

This AGREEMENT shall become effective on date.executed 
and will continue indefinitely, unless otherw1se can- . 
celled by one or both parties or modified by both part1es. 

Operational Procedure 

Officers assigned the Airport Security Detail shall 
comply with those operational procedures presented in 
the attached exhibit. 

Colorado Springs police Department 

By: 
Chief of police 

Colorado Springs Municipal Airport 

By: 
Director of Aviation 
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COLORADO SPRINGS MUNICIPAL AIRPORT 

POLICE SECURITY PROCEDURES 

I. Alerting Systems 

A. At all times while on duty, officers shall carry 
a pager and mobile radio. 

B. Officers shall remain mobile, either on foot or in a 
vehicle, throughout the terminal and Airport property. 

C. During Airport normal Administrative Office hours 
(8:00 a.m. - 5:00 p.m.), officers, while on foot 
patrol, shall monitor the Airport radio frequency. 
After normal business hours they shall monitor 
Colorado Springs Police Department Channell. 
Officers shall also remain alert for calls for 
assistance which may be reported over the Airport 
public address system. 

D. While off~cers are patrolling in a vehicle, they 
shall mon1tor Colorado Springs Police Department 
Channell and the Airport radio frequency and, 
when traveling in the Air Operations Area, the 
ground control radio. 

E. Officers will assure a response to the screening 
are~ within ten minutes from receipt of a call for 
ass1stance. 

F. O~ficers will respond as quickly and safely as pos
s1ble when summoned for all other non-screening 
related incidents that require the presence of a 
Law Enforcement Officer. 

G. In the event the alarm system at the screening 
area becomes inoperative, an officer will main
tain a physical presence at the screening area 
until the alarm system is operative and any 
related problems are corrected. 

II. Dangerous and Deadly Weapons at the Airport 

A. Screening Area 

1. Upon being notified that baggage being screened 
contains a dangerous or deadly weapon, explosives 
or incendiary device or that any unauthorized per
son is attempting to enter the sterile area with 
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a dangerous or deadly weapon, explosives or incen
diary device, the officer will detain the person 
or owner of the baggage and confiscate the weapon. 
The weapon and the person will be kept separate. 

2. The officer will notify the local Federal Bureau 
of Investigation (FBI) office. If the incident 
is after hours, 5;00 p.m. to 8:00 a.m., or dur
ing weekends or holidays, the officer will contact 
the Colorado Springs Police Department Communica
tions Center and request they contact the local 
agent-on-call either through the local phone 
number or through the Denver FBI office. 

3. After the FBI agent has been given details of the 
incident, the agent will decide if the FBI will 
file charges for the violation. 

4. If the FBI decides to file charges, they will 
respond to the scene and conduct the investiga
tion. 

5. If the FBI declines to file charges and the subject 
was in possession of a loaded firearm, explosive or 
incendiary device as defined in Colorado Revised 
Statute (CRS) 1973 9-7-103, the subject shall be 
charged with a violation of CRS 18-9-118, "Fire
arms, Explosives, Incendiary Devices in Facility 
of Public Transportation," a Class 5 Felony. 

6. If the FBI declines to file charges and the State 
statute does not apply, the subject shall be charged 
with a violation of City Ordinance 21-7-102, "Unlaw
ful Concealment" and a summons issued. 

B. Check-Through-Baggage. 

1. 

2. 

If any type of explosive, incendiary device or 
lo~ded firearm with a live round under the firing 
pin is found in check-through-baggage, the FBI will 
file charges and will respond to the scene to con
duct the investigation. 

If a firearm is found in check-through-baggage and 
it is loaded, but without a live round under the 
firing pin, and the weapon has not been declared 
with the air carrier, the owner or person checking 
in the baggage shall be charged with a violation of 
CRS 18-9-118, "Firearm in Facility of Public Trans
portation," a Class 5 Felony. 
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3. Legal firearms may be shipped in check-through
baggage if: 

a. The owner of the baggage declares to the air 
carrier that a weapon is in tile baggage. 

b. The owner declares that the weapon is unloaded 
and makes a written declaration of same. 

1) One copy of the declaration is placed 
inside the baggage. 

C. Restricted Areas. 

1. The FBI w~ll be notified of all situations where 
a person ~s detected possessing a dangerous or 
deadly we~pon, expl~sive, or incendiary device on 
any restr~cted port~on of the Airport. 

a. 

b. 

I~ the FBI decides to file charges, an agent 
w~ll respond to the scene and conduct the 
investigation. 

If the FBI declines to file charges the 
off~cer shall charge the person with a vio
lat~on of the appropriate State statute or 
City ordinance. 

D. Terminal and Unrestricted Areas. 

E. 

1. Pers~ns in the terminal or in unrestricted areas 
of A~rport property, who are in possession of a 
dan~erou~ or deadly weapon, shall be charged with 
a.v~01at7on of the appropriate State statute or 
C~ty ord~nance. 

a. It is not necessary to notify the FBI unless 
there has been a violation of a federal law. 

The officer will ~otif¥ ~irport Administration of any 
weapons or other ~~e~t~f~ed ~iolations and notify the 
Federal Aviation Adm~n~strat~on (FAA) as required. 

Bomb Threats 

A. Airport Property 

1. Th7 Co~orado Springs Police Department Explosives 
Un~t w1ll be called on all reported bomb threats 
on Airport property. 
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B. 

2. A case report of a bomb threat will be made by 
the Airport officer on duty, unless relieved by 
another officer. 

3. Hembers of the Explosives Unit will complete all 
follow-up supplemental reports. 

4. 

5. 

6. 

7. 

8. 

Bomb threats in the buildings or facilities at the 
Airport will be inve~tigated in accord~n7e with the 
Colorado Springs Pol~ce Department pol~c~es and 
procedures. 

The FBI will be notified of all reported bomb threats 
against Airport property; however, they mayor may 
not respond to the scene. 

The Director of Aviation or his representative will 
immediately be notified of all bomb threats. 

a. If the threat is received after normal working 
hours or on weekends or holidays, the Director 
of Aviation or his representative will be con
tacted at horne. 

The Director of Aviation or his representative may 
order the evacuation of the terminal if a bomb 
threat is received against it. 

In the absence of the Director of Aviation or his 
representative, the Airport officer on duty may 
order the evacuation of the terminal if he deems 
it necessary. 

Commercial Aircraft 

1. 

2. 

3. 

4. 

If an aircraft is in flight or if it is on the 
ground with the door closed and a bomb threat 
is received against it, the FAA and FBI will 
conduct the investigation. 

If an aircraft is on the ground with the door 
open and a bomb threat is.recei~ed ~gainst it, 
the FBI will conduct the ~nvest~gat~on. 

The Colorado Springs Police Department Explosives 
Unit will be called to assist on all bomb threats 
against aircraft, which are on the ground or inbound 
to Colorado Springs. 

Officers will not enter any aircraft on a reported 
bomb threat without authorization to do so by repre
sentatives of the FAA or FBI. 
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5. The air carriers will be responsible for the removal 
of baggage from an aircraft which has received a 
bomb threat against it. 

a. The baggage will be inspected by members of 
the Explosives Unit. 

b. Officers will not inspect the baggage without 
authorization to do so by members of the 
Explosives Unit. 

6. The Director of Aviation or his representative will 
i~ediately be notified of all bomb threats against 
a~rcraft. 

a. If the bomb threat is received after normal 
w~rking hours ~r ~n weekends or holidays, the 
D~rector of Av~at~on or his representative will 
be contacted at horne. 

The Airport Administration will notify the FAA of 
all bomb threats. 

IV. False Information 

A. "Dumb Statement,s" 

1. Definition 

a. Statements ~ade by passengers at the screening 
are~ regar~~ng weap~ns, explosives or incendiary 
dev~ces wh~ch are e~ther in their baggage or 
on board an aircraft and which are a poor 
attempt at humor. 

2. Most "dumb statements" are recognized as such 
and either the screening personnel or the offi
cer will caution the individual about making 
such statements. 

3. 

4. 

Aggravated cases such as a hijacking hoax or 
statements made which would cause a delay in 
a flight or an inconvenience to other passen
gers or employees shall be investigated. 

Prosecution of aggravated cases. 

a. Notify the local FBI office and have the agent 
determine if the FBI will file charges. 

b. I~ the FBI decides to file charges, an agent 
w~ll respond to the scene. 
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c. 

d. 

Immediately notify the Director of Aviation or 
his representative and the FAA if required. 

If the FBI decides not to file charges, the 
person may be charged with a violation of 
CRS l8-9-lll(d), "Harassment." 

v. Aircraft Crashes and Accid~ 

A. Commercial Aircraft 

1. All reports of crashes and accidents involving 
commercial aircraft will be made to the FAA and 
National Transportation Safety Board (NTSB) by 
the tower personnel and/or the Director of 
Aviation or his representative. 

2. All commercial aircraft crashes and accidents 
occurring either on or off Airport property will 
be investigated by the FAA and NTSB. 

3. Commercial aircraft crashes and accidents occur
ring within the corporate limits of the City of 
Colorado Springs will also be investigated by a 
Traffic Unit from the Colorado Springs Police 
Department under the supervision of the FAA and 
NTSB. 

a. Officers of the Colorado Springs Police Depart
ment will provide perimeter security and may 
take photographs if requested to do so by the 
Director of Aviation, his representative, or 
other official in charge. 

B. General Aviation Aircraft 

1. All reports of crashes and accidents involving 
general aviation aircraft will be made to the 
FAA by the tower personnel and/or Director of 
Aviation or his representative. 

2. 

3. 

The NTSB and FAA will investigate crashes and 
accidents involving general aviation aircraft; 
however, depending on the type of aircraft and 
the severity of the accident, the investigative 
responsibility may be delegated to the General 
Aviation District Office. 

General aviation aircraft crashes and accidents 
occurring within the corporate limits of the City 
of Colorado Springs will also be investigated by 
a Colorado Springs Police Department Traffic Unit 
or the Airport officer. 
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a. Off' ~cers of the Colorado S. . 
ment will provide erim pr~ngs ~ol~ce Depart
take photographs i~ r eter Becur~ty and may 
Director of Aviation eq~ested to do so by the 
other official;n ~,h~s representative, or 

.... CHarge. 

C. Military Aircraft 

D. 

1. Hilitar:y personnel will 
and acc~dents involving i~v~stigate all crashes 

m~l~tary aircraft. 
a. Officers of the 

Department will 
requested to do 

Colorado Springs Police 
render assistance if 
so. 

Officer Emergency Relief 

1. In the eVent the Air or ' I 

required at the scen~ oi off~~er s presence is 
other emergency wh', h an a~rcraft crash or 

b ~c would cr t 
~ sence from the termin 1 ea e a prolonged 
~mmediately call for a, area, the officer shall 
terminal and sC~~feen;ngass~stance to cover the 

.. ..... area. 

E. Emergency Plans 

1. A~rport Detail officers sha'l b 
w~th the Airport E ~ ~ ecome familiar 
Emergency Plan. mergency Plan and the City 

Fires 

A. 

B. 

Peterson Field Crash Fire Rescue 

1. ~~sponds to a.ll aircraft and 
~rport property. 

2. 

Unit 

grass fires on 

Has primary responsibil' 
on the military side Of~tthY fo: structural fires 

e A~rport. 

3. Assists the Colorado s' , 
structural fires on thpr:~g~ ~~re ~epartment 

e c~v~l~an s~ue of the 
Colorado Springs Fire Department 

with 
Airport. 

1. 

2. 

~asthprim~r:y :esponsibility for 
n e c~v~l~an side of the . all structural fires 

A~rport. 

Assists on aircraft and 
property. grass fires on Airport 
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a. will be escorted by an Airport officer or 
Airport official if they must enter the 
Airport Operations Area. 

C. Colorado Springs Police Department 

1. Will provide crowd control, perimeter security and 
assist as needed at the request of the Director of 
Aviation or his representative. 

VII. Reporting Procedures 

A. Case Reports 

1. 

2. 

Airport officers will be responsible for the 
investigation and applicable case report 
preparation of all incidents ~ccurring on 
the civilian portion of the A1rport. 

a. Incidents requiring follow-up investigation 
or lengthy investigations may be.ref~rred 
to sector officers or the Invest1gat10ns 
Division. 

A copy of all case reports of t~ose inci~ent~ 
occurring on Airport property w111 be ma1nta~ned 
in the Airport Security Office,.a~d a c~py w11~ 
be forwarded to the Airport Adm1n1strat1ve Off1ce. 

B. Incident Reports 

1. An Incident Report will be prepared on all inci
dents requiring police action. 

2. The Incident Report will be prepared in addition 
to a case report. 

3. A copy of each Incident Report will be maintained by 
the: 

a. Airport Detail Supervisor 

b. Airport Administration 

c. Special Operations Commander 

4. Incident Reports may be used in lieu of FAA Form 
1650-8 Screening Activities Arrest Report. 

5. Incident Reports may be used to record information 
for future reference. 
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a. Officer observations which do not require 
action. 

b. Military aircraft crashes, etc. 

Custody Reports 

1. The arresting officer will be responsible for the 
preparation of Custody Reports and Preliminary 
Information Sheets on felony arrests. 

D. Evidence 

1. All evidence will be handled in accordance with 
Colorado Springs Police Department policies and 
procedures. 

VIII. Found or Abandoned Property 

A. All found or abandoned property will be tagged with 
a Personal Property Tag and a Custodian's Invoice 
will be filled out. 

B. A description of the property will be entered in the 
Found or Abandoned Property Logbook along \.,i th the 
date of receipt, location found, the name of the person 
finding the property and which officer took control of 
it. 

C. A sequential control number will be obtained from the 
logbook, placed on the property tag, and under the 
article description on the Custodian's Invoice. Both 
copies of the invoice will be retained at the Airport 
Security Office with the property until it is trans
ported to the Property Custodian's Office. 

D. When an article is returned to the owner, the release 
form on the reverse side of the Custodian's Invoice 
will be completed along with "Released To" and "Date 
Released" in the logbook. 

E. Found or abandoned property shall be retained at the 
Airport Security Office for a period not to exceed 
seven days. Items not returned to the owner within 
seven days shall be taken to the Colorado Springs 
Police Department Property Custodian's Office along 
with the Custodian's Invoice. 

F. Property of discernible, substantial value shall be 
turned into the Property Custodian's Office before 
the end of the officer's tour of duty. 
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1. If sufficient manpower is available, the Airport 
officer will be responsible for transporting the 
property to the Custodian's Office. 

2. If sufficient manpower is not available, a sector 
car may be called to transport the property. 

(Upon installation of property lockers at the East substation, 
officers may have the option of transporting the property to 
that location.) 

IX. Suspicious Abandoned Parcels 

X. 

A. Extreme caution should be exercised when abandoned 
parcels are observed. 

B. Officers :;;~~ould consider that any abandoned parcel 
may conte'; \ explosives, incendiary devices, or 
hazardous materials. 

C. If a suspicious abandoned parcel is observed, officers 
should: 

1. Isolate the parcel. 

2. Keep the area clear of unauthorized persons. 

3. Maintain visual contact with the parcel. 

4. Notify the Explosives Unit. 

5. Notify the Director of Aviation or his designated 
representative. 

D. If the parcel is declared safe by the Explosives Unit, 
it shall be handled in accordance with the procedure 
for Found Property. 

Ground Travel on Airport Operations Area 

A. Ramp Travel 

1. Ground vehicles rna" travel on the ramp without 
clearance from the" tower Ground Control, but the 
police vehicle must monitor the tower radio. 

B. Taxiway and Runway Travel 

1. Ground vehicles will contact the tower Ground 
Control and obtain authorization prior to using 
or crossing any taxiway or runway. 
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2. Vehicles not equipped with a Ground Control radio 
will be escorted by a vehicle so equipped. 

3. Visual contact must be maintained with the cab on 
top of the tower for light signals in the event 
of a radio malfunction. 

a. steaqy Green - Cleared to cross or proceed as 
directed. 

b. Steady Red - All movement of vehicles, equipment, 
or personnel must stop. Not cleared to proceed. 

c. Flashing Red - Vehicles, equipment, and personnel 
must immediately clear (get off) the taxiway and/ 
or runway. 

d. Flashing ~vhite - Vehicle must return to start
ing point on Airport. 

e. Alternating Red and Green - General warning, 
exercise extreme-caution. 

C. Aircraft Right of Way 

1. Aircraft always have the right of way. 

2. Ground vehicles must maintain a distance of at 
least 150 feet from any moving aircraft and a 
distance of at least 25 feet from any parked 
aircraft. 

3. Extreme caution should be used if a ground vehicle 
must pass in front of an aircraft regardless of 
whether the aircraft is in motion or stationary. 

XI. Training 

A. 

B. 

The supervisor in charge of the Airport Security 
Detail or his designee shall be responsible for 
providing initial and continuing training for 
the officers assigned to the Colorado Springs 
Municipal Airport so the necessary skill levels 
may be maintained. Such training shall be coor
dinated with the Police Department's Training unit. 

Subject matter and frequency of training shall be at 
the discretion of the supervisor or his designee, and 
approved by the Police Department's training officer, 
to assure compliance with FAA requirements, if any. 
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XII. 

C. 
., records shall be maintained by the 

Accurate tra~n~ng f ded to the Training 
supervisor, with a copy orwar 
Division, and shall include: 

1. Date of training 

2. Subject matter 

3. Names of officers attending 

4. 

5. 

6. 

7. 

Names of instructors and/or guest speakers 

Location of training 

Time expended on training 

Goals and objectives 

t t policies and Procedures Colorado Springs police Depar men 

In addition to the procedures outline~ above,.t~e 
A.. . d to the Colorado Spr~ngs r-1un~cl.pal 

O~f~~~~Sw~~~~~~!plY with the policies an~ procedures 
!~r~pecified in the Colorado Springs poll.ce Department 
Operations Manual. 
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CHAPTER V 

TRAFFIC OPERATIONS 

SUMMARY 

Traffic responsibilities and performance by the Colorado 
Springs Police Department are reviewed in this chapter. 
The study was primarily conducted by two officers formerly 
assigned to the Department's Traffic Section and the previous 
commander of the unit. The study objective was to determine 
the extent to which the Police Department has an effective 
plan for managing its traffic enforcement responsibilities 
and the extent to which it is effectively carrying out such 
duties. 

The primary study methodology was an analysis of existing 
operations and experiences, and observations of officers 
involved in traffic activity. The Police Project Phase I 
study included a review of the level and temporal nature 
of traffic accidents reported and traffic tickets issued. 
The Phase II study effort includes an analysis of Phase I 
impacts on work load performance and employee relation con
siderations, plus an in-depth study of the locations and 
nature of traffic accidents, work load performance, and 
special programs administered by the Traffic Section. The 
result of this analysis is a modification of the work sched
ule of a number of traffic officers from that proposed in 
Phase I. 

In 1982 the City of Colorado Springs experienced 12,593 
traffic accidents reported, or one accident for every 
41 minutes. Included were 29 fatal accidants, 2,198 
injury accidents, and 10,366 accidents involving property 
damage only. 

The estimated cost of these accidents totaled $27,286,020, 
more than double the value of property stolen in the City 
in that year. Although the number of accidents reported 
appears to be generally increasing at a rate less than the 
rate population is increasing, the number of traffic fatal
ities is increasing at an unacceptably high rate. Traffic 
fatalities over the last l7-year period have increased at 
8.4 percent annually. 

Using 1981 data, Project Staff identified the 25 City 
locations in which the greatest number of traffic acci
dents occurred, considering frequency, severity of injury, 
and property damage. Of these 25 locations, the five most 
hazardous locations were the intersections of Chelton and 
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Platte, Uintah and Wahsatch, Murray and Platte, Murray and 
Palmer Park, and Platte and Powers. The accident reports 
in 1981 for these five intersections and a certain number 
of accident reports for the others were analy~ed. Insight 
was gained on temporal aspects of the work load, causes of 
improper driving action and demographics of drivers. Sev-· 
era 1 significant findings were developed from this analysis, 
the most important of which concerned the causes of the major
ity of accidents. The primary cause was improper left turns 
in front of traffic, and a secondary cause was the disregard 
of traffic control devices. 

Also reviewed was the problem of alcohol-related traffic 
accidents, a subject which has received substantial national 
interest in recent years. This interest is probably founded 
on the fact that 40 to 55 percent of the fatally injured 
drivers had alcohol concentrations high enough to indicate 
intoxication. Study findings reveal that for Colorado Springs, 
51 percent of the 1981 and 1982 traffic fatalities involved 
drivers which had been consuming alcohol. Drivers driving 
under the influence of alcohol continue to be a problem, 
even though the Department's D.U.I. program, since its incep
tion in 1978, has resulted in increased arrests at an annual 
average rate of 71.98 percent. Arrests have increased from 
336 in 1978 to 3,367 in 1982. 

A review of work load accomplishments revealed that the effi
ciency and effectiveness in which traffic services are provided 
can be substantially improved. The two officers assigned to 
the school enforcement program cannot possibly accommodate all 
of the City's schools in enforcing traffic regulations in school 
zones and making safety education presentations. The level of 
investigation and number of cases cleared by the Hit and Run 
Unit needs to be increased. The level of traffic enforcement 
is below what it should otherwise be. Report preparation is 
not of satisfactory quality. Supervisors have not developed 
a traffic management program sufficient for effective use in 
allocating and directing manpower resources to improve the 
City's traffic conditions. 

There is a need to substantially increase the use of selective 
enforcement programs and to better direct and evaluate individ
ual officer performance levels. 

The current traffic organizational structure has proven inef
fective and, given the much broader line of authority problem 
that exists in the Uniform Services Division, a new stra
tegic approach is required. It is proposed that the Traffic 
Section be decentralized. Such activities should be made 
the direct responsibility of each shift commander, with each 
shift having a traffic unit headed by a police sergeant. That 

·unit would have a work schedule which closely correlates to 
that of the patrol officers on the shift. This organizational 
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that of the patrol officers on the shift. This organizational 
approach permits the continuance of traffic specialization 
believed vital to further reductions in accidents and accident 
~everity. However, it also ensures a single direction with 
~ncreased accountability for a unified work force. The Hit 
and Run Detail should be transferred to the General Investi
gations Division, in keeping with the general investigative 
nature of the unit. The D.D.I. program should be made the 
pri~ary respon~ibili~y of the graveyard shift, with all 
~ff~cers assum~ng pr~mary program responsibility_ The park
~ng enforcement activity in the Marshal's Office should be 
trans~erred to the Police Department and assigned to the 
traff~c sergeant on the day shift. With the assistance of 
staff, the Patrol Bureau deputy chief should be responsible 
~or the development of a t7a~fic management program, inc lud
~ng such ~ompon7nts a~ tra~n~ng, management, selective enforce
ment,.acc~dent ~nvest~gations, hazardous condition control, 
plann~ng, and evaluat~on. It should include both short- and 
~ong-range planning and provide for strong participation in 
~ntra-governmental environmental planning. 

It is believed these changes should reduce the accident rate 
and result,;mt number of injuries, thus enhancing the vehicular 
safety env~ronment for the City. 
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RECOI'1MENDATIONS 

(1) That the Traffic function be reorganized as follows: 

(a) 

(b) 

Decentralize the Traffic Section, delegating to 
the patrol commander traffic responsibilities 
relative their respective shifts, with special
ized support. 

Reassign the Traffic Commander position and replace 
it with a Traffic Sergeant position. 

(e) Assign traffic staff in accordance with the sched
uling plan contained in Chapter Section XIII. 

(d) Create a position of Traffic Analyst for the 
development and administration of traffic infor
mation systems. 

(e) Transfer the Hit and Run Detail to the General 
Investigations Division. 

(f) . Assume the responsibilities for parking enforce
ment activities currently administered by the 
Marshal's Office. 

(2) That the Department develop a complete traffic infor
mation data base and prepare a traffic management 
program oriented toward accident prevention, with 
special emphasis on injury accidents, containing 
both short- and long-term goals and action plans. 

(3) That Departmental policy be modified to conform with 
state law, which requires police to investigate traf
fic accidents exceeding $500 property damage only and 
that the Department comply with all traffic responsi
bilities set forth in Chapter 22, Article 1. 

(4) That the Department assume a more active posture in the 
City's environmental design program relating to traffic 
and, in particular, participate in the Land Development 
Technical Committee. 

(5) That the Department's D.U.I. program be improved by: 

(a) Expanding data collection and analysis systems. 
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(b) Making use of civilians proposed to be transferred 
from the Marshal's Office in processing D.U.I. arrests. 

(c) 

(d) 

(e) 

providin~ D.U.I. training to gain the use of all offi
cers ass~gned to the graveyard shift ;n D U I d t t' . •.•• e ec ~on. 

Converting from tWo-man to one-man D U I ' • . • un~ ts. 

Making use of roadblocks in D.U.I. detection. 

(6) That traffic officer performance be regularly evaluated. 
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STUDY FINDINGS 

I. Introduction 

'l'his is an analysis of the traffic opera~ions of the 
Colorado Springs Police Department., It ~~, f?r a 
number of reasons, a particularly t~mely ~nqu~ry., 
The City's population has increased from 176,620 ~n 
1975 to 228,500 in 1982, a 3.75 percent annual growth 
rate which, it is believed, will be matched or exceed7d 
in future years. At the same time, the resources ava~l
able for highway construction and l~ain~enance are decreas
ing. It is believed that the comb~nat70n of these ~wo 
factors will result in greater congest~on and traff~7 
accidents in future years. The current Colorad? Sp:~ngs 
police traffic approaches need to be evaluated ~n l~ght 
of the current level of traffic accidents and safety 
problems and with respect ~o the increased demand for 
traffic services expected ~n the future. 

In a recent report, the National Highway Traffic 
Safety Administration predicted that a n~er of 
factors will affect the incident of traff~c fatal
ities from 1980 to 1990. The factors and their 
anticipated outcomes are: 

Increase/Decrease 
Traffic Factor Fatalities 

A greater percentage of smaller +10,000 
and lighter vehicles 

Increase in number of licensed + 5,000 
drivers 

Somewhat older driving population - 3,000 
(percent under 25) 

An increase in vehicles and travel + 4,000 
per licensed driver 

Repeal of the 55-miles-per-hour up to + 5,000 
speed limit 

Increased use of motorcycles, 
mopeds, and bicycles 

Increase in pedestrian fatalities 
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+ 2,500 

+ 5,000 

The personal and financial loss caused by traffic 
accidents is staggering. The National Safety Council 
(Accident Facts, 1981 Edition) estimates that in 1980, 
the loss from traffic accidents (not including costs 
of governmental agencies and time lost due to employee 
injury) was $39.3 billion. The loss from alcohol
related a7ci~ents alone (including lost productivity) 
was $24 b~ll~on. More than 11 million American families 
ha~e se7n a member killed or seriously injured by a drunk 
dr~ver ~n the past ten years. 

~n 1982, there ~ere 12,593 traffic accidents reported 
~n,Colorado Spr~ngs, or one accident every 41 minutes. 
Us~ng data supplied by the National Safety Council (1979) 
for the average cost of traffic accidents the cost of 
accidents in this City can be estimated. ' 

COST OF COLORADO SPRINGS ACCIDENTS, 1982 

Type 
Accident 

Fatals 
Injury 
Property Damage 

Total 

Number of 
Accidents 

29 
2,198 

10,365 

Cost Per 
Accident 

$160,000 
6,200 

870 

Total Cost 

$ 4,640,000 
13,627,600 

9,018,420 
$27,286,020 

This cost is more than double the $10,611,248 of prop
erty stolen in 1982 in the City. 

The National Safety Council uses two parameters to 
measure the safety of a community. Cities are ranked 
by fatal a 7cidents pe: 100,000 population and per 
1~,000 reg~stered veh~cles. In the 17 cities surveyed 
w~th populations of 200,000 to 350,000 the rates and 
their ranking are shown on the next pa~e. As can be 
noted, Colorado Springs is one of the 17 cities sur
veyed. In 1980, it experienced 13.5 fatal accidents 
per 100,00~ populatio~ and 1.8 fatal accidents per 
10,000 reg~stered veh~cles. It ranked eighth among 
t~e 17 cit~es i~ fatal accidents per 100,000 popula
t~o~ and s~xth ~n fatal accidents per 10,000 registered 
veh~cJ.es. Both rates were slightly better than the 
average rates for all cities. 
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COHPA\USON OF 1,CCIDI~N'1'~~ IN 
SEVJ:N'l'I::C:N Cl'l'lI~!j 11, lYUO 

Fatill ,\ccidents 
city 

(Llsted Alphabetically) 

FaLill AccidenLs 
Per lUO,OUO population 

Per lU, 000 Re<Jistered Vehicles 
HilLe Rank 

hate H,\Ilk 

l~ ~.l 
AIlJuque r 4 ue , H."\ 16.9 1.3 10.u 14 
Al1dllcilll , CA 1.3 11. ') U 
lUlchorage, IUZ ~.O 

1(," 0 12 
Austill, 'rx 2. ," 

11. J 4 .:l 

lJilt.on \wuyc, LA l.H 13 .ll ') 
!3inlll.l1yhdm, AL 1" !:I 
COIOl.°ildo ~;prings , CO· 13.~ !:I 

19.1 1(, 2.G 
Curpus Christi, 'l'X 

1~"4 11 2..9 
"\ubile, AL 

1U.U J 1.7 
Oilh.ldnu, C/, 0.6 4.1 1 
l{ichillOnd, VA 1.U 

"' • 'J 
2 

!,OCIH~ti t.er , IN l.ll 12.9 
., 

Shll.!vepurt, LA loll 
FL 14.4 III 

11'..lIll[hl, ] 7 <1.<1 
'l'uL:!)un, l\~ 

Lll.o, 
2.0 ~ 

Vir'Jinid \.luach, VA 11.~ L.O lu.4 13 
Wl.Clll.Ld, K!j 

14.2 2.0 
,\11 Cities 

NO'I.'I::: l<iink is by best to worse case. 

The objective of this study is to determine the extent 
to which the Colorado Springs police ~epartment has an 
effective plan for managing its traff~c.enforcem~nt 1-

!:I 
3 
:3 
7 
':I 
u 
6 

10 
11 
~ 

1 
2 
6 
4 

1") .. 
"/ 
7 

'b'lities Further recommendat~ons are eve 
~~:~o~~~ ~mpr~Vi~g tl;e deli very <:>f suc~e~~~~~i~g~e~~i~~s 
as the need m~gllt ex~st. The pr~mary , 
analysis of existing operations an~ exper~:nces ~n~t 
observations of officers involved ~n traff~c ac~~~~o~~ 
It is the hope of the authors that any r:commen a 
provided will facilitate accident reduct~ons. 
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II. Police Department Traffic Responsibilities 

It is important that this City's Police Department, 
the City Attorney, and the l>lunicipal Court have common 
objectives and work in harmony in the traffic enforce
ment process. Each plays an important role in the 
program. Administrative coordina'tion is extremely 
important if all these resources are to be efficiently 
and effectively utilized. 

The legal responsibilities for police traffic services 
are established in Chapter 22, Article 1, of the Code 
of the City of Colorado Springs. These responsibilities 
are rather specific and provide an excellent basis for 
evaluating the Department's traffic service performance. 
Some of the more pertinent sections are as follows: 

22-1-301: TRAFFIC DUTIES OF 'l'HE POLICE DEPARTI1ENT: 

It shall be the duty of the Chief of Police and 
other members of the Police Department to enforce 
the provisions of this Chapter and the State Motor 
Vehicle laws applicable to traffic in this City, 
to make arrests for traffic violations, to investi
gate traffic accidents, to cooperate with the 
Traffic Engineer and/or other officials of this 
City in the administration of this Chapter and in 
developing ways and means to improve traffic con
ditions, and to carry out those duties especially 
imposed by this Chapter. (Ord. 75-86; 1968 Code 
§ 6-26-1) 

22-1-304: TRAFFIC ACCIDENT STUDIES: 

Whenever the accidents at any particular location 
or along any particular street or highway within 
this City become numerous, the Police Department 
shall cooperate with the Traffic Engineer or other 
designated official responsible for traffic opera
tions in conducting studies of such accidents and 
determining remedial or corrective measures. 
(Ord. 75-86; 1968 Code § 6-26-4) 

22-1-306: DRIVERS' RECORDS ~mINTAINED AND STUDIED: 

A. The Police Department or the Traffic Violations 
Bureau shall maintain a suitable record of all 
traffic accidents, warnings, arrests, convictions 
and complaints reported for each driver, which 
shall be filed alphabetically under the name 
of the driver concerned. 
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B. Said Department shall study the cases of all 
drivers charged with frequent or serious vio
lations of the traffic laws or involved in 
frequent accidents or any serious accident, 
and shall attempt to discover the reasons 
therefor, and shall take whatever lawful and 
reasonable steps to prevent further violations 
and accidents including, where desirable, recom
mendations to the proper authorities for the 
suspension or revocation of the driver's 
licenses of such persons. 

C. Such records shall accumUlate during at least a 
three-year period and from that time on, such 
records shall be maintained complete for at 
least the most recent three-year period. 
{Ord. 75-86; 1968 Code 8 6-26-6} 

22-1-307: ANNUAL TRAFFIC SAFETY REPORT: 

The police Department shall prepare an annual 
traffic report which shall be filed with the 
City Manager and shall contain information on 
traffic matters in this City as follows: 

A. The finances, personnel, training, facilities 
and physical 'plant of the Department; 

B. The number of traffic accidents, the number 
of persons killed, the number of persons 
injured, and other pertinent traffic acci-
dent data; 

C. The number of traffic accidents investigated 
and other pertinent data on the safety activ
ities of the police; 

D. The number and types of traffic violations and 
totals of each type of violation; 

E. The plans and recommendations of the Department 
for future traffic safety activities. {Ord. 75-86; 
1968 Code 8 6-26-7} 
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III. Traffic Enforcement Objective/Guidelines 

Objectives for the delivery of traffic services are 
set forth in the Police Department's Operations Manual 
and in the City's Budget. Section L 1400.2 of the 
Department's Manual presents these objectives, the 
most important of which is: 

ENFORCEMENT - TRAFFIC LAWS: The traffic enforce
ment objective of the Colorado Springs Police 
Department is to reduce traffic accidents and to 
aid in the safe and expeditious flow of vehicular 
and pedestrian traffic. The Department seeks to 
achieve this objective through a combination of 
effective enforcement, public education, and 
cooperation with the City's Traffic Engineer. 

Traffic enforcement objectives are also included in 
the City's Budget. The 1983 Budget objectives are as 
set forth in the Police Uniform Services Budget Program 
and are: 

1. Continue ~ selective traffic enforcement program 
that app11es the enforcement effort ag~inst the 
types of violations which are causing accidents 
at the times and places when and where accidents 
are occurring; 

2. Increase D.U.I. arrests to 3,500; 

3. Maintain the clearance rate for hit and run 
accidents. 

Measurement indicators for these objectives include the 
following: 

1981 1982 1983 
Measurement Indicators Actual Estimate Estimate 

Selective Traffic 
Enforcement Locations 20 20 20 

Arrest for D.D.I. 2,225 2,000 3,500 
Hit and Run Clearance Hate 33.7% 30% 30% 
Hit and Run Clearance Rate 

w/Follow-Up Information 60.8% 70% 70% 

V-II 

1 
j 



IV. Historical Traffic Safety Trends 

The National Transportation Safety Board recently 
reported that the number of highway traffic deaths 
fell by 11 percent to 43,990 during the last year 
(see Figure V-I for vehicle death rate trends). 
This is the lowest level of highway traffic deaths 
since 1963 when 41,723 people were killed on the 
nation's highways. The chairman of the National 
Transportation Safety Board has indicated that the 
reduced number of fatalities may be more a result 
of reduced driving during the economic recession 
than safer driving or the improved design of cars. 

FIGURE V-I 

Motor vehicle death rate 1950-'81 
Deatha per 100,000 population 
28r-----------------------------------------------------~ 

27~------------------------~~~~--~ 

~~------------------------~------~----.-----------~ 

1981" 

2~~----~~--~--------~--~--------+_----~----~--~~ 

2'r-------+-------~~----~~~--~_r------~~------~ 

1960 1965 1970 1975 

The City of Colorado Springs has experienced only a 
slight increase in the number of accidents reported 
between 1975 and 1982. Figure V-2 reflects the num
ber of accidents occurring over this period of time. 
The number of accidents increased from 8,043 in 1975 
to 9,379 in 1982, an overall annual increase of 2.22 
percent. Population of the City during this same 
period increased from 176,620 to 228,500, or 3.75 
annual percent. Thus, accidents have increased 
annually at a rate less than that experienced in 
population increase. 
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COLOPADO SPRINGS POLICE DEPARTMENT 
NU~lBER OF ACCIDENTS 
REPORTED TO POLICE 

1978 1979 1980 

YEARS 
1981 

---, 

1982 

1975 
1976 
1qn 
1978 
1979 
1980 
1981 
1 0 82 

Accidents 

8,043 
7,802 
7,953 
9,154 
9,502 
8,892 
9,650 
9,379 

Figure V-3 de~onstrates this fact by reflectin the 
number of acc~dents per 1,000 popUlation ACC~ 
per 1,000 population in 1975 total 45.5', • and d~~~~!:ed 
over the seven-year period to 41.05 in 1982. 
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FIGURE V-3 

COLORADO SPRINGS POLICE DEPARTMENT 
NUMBER OF ACCIDENTS 

PER THOLISAND POPL'LATION 
REPORTED TO POLICE 

1978 1979 1980 

YEARS 
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1981 1982 

Year 

19~5 

1976 
1977 
1978 
1979 
1380 
1981 
1982 

Accidents/ 
Thousand 

45.5 
43.2 
43.7 
48.2 
44.7 
4l. 4 
43.8 
41.1 
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Figure V-4 presents accidents by month for 1980, 1981, 
and 1982. This figure reflects that approximately the 
same number of accidents occur each month and that when 
there is a slight deviation in a given month, such devi-
ation is experienced each year. 
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FIGURE V-4 

COLORADO SPRINGS POLICE DEPART!'1ENT 
ACCIDENTS BY lolONTH 

1980-1982 

--~ \ 
\ 

January 
February 
March 
April 
May 
June 
July 
JI.ugust 
september 
october 
November 
December 

1930 ~ 

694 699 
684 621 
622 744 
643 6B5 
733 871 
722 821 
831 915 
8&9 954 
730 722 
784 840 
785 766 
762 1,012 

600 ~ 

550 - 1980 

500 - 1981 

- 1962 

MONTH OF YEAR 

These statistics reflect reported accidents only, which 
do not include accidents reported by the use of the cold 
accident report form. This form is given to traffic 
accident victims of minor accidents for their comple
tion and mail in to the police Department. It may be 
that by adding accidents reported by cold accident 
reports to other accidents, the total may represent 
an accident rate higher than population increase rate. 

The "cold" traffic accident report is designed to collect 
data from traffic accidents in those cases where an on
scene investigation is not feasible. During times of 
inclement weather, the number of accidents often exceeds 
the number of officers available to conduct on-scene 
investigations. The shift commander or the on-duty 
traffic supervisor has the authority to suspend on
scene investigations. In such times the cold report 
is used in those accidents where there is no injury 
or where the vehicles can be driven from the scene. 
Officers respond to accident scenes, facilitate the 
return of traffic to its normal flow, and distribute 
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presented in Figure v-S: copy 0 th~s form is 

!\iore important than the umb ' 
occur:ing is the number ~f t~~f~fctraff~c accidents 
exper~enced. The statist~c of fatalities being oc ' ~ traffic accidents 
de~~~r~~~O~~~yn~tb~~~!~ct the severity of the acci
safety problem that exist~a~get~f the degree of traffic 
that occur which typicall ~s e number of fatalities 
population or per 10,000 ~e1~ ~xpressed,by 100,000 
V-6 presents the numb f g~s~e:ed veh~cles. Figure 
occurred in the City ~~t~ tr~~f~c fatalities that have 
14 fatalities in 1975 ineen ,75 and 1982. There were 
overall annual increa~e o~r~~s~ng to 29 in 1982, for an 
17 years, fatalities have inc~95 p~r~ent. ?ver the last 
~9 in 1982, an annual increasee~~e8 rom 8 ~n 1966 to 
~ncreases are substantiall .38 percent. These 
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NUMBER or FATAL ACCIDENTS 
IN COLORADO SPRINGS 
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1982 
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1975 14 
1976 26 
1977 20 
1978 27 
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1980 26 
1981 30 
1982 29 

, 



FIGURE V-5 

COLORADO SPRINGS POLICE DEPARTMENT 

TRAFFIC ACCIDENT COLD COUNTER REPORT 
REPORT NUMBER 

DAn Of ,,~cIO(pln • r; I L--L _ _ __ 
, .. , ,A" IPM ID.~_O'WU:K _.~ 1:~=~"T 1 I::""· 1 J ~ 

LOCATltlN: SlRI:,(T OR ROAD J'T INfER!lll:TION WI1H: 

~--~Y-n-u-r~C~a-r----------------------------r Othf'r Car 
LA., H ..... t 

- - ,. ____ 0-

iilll" ,WOHtss 

CITV 

OWNEA Of lAn HAMI 
O ....... OfO ",AUP 

400"111 CIT\' 

Ollc.nat ACCIDENT 

fU'., 

SHADE 
DAMAGED 
AREAS 

.. , UITNAtill 

ViH.cLI'TolrID .,. 

lit o.,.~" CI. LA31' N ....... 
U" ..... OIO"'OP 

IUt CODt AODMi. 

2OU ......... "" .. __ _ .... , 
Cln 

Include the direction of travel for all veh!cles, Give a detailed accou~t of. the accident. parked or stopped at the tllne of the accident. and advise if any vehicles Involved were 
t- .. 

.. 
.... ....,... 

DAMADC U".,,",,: 

SHADE 
DAMAGED 
AREAS 

• 
IlAtI lIP COOl 

---.------.----------

------------- .... --"_. 

1------------------------

-- -.--------------1----------------.----__ 
r-.-

I-~-------------------------------
I Signature of Reporting Person 

CONTINUE ON HACK IF NEEO£O 

Insurance Information for Your ear: 

Insurance Company _______________ _ Policy Number ________________ __ 

Local Agent _______________ _ A.Jdruss _____________ Phone 

THIS REPORT RECEIVED BY: 

Officers Name 
_ ________________________ IBM No. ______ _ 

Date ________ _ Time _______ AM I PM 

After COlllr)IClin~ Ihi. IU'IO, rfLU,n or rmil W' 

V-16 
os 943·U 

Thl! Colorado Springs Police Department 
224 E. Kiowa Street 
ATTN: Rf;lcord~ Sect,on 

Colorado SpflnJS, Colorado 80903 
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Figure V-7 reflects the fatality rate per 100,000 popu
lation between 1975 and 1982. The fatality rate in 
1975 was 7.9 and in 1982 was 12.7. Whereas the number 
of traffic fatalities nationwide has fallen in recent 
years, the traffic fatality rate in the City has been 
climbing at a fairly hig'h rate. 
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FIGURE V-7 

FATALITY RAT! PER 100,000 
POPULATION. COLORADO SPRINGS 

1975-1982 

1978 1979 1980 1981 

YEARS 
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1982 

Year 

1975 
1976 
1977 
1979 
1979 
1980 
1981 
1982 

Fatality Rate 
Per 100,000 
Pcpulat.ion 

7.9 
15.5 
10.9 
14.2 
15.5 
12.1 
13.6 
12.7 



V. Traffic Management Pr,ogram 

A. Polico Components 

Section IV above presented a traffic fatality 
picture for the City during recent years. The 
level and trend of traffic fatalities is at what 
should be an unacceptable high level. This level 
and trend can only be impacted on through a well 
thought-out and concerted accident prevention 
program. The Department's D.U.I. program efforts 
have .certainly helped the situation; however, new 
and improved enforcement methods are in order. 
Such new traffic enforcement approaches should be 
the direct product of the development and imple
mentation of a traffic management program. 

The major components of an effective traffic 
management program, as detailed in "Effective
ness and Efficiencies in Police Traffic Services 
Programs" by the National Highway Traffic Safety 
Administration, include: 

* Training 

* Management 

* Selective Enforcement 

* Accident Investigations 

* Hazardous Condition Control 

* Planning 

* Evaluation 

Both uniform and periodic training in all aspects 
of police functions relative to driver, vehicular, 
and pedestrian highway safety, including the use 
of appropriate instructional materials and tech
niques, is required. The management component 
consists of organization, rules, policies, and 
procedures for personnel assigned traffic duties. 
Included is cost-effective oper~tional strategies, 
analysis, interpretation and use of accident and 
other traffic records for management decision
making purposes, court appearances, and prompt and 
reliable post-accident response, including skilled 
aid for the injured and control of hazardous condi
tions and materials and other post-accident respon
sibilities. Selective enforcement is the cost-
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effective approach under which personnel are 
assigned for the purpose of reducing accidents, 
injuries, fatalities, and the costs of accidents. 
Accident investigation involves use of the forms 
and procedures for investigating recording and 
reporting of accidents. Hazardous qonditions 
involves the recognizing, reporting, and control
ling of hazardous highway defects and conditions. 
The planning component involves the regular exami
nation of new developments in highway safety and/or 
police traffic safety services area for the purpose 
of identifying and developing new programs and 
responses to current traffic problems. No manage
ment program can be complete without the appropriate 
and periodic evaluation of all the operating and sup
port program components, i.e., are the goals and 
objectives being met on a cost-effective basis? 
Both program and officer evaluation must be com
pleted. 

B. Traffic Engineer Components 

The efforts of the City's Traffic Engineering 
Office have a tremendous impact on traffic 
officer manpower distribution. Optimum 
traffic control installations may reduce the 
need for traffic officers, thus making manpower 
available for patrol and other duty. When 
there are fewer citizen complaints, the highest 
optimal traffic flow, and fewer accidents, 
demands on traffic officers' time are reduced. 

The duties and powers of this City's Traffic 
Engineer are set forth in the Colorado Springs 
City Code, Chapter 22, Article I, Section 309, 
and are stated as follows: 

It shall be the general duty of the Traffic 
Engineer to determine the installation and 
proper timing and maintenance of official 
traffic control devices, to conduct analysis 
of traffic accidents and to devise remedial 
or corrective measures, to conduct investi
gation of traffic conditions, to plan the 
operation of traffic on the streets and 
highways of this City, and to cooperate 
with other City officials in the develop
ment of ways and means to improve traffic 
conditions and to carry out such additional 
powers and duties as are imposed by this 
chapter. 
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One of the departments the Traffic Engineer works 
very closely with is the Colorado springs police 
Department. As reflected in Section II of this 
chapter, the police Depa:-tment,is re~uired to 
cooperate with the Traff~c Eng~neer ~n conduct
ing studies of accidents for the,purpose of 
determining remedial and correct~ve measures. 
Further, the police Department, in its annual 
traffic safety report to the City Manager, ,is 
required to identify plans and recommendat~ons 
of the Department for future traffic safety activ
ities. Thus, each has a sizeable responsibility 
in the City's transport~tion safety pr?g:~., 
Whereas the Traffic Eng~neer's respons~b~l~t~es 
are aligned to the planning, engineering, and 
administration of the City's transportation sys
tem, the police Department's responsibilities are 
more directed toward the enforcement of state and 
city vehicle laws and providing data to the Traffic 
Engineer and others on ways and means to improve 
traffic conditions. 

C. working Relationships 

In the 1950's and early 1960's, a close working 
relationship generally existed between police 
agencies and traffic engineering offices. A 
great degree of importance was given the 
"three E'S": education of driver behavior, 
engineering, and enforcement. These agencies 
worked closely together in planning and adminis
tering a transportation program encompassing these 
three basic transportation functions. Police being 
trained in traffic control and enforcement activ
ities offered, on an ongoing basis, sound advice 
to transportation engineers and probable responses 
to expansions and changes contemplated to the 
transportation system. In the mid-60's, however, 
huge amounts of federal and state funds were 
injected with which to design and construct new 
transportation projectso In concert with this 
action, transportation planning became increas
ingly divorced from project implementation con
siderations. The working relationship between 
the traffic engineer and the police agency 
diminished considerably during this period of 
time. 

Beginning in 1975, promulgation of federal trans
portation planning regulations were altered con
siderably. During the entire previous decade of 
transportation planning, the solution to trans-
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portation problems was generally found by investing 
greater sums in capacity expansion. The new 1975 
federal regulations were designed to improve the 
existing transportation network through operating, 
regulatory, and service policies. The new types 
of projects emphasized by the new federal regula
tions included such concepts as restricted carpool 
lanes on freeways and restricted downtown parking 
projects. The new federal regulation emphasis, 
by necessity, has resulted in a return to a close 
working relationship between transportation planners 
and police agencies. Host of this working relation
ship, however, is based on day-to-day problem solving. 
It normally has not involved police agencies partic
ipating on an ongoing basis in long-range transporta
tion planning processes. 

Currently, there is an extremely good amount of 
cooperation between the Traffic Engineering Office 
and the Colorado Springs Police Department traffic 
operations. However, the working relationship 
between these agencies is based on day-to-day 
operational concerns only. Although there may be 
communications concerning a new stop sign or chang
ing a speed limit, there is little input from the 
Police Department on environmental design issues. 

Transportation safety can be improved substantially 
by traffic officers improving their direction and 
accomplishments in the enforcement of traffic con
trols and investigation of traffic accidents. Also, 
improved traffic accident data and planning systems 
can and should be submitted by the Police Department 
to the Traffic Engineer as a basis for improved 
traffic systems. It is the public that suffers 
when there is less than maximum working relation
ship between these two agencies. 

The Police Department needs to become actively 
involved in the transpcrtation planning process. 
The City maintains a Land Use Technical Committee 
that reviews all planning and zoning decisions of 
a major nature. Many transportation planning issues 
are included on its agenda. The Police Department 
has previously been represented on this committee; 
however, no one has attended in almost two years. 
The Police Department needs to renew its partici
pation on this committee. 
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VI. police Traffic Management Study, 1979 

In September of 1979, the Arthur Young and Company 
completed for the Colorado Springs Police Department 
a police traffic services management study. The cen
tral objective of this study was to develop a plan 
for the Department to manage its traffic enforcement 
responsibilities; however, it also provided: 

1. An assessment of current police traffic services 
functions, including its strengths and weaknesses. 

2. An identification of police traffic service needs. 

3. An analysis of community growth trends and their 
impact on police traffic services in the next 
five-year period. 

4. An identification of opportunities for improve
ment in management operations of the delivery 
of police traffic services. 

5. The development of recommendations to improve 
police traffic services' delivery effectiveness. 

6. An assessment of present and future use of auto
mation of information to support traffic planning 
analysis and evaluation efforts. 

7. The development of a five-year plan. 

Largely speaking, the Department's legal responsibilities 
and goals and objectives in the area of traffic services 
at the time the Arthur Young and Company study was com
pleted are identical to those that exist at this time. 
The report presented several areas in which the Depart
ment's traffic activities were inefficient and ineffec
tive. Some of the problem areas identified are as 
follow's: 

1. There are several inconsistencies in traffic 
accident data. 

2. productivity with respect to enforcement activ
ities by both patrol and traffic officers is 
low. Tickets issued by traffic officers in 
1978 are slightly more than two citations per 
shift worked. ~~ile this level of enforcement 
activity might be reasonable if officers were 
busy and not available for enforcement or gen
eral patrol efforts, such was not the case. 
Neither traffic nor patrol officers were 
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assigned an excessi 've number of accident 
investigations, an average of approximately 
one per shift per t~affic officer. 

3. The emphasis in enforcement was on speeding, 
stop sign violations, and careless driving, 
and that too little ~nphasis was given to 
accident-causing actions such as right-of
way and improper turn violations. 

4. The percent of accidents investigated by police 
where tickets were issued was exceedingly low. 

5. Data are not developed nor used for the purpose 
of assessing the effectiveness of enforcement 
efforts or measuring productivity and work load 
requirements. 

6. There are a few unit meetings and no lineup is 
held for traffic personnel. 

7. ~lthoug~ the ~epartment has a policy manual cover
~ng a~c~dent.~nvestigative activities and general 
t7aff~c serv~ces, there are no formal written poli
c~es for the Traffic Unit. 

8. There are no policies with respect to performance 
standards, locations of enforcement activities, 
D.U.I. arrests, tolerance, or the issuance of 
warnings. 

9. 

10. 

11. 

Reports are not necessarily completed on the day 
the accident is investigated but may be filled 
out some days later. 

No supervisors regularly or routinely monitor 
or observe officers' court appearances. 

The level of enforcement activity is not suffi
cient to positively impact (decrease) the occur
rence of traffic accidents. 

The report presented several recommendations of a manage
ment, org~nizational, operational, and procedural nature. 
The more ~mportant of these recommendations addressed 
the need to establish more specific goals relative to 
the sho:t and long term, to establish priorities for 
allocat~ng resou:ces~ and to provide a system by which 
the goals and obJect~ves could effectively be monitored. 

The majority of the police traffic management study 
recommendations were not implemented, which was because 
of the lack of management support for the recommenda-
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, 'd At the time of the study, the Depart-
t1.0~sw:~b~~~t:d~qUatelY meeting its responsibilities 
me~ there existed no traffic management p~ogram. ,AS 

an It productivity and program effect1.veness loS 

a res~ow' A traffic management progr~\ has yet to be 
~:~~loped and, as a result, pr<;>ductivity and program 
effectiveness remain at a part1.cularly low level. 

At the time the report was released, a nu~er o~ <;>ffi-
rted that the proposal to establ1.sh m1.~1.mum 

c:~~o~~~~~e standards was, in effec~, the estab~1.sh
p t of quotas There was substant1.al news me~1.a 
~~~erage and c~uncil consideration given to th1.s mat-
t The Chief of police gave assurance that the 
D:r~rtment had not and would never estab~ish,a quota 

~tem for the issuance of warnings or c1.tat1.ons. The 
sy t' that the report solely proposed performance 
pe~ctep'a1.o:as incorrect. More specifically, it simply 
cr1. er1. d ' ' t tion of a com-roposed t.he development and a m1.n1.S r~ 
~rehensive short- and long-range traff1.c manag7ment 
program. The reco:rnmendations were sound ~nd, I.f 
. 1 t d m1.'ght have prevented the acc1.dent I.mp emen"e , 
levels experienced in the last few years. 
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VII. Traffic Enforcement Performance 

A. Historical Perspective, 1970-1982 

There are various techniques that are used to eval
uate traffic enforcement performance. The majority 
of these indicators were developed in the 1940's and 
none have received any significant improvement since 
that time. Although traffic engineers use fairly 
sophisticated statistical techniques to determine 
the extent to which a particular accident reduction 
countermeasure might be effective, none of them are 
very effective in determining the extent to which 
traffic enforcement successfully reduces accidents, 
particularly the more severe accidents. 

Probably the most frequently used indicator of 
traffic enforcement performance is the Enforce
ment Index. The Enforcement Index is arrived 
at by dividing the number of convictions for 
hazardous moving violations by the nunilier of 
injury and fatal accidents. An effective 
enforcement program dictates that the Enforce
ment Index will never be less than 20. The 
Enforcement Index assumes a direct cause-and
effect relationship exists between the number 
of tickets issued and the occurrence of injury 
and fatal accidents. 

Two problems were encountered in determining the 
Enforcement Index for the City of Colorado Springs. 
First, the City does not record traffic conviction 
rates. Second, the City does not record those vio
lations which were considered of a hazardous nature. 
To resolve these problems, the Enforcement Index 
was calculated based upon using the total number 
of moving violations issued and assuming a 90 per
cent conviction rate. Table V-2 identifies the 
number of tickets issued, the number of those 
convicted based on a 90 percent conviction rate 
of tickets issued, the number of injury and fatal 
accidents, and the derived Enforcement Index value. 
Statistics were unavailable for calendar years 1971 
and 1974. 

V-25 

, 
I 



TABLE V-2 

ENFORCEI-1ENT INDEX 

(A) (B) (C) (B-:-C) 

90% Injury & 
Conviction Fatal Enforcement 

Year Tickets Rate Accidents Index 

1970 17,410 15,669 1,484 10.5 
1971 NA NA NA NA 
1972 19,078 17,170 1,768 9.7 
1973 22,380 20,142 1,832 10.9 
1974 NA NA NA NA 
1975 37,813 34,031 1,519 22.4 
1976 33,382 30,043 1,819 16.5 
1977 28,748 35,873 1,985 13.0 
1978 28,479 25,631 2,148 11.9 
1979 32,021 28,818 2,266 12.7 
1980' 33,182 29,863 2,277 13.1 
1981 35,760 32,184 2,350 13.6 
1982 38,525 34,672 2,227 15.6 

Figure V-8 compares the Enforcement Index calculated 
for the Colorado Springs Police Department to the 
standard Enforcement Index which minimally should 
be attained. As can be seen, 1975 was the only 
year the Department met the recommended Enforcement 
Index of 20; however, the Department's performance 
has improved slightly since 1978, rising from 11.9 
to 15.6. In 1982, the number of tickets the Depart
ment would have issued had it attained the recom
mended Enforcement Index of 20 is 48,994 tickets, 
or 10,469 greater than the number actually issued. 
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1970 10.5 
1972 9.7 
1973 10.9 
1975 22.4 
1976 16.5 
1977 13.0 
1918 11.9 
19'9 12.7 
1980 13.1 
1981 IJ.6 
1981 IS.6 

B. Tickets Compared to Accidents by Time of Day 

Table V-3 reflects the number of regular tickets 
issued and percent of total and the number of acci
dents that occurred and percent of total for 1982 
by time of day. 

TABLE V-3 

COLORADO SPRINGS POLICE DEPARTMENT 
TICKETS AND ACCIDENTS BY HOUR OF DAY, 1982 

Time Regular 
of Day Tickets Issued Accidents 

Number Percent Number Percent 

lA - 2A 1,977 5.1 328 3.5 
2A 3A 1,442 3.7 294 3.1 
3A - 4A 420 1.0 89 0.9 
4A - 5A 257 0.6 58 0.6 
5A - 6A 351 0.9 46 0.5 
6A - 7A 494 1.2 140 1.4 
7A - 8A 947 2.4 342 3.6 
8A - 9A 1,470 3.8 362 3.8 
9A - lOA 1,339 3.4 306 3.2 

lOA - 11A 1,634 4.2 386 4.1. 
llA - 12N 2,017 5.2 498 5.3 
12N 1P 2,052 5.3 596 6.3 

IP - 2P 1,888 4.9 522 5.6 2p - 3P 1,956 5.0 602 6.4 
3P - 4P 2,015 5.2 698 7.4 
4P - 5P 2,078 5.4 707 7.5 
5P - 6P 2,130 5.5 675 7.2 
6P - 7P 1,885 4.9 480 5.1 
7P - 8P 1,744 4.5 417 4.4 
8P - 9P 2,006 5.2 402 4.3 
9P lOP 2,148 5.6 353 3.8 

lOP - lIP 2,117 5.5 348 3.7 
lIP - 12J."'" 2,164 5.6 355 3.8 
12I'1 - 1A 1[994 5.2 375 4.0 

TOTAL 38[525 100.t) 9,379 100.0 

The percent of tickets issued and percent of acci-
dents investigated by time of day is presented in 
Figure V-9. 
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_____ - A.ccidents 

__ - Tlcket.s 

Time Percent Percent 
of of of 
~ Tlc:keu: ~s 

II. - 2A 5.1 3.5 
2A - 3" 3. ~ 3.1 
3/1. - '" 1.0 0.9 
4" - 5" 0.6 0.6 
5A - 6A 0.9 (.5 
6A - 7A 1.2 1.4 
-II - SA 2.4 3.6 
61. - 911 3. B 3. B 
9/1. - lOA 3. ~ J.2 

1"1. - 11" ,.2 •• 1 
ll.t. - 12N ~. :2 5.; 
l~N - IP 5.3 6.3 

IF - 2P 4.9 5.6 
2P - 3P 5.0 6.4 
3P - 4P 5.2 '.4 
<iP - 5P ~. 4 "1.!-
SP - 6P ~. 5 ; .~ 
6P - 7P •. 9 5.1 
7P - SF 4.5 ... 
SP - 9P 5.2 4.3 
9P - lOP 5.6 3. B 

lOP - UP 5.5 3.7 
llP - 12M 5.6 3. B 
12" - I.A 5.2 '.0 

Note the strong correlation between tickets issued 
and accidents investigated at all hours of the day 
with the exception of early afternoon and late even
ing hours. If the issuance of tickets has a positive 
impact on the occurrence of accidents, then a signif
icantly greater number of tickets should have been 
written in the late afternoon hours to reduce acci
dents. The work schedule proposed later in this 
chapter should permit the number of tickets issued 
during these times to be substantially increased. 

1981 Officer Enforcement Performance 

An analysis was conducted of the work load activity 
of all traffic officers with the exception of those 
assigned to the hit and run investigative activity. 
The source of data analyzed was a 1981 report on 
officer activity compiled by the Department's Record 
and Identification Section. Data covered the number 
of regular and parking tickets issued and accidents 
investigated by each officer. Full credit was given 
each officer for tickets he wrote alone and accidents 
he alone investigated and half credit was given each 
officer for tickets he and another officer jointly 
issued and accidents he and another officer jointly 
investigated. 
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Table V-4 ~epicts the 1981 work level performed by 
the 26 off~cers. The total number of regular tick
ets the officers individually wrote totals 10 575. 
The number of tickets issued by two or more officers 
totals 7,061. Allowing half credit for the tickets 
jointly issued, it can be concluded that the Traffic 
Section should be credited with a total of 14 105 
regular tickets issued for 1981. This repres~nts 
a~proxim~tely 39.4 percent of the 35,760 regular 
t~ckets ~ssued by the Department in 1981. The 
average.number of tickets written per officer 
totals 542.5 and the number of tickets written by 
each during an eight-hour shift averages 2.09. 
The.average.dai1y number of tickets written by 
ass~gnment ~nclude 4.3 for radar officers 1.3 
for accident investigators, 2.1 for spot ~nforce
ment officers, and 1.0 for school enforcement offi
cers. Each investigated only .65 accidents per 
shift, which is less than when the Arthur Young 
study was being conducted. One reason the Traffic 
Sec;:t~on and the Department as a whole might be 
w~~t~ng fewer regu~ar tickets than might other-
w~se be expected m~ght be due to inclement weather. 
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'I'ABLE V-4 

'rrCKETS ISSUED AND ACCIDENTS INVESTIGATED 
PEFI OFFICER, 1981 

Reyular 
'l'ick~ 

Alune/Joint 

1,789 681 
17l 98 
6Ul 740 
555 596 

14 475 
254 7eJ 
107 91 
506 301 
174 737 
525 71 
127 509 
3q4 15 
445 602 
324 59 
178 117 
198 20 
.141 50 
143 53 
239 179 

J 8 187 
65 305 

253 42 
296 51 
197 127 
6)2 123 

..l..L!..B2 _ 29 

10,575 7,061 
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Accident 
Investigated 

Alone/Joint 

143 1 
222 1 
284 0 

80 2 
17 14 
81 0 
43 0 

297 1 
118 0 
347 0 
114 1 
255 4 
146 1 
317 1 
126 0 
215 1 
148 6 

13 0 
90 0 
33 0 
38 0 

304 1 
399 1 
359 4 
349 1 

----lP.. 0 

!.,342 40 
= 

~i:.n9 'rickets 

Alone/Joint 

110 0 
5 1 

33 11 
10 14 
14 38 

2 1 
45 2 

118 18 
17 0 
98 0 

4 2 
22 0 
32 0 
20 0 
12 0 
22 0 

4 1 
0 0 

24 0 
0 1 

17 16 
48 0 
31 0 
87 0 
44 2 

_0 .....Q. 

819 107 = 
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Figure V-10 depicts the number of regular tickets 
issued and number of accidents investigated by 
month in 1981. Note that there are fewer tickets 
written in winter months and the middle of the 
summer than in the spring and fall. The number 
of accidents being reported, however, is rather 
uniform throughout the year. 
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D. Police Project Study Phase I Performance Results 

During the Phase I study period, it was determined 
that accidents represented ten percent of the traf
fic and patrol officers' committed time, with a 
high of 16 to 17 percent during afternoon commuting 
hours. This level of afternoon accidents corresponded 
with a similar increase in other types of calls, thus 
compounding late afternoon staffing problems. 

It was determined that the majority of traffic acci
dents occurred between 11:00 a.m. and 7:00 p.m. with 
an increase in accident activity between 1:00 and 
3:00 a.m. on weekends. With such work load insight, 
16 traffic officers were designated accident specialists 
and assigned work schedules better coinciding with the 
known work load. Two were assigned to work 6:00 a.m. 
to 2:00 p.m. Monday through Friday, ten were assigned 
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to work 11:00.a.m. to 7:00 p.m. on a ten-day-on/four
day-off rotat~ng schedule. Four officers were assigned 
a four-day/ten-hour-day plan with hours between 5:00 p.m. 
a~d 3:00 a.m. Monday through Saturday. The 1981 traf
f~c accident trends for weekdays, Saturday and Sunday 
is depicted in Figure V-ll. ' 
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It was theorized that the proposed schedule would 
increase the.percen~age of accidents investigated 
b¥ ~h~ Traff~c Sect~on, thus allowing the Patrol 
D~v~s~on to handl~ the majori~y of the other types 
of calls for serv~ce. Also, ~t was considered that 
the proposed schedule would also provide for an 
increase in traffic ticket productivity. The moni
toring of Phase I improvements revealed that traffic 
accidents investigated by the Traffic Section increased 
~articularly initially. The number of tickets being , 
~ssued, however, has not increased but decrea.sed. 

The job duties and work load accomplishments of those 
work c~assifications ~ost relative to investigation 
of acc~dents and the ~ssuance of traffic tickets are 
as follows: 
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1. Accident Specialists 

There are 16 officers assigned as accident 
specialists with the responsibility of inves
tigating non-injury traffic accidents, includ
ing hit and run, issuing traffic citations, 
traffic control, marking of abandoned vehicles, 
and traffic enforcement. They are assigned a 
particular zone which can be changed daily. 
While assigned to a zone, the accident special
ists are responsible for all traffic-related 
calls for service in that zone. 

Table V-5 presents the work performance levels 
of accident specialists for the period October 
through December 1982, the three-month period 
immediately following the implementation of 
Phase I recommendations. Two of the 16 Acci
dent Specialist positions were vacant during 
this three-month period. Work level perform
ance is presented on an officer basis according 
to the shift worked. The number of tickets 
written per shift per officer ranges from less 
than one ticket written per shift to a high of 
19 tickets written per shift. The number of 
accidents investigated per shift ranges from 
less than one accident per shift to a high 
of 6.2 accidents written per shift. The aver
age number of tickets written per shift totals 
6.2, which is compared to the 2.1 tickets writ
ten per shift by spot enforcement during all 
of 1981. 

As was expected, the accident and ticket activity 
for officers assigned the 11:00 a.m. to 7:00 p.m. 
shift was considerably higher than for officers 
assigned to the 6:00 a.m. to 2:00 p.m. or 5:00 p.m. 
to 3:00 a.m. shifts. This shift encompasses the 
high traffic volumes that occur at lunch time and 
the after-work travel periods. Note the range 
of work load activity on this shift. Officer 
No.1 averaged only 3.5 tickets per shift and 
investigated only 3.4 accidents per shift while 
Officer No.5 issued 14.8 tickets per shift and 
investigated 3.7 accidents per shift. Despite 
the outstanding performance of a few officers, 
the overall unit performance remains low. The 
work level performance for these officers for 
this three-month period was compared to their 
performance during the January through September 
1982 period and in some instances officer per
formance had fallen from 16 to 45 percent. 
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'rABLE V-5 

At.'CIOJ::NT SPECIALIS'l' WORK PEHFOHHANCE 
OC'l'013EH THHOUGH I)ECEHBEH, 1982 

A. 

Assignment! 
Officer 

'l'wo Accident 
Specialists 

(6;00 AH - 2:00 P11) 

Officer 1 
Officer ;. 

B. Ten Accident 
Specialists 

Tickets 
Per Shift 

1.6 
1.~ 

Accident 
Investigations 

Per Shift 

1.5 
1.5 

(11: 00 AH - 7: 00 PII) 

Officer 1 
Officer 2 
Officer 3 
Officer 4 
Officer ~ 
Officer 6 
Officer 7 
Officer 8 
Officer 9 
Officer 10 

C. Four Accident 
Specialists 

(5:00 Pt-1 - 3:00 AM) 

Officer 1 
Officer 2 
Officer 3 
Officer 4 

AverA96 - 6.2 

3.5 
9.4 
9.5 
7.7 

14 .8 
3.8 

10.2 
19.0 

Vacant 
Vacant 

.9 
1.0 
1.4 
2.6 

3.4 
6.2 
6.1 
3.8 
3.7 
4.2 
3.3 
2.8 

Vacant 
Vacant 

.9 
1.2 
1.3 
1.3 

Accident Investigators 

A total of four ff' 
ficat' . 0 ~cers are assigned this class;-~on, w~th two off', • 
to 5:00 p.m. shift an ~cers as~~gned the 7:00 a.m. 
5:00 p.m. to 3'00 d tw~ off~cers assigned the 
the officers w~rk fao·mur• sh~ft. As noted before 

lO-hour shifts. ' 

Accident investigato 
investigation of i .rs are r~sponsible for 
fic accidents (inc~~~~y a~~ fatal/felony traf

ng ~t and run accidents 
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and city vehicle accidents). Their duties 
, lude all at-scene investigation as well as 
~nc ,,' d t 'nvesti-
all follow-uP invest~gat~o~; ,acc~ ~n ~ 
gators handle their case f~l~ngs w~th the 
District Attorney's Offic~. Except,f~r 
investigatior- of an occas~onal non~~nJ~ry 

'dent and the issuance of traff~c t~ckets, 
acc~ 'b'l't' s are accident investigator respons~ ~ ~ ~e, 
primarily limited to those just descr~bed. 

Table V-6 reveals the work performance level 
of accident investigators for the three-month 
period of october through D~cember 1982: Note 
the low level of tickets wr~tten per sh~ft by 
all four officers and also the low level of 
accidents investigated. The,Depar~ment has 
long believed that accident ~nvest~gato:s must 
remain uncommitted in order to hav~ a t~~ely 
response to injury and fatal traff~c acc~dents. 

TABLE V-6 

ACCIDENT INVESTIGATION N'ORK PERFORlvlANCE 
OCTOBER THROUGH DECEMBER, 1982 

Assignment 

A. Two Accident 
Investigators 

(7:00 AM - 5:00 PM) 

Officer 1 
Officer 2 

B. Two Accident 
Investigators 

(5: 00 PH. - 3 :00 AM) 

Officer 1 
Officer 2 
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Tickets 
Per Shift 

1.6 
.6 

1.2 
1.7 

Accidents 
Per Shift 

.9 

.6 

1.0 
1.0 
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~ 
! 
i 
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I 
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The issuance of tickets and the performance of 
other traffic enforcement activities is not 
seen as a long-term commitment of accident 
investigators. Accident investigators can 
and should be heavily used in such short-term 
traffic enforcement activities which would 
include the issuance of regular and parking 
tickets. 

The number of accidents investigated and traf
fic violations issued in the first quarter of 
1982 was compared to that accomplished in the 
first quarter of 1983. The work load data 
used in this analysis was that performed by 
the same traffic officers. In 1982, three 
manned accident cars and eight worked "spot 
cars." In 1983, three still worked accident 
cars while the other eight served as accident 
specialists. The functional responsibilities 
of accident specialists are largely the same 
as existed for spot cars. 

The number of accidents investigated by the 
11 officers during the first quarter of 1982 
totaled 821 while the accidents investigated 
in 1983 totaled 608, or 212 less accidents 
investigated. The number of accidents inves
tigated per officer per shift in the first 
quarter of 1982 totaled 1.24, while in 1983 
it totaled only .92. 

The number of violations issued for the first 
quarter of 1982 totaled 1,202 as compared ,'lith 
1,131 issued in the first quarter of 1983. 
This equates to each officer issuing 1.8 vio
lations per shift during the first quarter of 
1982 as opposed to 1.7 violations per shift 
during the first quarter of 1983. This is 
another indication that traffic enforcement 
performance continues to degrade over time. 

E. Need for a Selective Enforcement Program 

Research has shown that the most effective use of 
traffic enforcement resources is through the use 
of a quality traffic management program encompass
ing all those characteristics as previously dis
cussed in Section V of this chapter. Assignments 
must correlate with locations where the greater 
number and more severe accidents occur. Through 
improved planning, management decision-making, 
direction, monitoring, and control, it is believed 

V-35 

i 
I 
I , 
I 



that the number and severity of accidents can be 
reduced. In 1980, the Minneapolis, Minnesota, 
Police Department assigned seven officers to inves
tigate fatal accidents and enforce traffic laws at 
the most hazardous locations. The program concen
trated on 11 locations with the officers citing 
every violation they observed. The results were 
very impressive, with fatal accidents declining by 
32 percent and total accidents declining by 26 per
cent. The number of traffic tickets written during 
this period of time increased 100 percent with 59 
percent of the total written at the target locations. 

Subsequent sections of this chapter will provide 
insight to the characteristics of the traffic 
management program suggested for the City of 
Colorado Springs Police Department. 
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VIII. Traffic Accident Analysis 

The frequency and severity of traffic accidents are 
two primary indicators of the extent to which a city 
might have a traffic problem. These two indicators 
are particularly important in determining whether a 
traffic management program is successfully reducing 
traffic accidents and other elements of the traffic 
problem. Such a program can be deemed successful if 
it reduces accidents, their severity, or at least 
slows the rate of increase of such accidents. The 
Colorado Springs Police Department has for a number 
of years tracked the freguency of traffic accidents 
at intersections; however, it has not determined the 
severity thereof nor has it analyzed the causes of 
such accidents. This chapter section presents the 
findings of an analysis conducted by the Police Study 
Project staff of the 25 most hazardous locations in 
the City. 

Accidents must be weighted to ensure that a serious 
accident counts more heavily than a minor one. Not 
to do so ignores the fact that some accidents are 
much more serious than others and that at some loca
tions the proportion of serious accidents is greater 
than at others. As stated in the Transportation and 
Traffic Engineering Handbook, authored by the Institute 
of Transportation Engineers: 

Studying locations where accidents are severe 
offers greater possibilities for loss reduction 
than studying locations where accidents are less 
severe. 

The Project staff developed a system founded on severity 
of injury and property damage. A value of five was given 
a fatal accident, three a personal injury, and one a prop
erty damage. These values were used to determine the 
accident rate, which is Silllply an expression of risk or 
hazard. The formula in which the values were utilized 
is: 

R = (2)F x 1,000,000 
365 x T 

The letter R represents the accident rate. The number 2 
simply doubles the traffic count, which is taken for one
direction traffic only. The 1,000,000 permits the rate 
to be stated as accident involvements per 1,000,000 users. 
The figure 365 represents the days of the year, and T 
represents the annual average daily traffic count, which 
is obtained from the City Traffic Engineer's Office. 
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Table V-7 identifies the 25 most hazardous locations 
in the city as derived from traffic data used in the 
above-described formula. These locations are in rank 
order with Column 1 reflecting the level of accident 
rate computed per location. Column 2 identifies the 
frequency of accidents occurring by location. Columns 3, 
4, and 5 identify the number of accidents in which there 
was a fatality, personal injury, and property damage at 
each of the locations. Column 6 identifies the traffic 
volume and Column 7 identifies the severity factor. 
The severity factor is simply the cummulative derived 
value for the fatal, personal injury, and property 
damage accidents occurring at a particular location. 
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(1) (2) 

I\ccident '!btal 
Location Rate Accidents 

O,elton ~ Platte 9,55 

Uintah & Wahsatch 7.79 

/o\Jn'dy & Plat te 7.75 

Murray & Palmer 
Park 7.43 

Pl"tte & I'cMers 7.18 

Cbloracb & 21st St. 6.96 

Arvada & Nevada 6.89 

Nevada & Platte 6.66 

A<.:ooemy & Airport 6.60 

Fi llnore & Nevada 6. 16 

Acadany & Fbuntain 6.15 

Cimarron & Nevooa 6.15 

Cimarron & 1-25 5.21 

Nevada & Uintah 5.14 

Ci.L'cle & Fbuntain 5.09 
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Circle & PaL-rer Pk. 2.94 
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1 

1 

1 

15 

13 

8 

9 

6 

7 

7 

II 

L2 

9 

9 

5 

7 

7 

8 

2 

2 
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J\cci.dE',l1Ls \OJ UfO ~'a(,1.lJr ------ --

30 

12 

19 

7 

6 

12 

10 

15 

22 

16 

20 

13 

B 

11 

15 

L'l 

14 

11 

10 

17 

9 

14 

10 

12 

11 

45,900 

21,800 

41,000 

22,850 

25,150 

21,600 

23,600 

29,600 

45,600 

46,200 

46,300 

35,600 

28,450 

33,000 

38,700 

45,100 

55 /000 

32,350 

34,250 

52,800 

34,200 

40,500 

57,000 

J3,500 

35, )00 

00 

31 

58 

31 

3] 

10 

36 

36 

55 

52 

52 

40 

33 

31 

36 

40 

21 

26 

25 

35 

22 

23 

31 

18 

19 

The highest accident rate determined was for the inter
section of Chelton and Platte, which accident rate is 
9.55. There were 46 accidents at this location. One 
was a fatal, 15 involved personal injury, and 30 were 
limited to property damage. The value of the one fatal 
accident is five. The value of the personal injury 
accidents (15 accidents x the value of 3) is 45 and 
the val~e assigned to the property damage accid~nts 
(30 acc~dents x the value of 1) is 30, for a total 
value of 80. 

Table v-a shows the 25 locations in a different perspec
tive. Column 1 shows the locations on a ranking by acci
dent rate basis, Column 2 shows the locations on a ranking 
by frequency of accidents basis, and Column 3 shows the 
locations on a ranking by traffic volume and accident 
frequency basis, which ranking was compiled by the 
Traffic Engineer's Office. 
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Che1ton & Platte 

Uintah b Wahsatd, 

M.lrray & Platte 

I>lll'ray & Palme~ Purk 

Platte & P,-,wers 

Cb1orado & 21st St. 

Arvada & NeV<1da 

Nevada & Platte 

I\caoony & Airpol:t. 

Fillmore & Nevada 

lIf".i!denl\' & Fbuntain 

CilMrron & 1-25 

Nevadu & Uirltdll 

Circle & l'ount";,, 

Circle & Platt" 

( 1) 

2 

5 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

Ccnsl ituuon & Union 18 

Gamen of tile O:xls & 1-25 19 

AcOOen¥ & Constitution 20 

Circle & pikes Peak 21 

Cimarron & 8th St. 22 

~ , Palmer Pnrk 23 

Circle , Palmer' Park 

Ilijoo& r-25 

24 

25 
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52 

44 

51 

29 

28 

16 

2 

6 

14 

)] 

17 

l~ 

'/ 

15 

43 

411 

11 

47 

34 

27 

56 

46 

( 3) 
RlI1kirlg by 

,'raffj c \oI:)itDlle and 
~c:£i.9cnt Frequency 

14 

98 

19 

93 

81 

89 

90 

61 

15 

13 

12 

29 

69 

40 

24 

16 

35 

6 

36 

20 

3 

39 

32 
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All accident reports written in 1981 for accidents occur
ring at the nine locations with the highest accident rates 
were analyzed. These locations included the intersections 
of Chelton and Platte, Uintah and Wahsatch, Murray and 
Platte, Murray and Palmer Park, Platte and Powers, 
Fillmore and Nevada, Arvada and Nevada, Nevada and 
Platte, and Academy .and Airport. In addition, a sys
tematic random sampling of the remaining 16 locations 
was conducted, with ten percent of the accident reports 
at these locations being reviewed. The number of acci
dents analyzed totaled 246. 

The findings of this investigative effort are as follows: 

A. The accident rate formula approach used to identify 
the top 25 most hazardous locations resulted in 
30.9 percent of the accidents involving personal 
injury. This is somewhat higher than the 24 per
cent cited in the Colorado Springs Police Depart
ment's 1981 annual report. 

B. Temporal Conclusions 

1. Accidents by Month 

Figure V-12 presents the 246 accident reports 
analyzed on a by-month-by-percent-of-total basis. 
Two trends are visible from this presentation. 
One, there is a steady increase in accident 
activity from March through August, which gener
ally is consistent with the increased vehicular 
traffic during this period. Second, there is 
a significant decrease after August followed by 
an increase toward year's end. This pattern of 
accident activity over the year is the same pat
tern found for accident activity at the Platte 
and Chelton location. In that instance, it is 
believed the accident activity is largely predi
cated 011 shopping activity at the Citadel Shopping 
Center. 
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Figure V-13 presents the survey accident data 
on a by-day-by-percent-of-total basis. The 
accident activity on Monday is slightly higher 
than Tuesday with the accident activity increas
ing through Friday and decreasing on Saturday 
and Sunday. These daily accident patterns are 
generally consistent with non-accident call for 
service patterns developed in the Police Study 
Project Phase I analysis. 

ACCID!li'l'S n DAY BY PERCENT Of TOThJ.. 
S'JR,," 01\1' .... 1981 

26 N~'f\be!" Fe:-:en":. 
24 

22 

of ::f 
~ ~ ~ 

20 
2 18 

~ 16 
... 14 0 
I- 12 
is 10 u 
a. 

'" r. 

Monday 3C l~. 2 
TuesdllY 2, L.2 
14edr.esdo!l.y 34 !!. S 
Thursd~): 4' : ~. 3 

\ Frlday S: 2:.3 
Saturday <3 1- • 5 

\ Sunday .J1 -\ 

\ 
TOTAL: 240 l:!'. ~ 

Hour of Day 

One thing that almost all high-hazard accident 
locations have in common is the increased acci
dent experience during peak traffic demand times . 
In other words, to ·the extent that accidents tend 
to conform to fluctuations in traffic volume, this 
would tend to exacerbate accident occurrence. 
Figure V-14 presents the sample accident data on 
a by-hour-by-percent-of-total basis. There is an 
increase in accident activity beginning at 5:00 a.m. 
building to approximately 8:00 a.m. and then level
ing off until approximately noon. The accident 
activity then increases substantially during the 
noon period, remaining high until approximately 
8:00 p.m. 
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TlGOJU: V-H 

ACC! DEm'S BY IIOUR BY PERCElr. OF 'I'OTAL 
SURny DATA, 1981 
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Approximately 47 percent of the collisions analyzed 
were as a result of failure to yield to through traf
fic on a left turn. The scenario of these accidents 
is very consistent. A vehicle, waiting to make a 
left turn, enters the intersection in anticipation 
of that turn. Normally, the person waits until the 
traffic signal turns amber to proceed. Another 
vehicle proceeding through the intersection fails 
to acknowledge the amber light or, worse, on seeing 
the amber light accelerates through the intersection. 
If the latter happens, energy in the collision is 
increased, increasing property damage and personal 
injury. 

There are two basic conditions it is believed that 
have resulted in the high level of left-turn acci
dents. One involves a leg~l/enforcement condition 
and the other an engineering condition. The courts 
in Colorado and in Colorado Springs have adopted a 
somewhat liberal position on the adjudication of 
intersection accident cases. As long as a through 
vehicle does not enter the intersection on red, he 
is permitted to complete his movement in and through 
the intersection. Furthermore, Colorado Springs 
courts have interpreted the "intersection" to begin 
at the stop bar or pedestrian crosswalk. In some 
cases, this permits a vehicle to "enter" an inter-
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section on an amber signal when, in fact, ·the vehicle 
is still 20 to 3D feet prior to the point where the 
streets actually intersect. 

The second condition involves the design and opera
tion of a traffic signal system. At most inter-. 
sections studied, vehicles turning left are prov~ded 
a green arrow to facilitate that turn. H~wever, the 
duration of the signal is short and upon ~ts comple
tion, through traffic and left-turn traffic are 
given a solid green signal. Th~s, the ~eft-turn. 
traffic is now forced to turn w~th no s1gnal ass~st
ance. This situation could be improved by restrict
ing left-turn traffic to the green ar:ow o~ly. The 
engineering changes necessary to p~rm~t t~~s could 
perhaps necessitate longer delays ~n turn~ng left, 
but it is believed the safety of the turn would be 
improved substantially. Further research on t~is 
topic, including feasibility and cost, is requ~red. 

Tabl. V-9 identifies the violations that were charged 
in the 246 accident reports analyzed, which totals 
238. Two of the 22 bases on which the violations 
were charged account for 60.9 percent of the charges. 
One hundred and four, or 43.7 percent, of the charges 
were for failure to make a legal left turn and 41, or 
17.2 percent, were for a failure to abide by t:affic, 
signal directions. In reviewing the 246 traff~c acc~
dent reports, an effort was made to deterrn~ne the ty~e 
of improper driving action which resulted ~n the acc~-
dent. 

'I'AULE V-9 

V10L.ATIONS CHAHGED IN 
ACl'WEN'P SilMP1.I-: UlI'rA, 1981 
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~'ll1shin'l Slyn31 
Impropu r 1'0 rOIl t. 
Improper Udefan'J 
l::xcetJB.lVO !..il'uoJ. 
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PedouLrian Vlol~tion 
fail Lo '{iold How 
Unviny 011 Dlvideu lIighways 
Special lIazaruu 
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Table V-IO identifies the types of improper driving 
action causing the accidents determined in this 
analysis. A few of these types of action are simi
lar to the basis on which violations were charged 
as reflected in Table V-9. The improper driver 
action was able to be determined in only 231 of 
the accident reports. This analysis substantiated 
that improper left turns in front of traffic are 
the major cause of accidents and that the second 
highest number of accidents is caused by disregard 
of traffic control devices. Another substantial 
cause of accidents is following another car too 
closely. 

TABLE V-IO 

TYPE OF IMPROPER DRIVING ACTION 
IDENTU'IED IN SAMPLE DA'l'l\, 198 l 

Action Number ---

a. No improper drivin9 2 

b. Exceeded lawful speed limit 3 

c. Exceeded safe speed for 
conditions 4 

d. Failed to yield right of 
way at intersection 1 

e. Improper left turn in front 
of traffic 108 

f. Improper lane change/p,lss 6 

g. Wrong side of road 0 

h. Followiny too closely 22 

i. Inattention to driving 5 

j. Disregarded traffic control 
device 50 

k. Parking violation 0 

1. Imprope~ backing 2 

m. Improper pedestrian violation 1 

n. Other improper action 27 

TOTAL: 231 
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D. Demographics 

1. Residence of Driver 

The number of drivers involved in the 246 acci
dents totaled 469. Some 396, or 84.4 percent, 
of these drivers were residents of the City, 
54, or 11.5 percent, were residents of other, 
communities, and 19, or 4.1 percent, were reS1-
dents of other states. The percentage of out~ 
of-state residents involved in accidents in 
the City is less than the national average o~ 
6.9 percent. This is particularly unusual g1ven 
the significant number of tourists that visit 
this City and the Pikes Peak Region in general. 

2. Sex of Driver 

Of the 469 drivers involved in accidents, 308, 
or 65.7 percent, were male and 161, or 34.3 per
cent, were female. These percentages are con
sistent with figures presented in the National 
Safety Council's report, 1981 edition, that 
reveals of drivers in all accidents in 1980, 
63 percent were male and 37 percent female. 
Interestingly, there is very little difference 
between the groups when accidents are viewed 
on an accident-per-mile basis. 

3. Age of Driver 

The National Safety Council reports that 51.4 
percent of all drivers involved in accidents 
are under the age of 30. Figure V-15 presents 
the drivers in the 246 accidents by age by 
percent of total. This figure reveals that 
accidents are highest among the 19 to 21 age 
group and second highest in the 25 to 30 age 
group. In the City of Colorado Springs, the 
drivers involved in accidents under the age 
of 30 totals 62 percent, which is considerably 
higher than the national average of 51.4 per
cent. This fact may be related to the large 
number of young males assigned to military 
installations in the Colorado Springs area. 
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E. Alcohol Use in Accidents 
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From the data collected, it is difficult to accu
rately assess the extent of alcohol involvement in 
accidents. Officers who investigate traffic acci
dents are asked to provide information on alcohol 
use for each driver/pedestrian. Officers are asked 
to identify whether the driver was a) D.U.I./D.W.A.I., 
b) had been drinking, c) had not been drinking, and 
d) unknown if drinking. Of the 246 accident reports 
analyzed, 8 percent identified that the driver had 
been D.U.I./D.W.A.I., 5 percent had been drinking, 
60 percent had not been drinking, and 26 percent 
were unknown if drinking. 

with regard to the 26 percent level of "unknown if 
drinking," this figure may be higher than it other
wise should be because of officers' fear of civil 
liability or fear that they might have to justify 
their not having arrested a suspected drunk driver 
after having indicated alochol use in the accident. 
In any case, it is generally believed that the level 
of accidents involving alcohol is generally higher 
than reported. This reporting problem needs to be 
rectified if an effective enforcement strategy is 
to be designed. 

F. Degree of Injury 

Research performed by the National Safety Council 
in Oklahoma City resulted in relative degrees of 
severity of injury in traffic accidents. Table 
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V-ll identifies the three levels of severity of 
traffic injury and compares the rate determined 
for Oklahoma City to that rate calculated from 
the Colorado Springs accident data. Note the 
significant differences between the two cities 
in the level of incapacitating accidents and the 
possible injury accidents. It is difficult to 
speculate as to the cause of the discrepancy; 
however, it appears that this City has an unusu
ally high percentage of incapacitating accidents 
or, more likely, victims with "possible" injuries 
are being transported to the hospital by ambulance 
and in which case such service may be unnecessary. 

TABLE V-ll 

COMPARISON OF SEVERI'l'Y OF TRAn'IC' INJUHY 
OKLAHOMA CI'l'Y 'I'O COLOHADO SPHINGS I 19~:'! 

Severity of 
'I'raffie Injury Oklahoma City Colorado Springs 

Percent Incapacitated 
Percent Non-Incapacitdted 
Percent possible Injury 

General CG1!1ments 

l8.~ 

31. 0 
48.7 

36.0 
34.0 
30.0 

Review of the accident reports reveal that a number 
were of generally poor quality. It was extremely 
difficult in a number of cases to accurately iden
tify the causes of the accident from the information 
provided. Sections were incomplete and the reports 
contained many grammatical and spelling errors. 
Supervisory review of traffic accident reports 
must be improved. 

Many accidents, particularly rear-end collisions, 
occur as a direct result of an intersection, which 
are not so recorded. For example, if a vehicle 
stopping at a traffic signal on Colorado Avenue at 
21st Street is struck in the rear by another vehicle, 
the collision may likely be classified as a 2100 
block (if westbound), Colorado Avenue accident. 
This data collection problem needs to be rectified. 

An observation made during the analysis was that 
the percent of injury accidents was considerably 
high and that data gathered in such accidents were 
not unlike that obtained from non-injury accidents. 
It is believed that the accumulation and use of data 
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from injury accidents may prove sufficient for the 
development of a data base for use in designing and 
operating a traffic management program. 
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IX. Alcohol and Traffic Safety 

The problem of alcohol-related traffic accidents 
continues to be of significant interest to state and 
local governments. In recent years, a substantial 
number of studies has been done in this area. As a 
result of this research and increased interest in 
alcohol-caused motor vehicle accidents, a significant 
amount of legislation has been passed. A substantial 
amount of this legislation has been oriented toward 
the adoption of increased fines and penalties for 
those found guilty of driving under the influence of 
alcohol. Many states have raised the minimum legal 
drinking age from 18 to 21. A study conducted in 
1980 by the University of Michigan Highway Safety 
Research Institute indicated that raising the minimum 
drinking age from 18 to 21 resulted in a 31 percent 
reduction in the number of 18 to 20 year old drivers 
involved in alcohol-related motor vehicle accidents. 

According to the National Highway Traffic Safety 
Administration, 40 to 55 percent of the fatally 
injured drivers have alcohol concentrations and 
body fluids high enough to indicate intoxication. 
In Colorado Springs, 51 percent of our 1981 and 1982 
traffic fatalities involved drivers which had been 
consuming alcohol. Alcohol is involved in some 
26,000 traffic deaths annually. It is the leading 
cause of death of Americans 16 to 19 years of age. 
Just a few of the more important findings of research 
done in the area of drivers driving under the influence 
of alcohol are as follows: 

* Drivers with high blood alcohol concentrations 
are more likely to be responsible for the acci
dents in which they are involved than the other 
drivers. 

* Accidents involving alcohol tend to be much more 
severe than those that do not. Historically, 
alcohol is involved in 10 percent of non-injury 
accidents, 20 percent of injury accilents, 50 per
cent of fatal accidents, and 60 percent of single 
vehicle fatal crashes. 

* A way of contrast, on the average 90 perce.nt of 
the drivers at a given time have no alcohol in 
their system; thus, illustrating the overrepre
sentation of alcohol in traffic accidents. 

* Adult pedestrians who have been fatally injured 
by motor vehicles have substantially higher blood 
alcohol concentrations than average pedestrians. 
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* Roadside surveys have revealed that on weekend 
nights as many as ten percent of drivers have 
blood alcohol contents at .10 or greater. 

* Only between 1 and 500 and 1 and 2,000 drivers 
with a blood alcohol content over .10 are 
arrested for driving under the influence. 

There is a lack of concensus as to the most effective 
method in preventing drunk driving. There has been 
a plethora of theories generated by federal, state, 
and local jurisdictions - educators, private insti
tutions, and task forces formed to study such matters. 
There is general agreement among most scholars that a 
deterrence-based system must include a high perceived 
risk of apprehension. In many D.U.I. enforcement pro
grams, heightened pUblicity surrounding an enforcement 
campaign does have some deterrent effect until such time 
that the community perceives that the actual risk of 
apprehension has not increased. For this reason, it 
is believed that consistent, vigorous enforcement is 
a critical requirement of any D.U.I. program. 

A. Historical Perspective 

The Colorado Springs Police Department's annual 
reports between 1975 and 1982 reflect the Depart
ment's success in their current D.U.I. program. 
Figure V-16 presents the number of D.U.I. arrests 
made during this period of time. The number of 
D.U.I. arrests in 1975 totaled 142, increasing 
slightly through 1978, at which time the Department 
organized its current D.U.I. program. Since 1978, 
the number of arrests has incr.~ased significantly, 
at an annual average rate of 77.98 percent, to 3,367 
in 1982. 

3.600 

3, .. 00 

l.2?0 

J. :::)0 

2, ;(1) 

2. 6~0 

2. ~o~ 

2.200 

2. '00 

1. 300 

1,6')0 

::.. 400 

1. 200 

LOCI) 

900 

600 

400 

200 ~ 

FIGURZ V-16 

COLORADO SPRIlIGS YOLtCl; DItPARTMEM'r 
OUI MRESTS, 19'5-1982 

(SOURCE - C • .i.P.D. AlIlICAL R£PORTS) 

/ 
I 

~--r---~--~--~--~---T~ 
1975 1976 1977 1919 19'9 L990 1991 1982 

1CAIUI 

V-50 

DUI 

!!.!.!: ~ 
un 142 
1976 ln 
1977 4Q L 
1118 lH 
1979 915 
1980 1. JOl 
1991 2, ll2 
1992 l.l67 

B .• 

The federally funded Alcohol Safety Action Project 
(ASAP) established a measure whereby the perform-
ance of D.U.I. arrests can be viewed. This measure 
involves viewing D.U.I. arrests as a percent of pop
ulation. The ASAP Project applied this measure to 
the D.U.I. arrests in eight cities. D.U.I. arrest 
data used were between the years 1971 and 1974, and 
the results are reflected in Table V-12. The highest 
percent of D.U.I. arrests per population was 1.33 per
cent, which occurred in Tampa, Florida, in 1973. The 
lowest percent of D.U.I. arrests per population was 
.13 percent, which occurred in Sioux City, Iowa, in 
1971. By comparison, the percent of D.U.I. arrests 
per population in the City of Colorado Springs in 
1981 was 1.05 percent and in 1982 was 1.5 percent, 
this latter performance level being higher than the 
highest rate reflected in Table V-12. The source 
for the data reflected in Table V-12 was the 1975 
Interim Assessment, Alcohol Safety Action Project 
report by the National Highway Traffic Safety 
Administration. 

TABLE V-12 

DUI ARRESTS AS A PERCENT OF POPULATION 
FOR CITIES SURVEYED BY ASAP, 1971-1974 

City 1971 1972 1973 

Tampa, FL .34 1.12 1. 33 
Indianapolis, IN .19 .60 .69 
New Orleans, LA .24 .71 .75 
Oklahoma City, OK .46 .96 1. 27 
San Antonio, TX .23 1. 07 1. 01 
Sioux City, IA .13 .27 .57 
l'1inneapolis, MN .34 .52 .74 
Los Angeles, CA .21 .28 .62 

Current D.U.I. Operations 

1974 

1. 24 
.81 
.59 

1. 22 
.87 
.72 
.83 
.68 

The Department's current D.U.I. Enforcement Team 
consists of three police officers whose schedule 
generally allows for one 2-man car per night and 
occasionally a second car is added. The officers' 
work schedule is from 7:00 p.m. to 3:00 a.m. 

When the D.U.I. program was established in 1978 
, , ' 
~t,was de~~gned to,incr7ase D.U.I. arrests by 
us~n~ off~cers tra~ned ~n detecting persons under 
the ~nfluence of alcohol. In addition, they were 
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to transport and process the persons they had 
arrested plus those that had been arrested by the 
patrol officers. It was considered that by alle
viating patrol officers from the cumbersome, time
consuming alcohol testing and booking process, 
officers might be encouraged to initiate a greater 
number of D.U.I. arrests. 

The goals and objectives on which the D.U.I. program 
'.vas established were well founded and directed; 
however, several problems have occurred which pre-
vent the concept frcm realizing even greater bene-
fits than those now being experienced. First, the 
program did result in patrol officers substantially 
increasing the number of D.U.I. arrests made. In 
1981, patrol arrested 82.3 percent of the 2,332 
persons arrested for driving unde~ the influence 
of alcohol. In 1982, patrol arr~sted 93 percent 
of the 3,367 persons arrested for driving under 
the influence. The increased number of arrests 
made by patrol resulted in the D.U.I. officers 
being primarily used for the transporting of 
D.U.I. arrestees at the beginning of the shift 
and thereafter, solely for the processing effort. 
Although the D.U.I. team has special training in 
the detection of drivers under the influence of 
alcohol, the sheer arrestee processing work load 
prevents this specialized training from being uti
lized. Even worse, because the majority of their 
time is now utilized almost totally in the process-
ing effort, some evidence suggests that patrol offi
cers, faced with the requirements of not only detection 
but also the transporting of persons arrested for driv
ing under the influence, may not be enforcing D.U.I. 
laws in all instances. 

The processing of a D.U.I. arrestee involves conduct
ing a blood alcohol content test by means of a blood 
test or breath test. The current procedure of trans
porting suspects for the blood test to a hospital, 
although somewhat cumbersome, appears to be the most 
optimal approach. The breath test is performed at 
the station and can be performed by a work classifi
cation other than a police officer. Nothing in the 
Colorado State Depart:ment Health rules, by which the 
procedures for conducting such tests are established, 
requires that a police officer conduct such tests. 
The training requirements for certified operators are 
minimal (eight hours). This position could be staffed 
by a Police Service Aide, a classification that would 
not require full use of police powers and substantially 
less responsibility. The position would require a sig-
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nificantly lower salary. The use of such civilian 
positions in the D.U.I. program would permit the 
D.U.I. team to increase their activity of detection 
for which they are trained and to support patrol 
in the transportation effort. ~he police service 
aides could be scheduled to work on peak D.U.I. 
activity nights. Some 21.9 percent of the D.U.I. 
arrests made are as a result of a traffic acci
dent, and returning the D.U.I. team to the field 
should increase the number of arrests made through 
detection. 

Second, when the D.U.I. program was established, 
the concept of a two-man car was prompted by the 
desire to alleviate the need for a backup vehicle 
for traffic stops. Because the vast majority of 
D.U.I. stops are made by patrol, one-man vehicle 
units, it has been concluded that the D.U.I. pro
gram could make better use of manpower if they 
operated as one-man vehicle units also. Although 
officers' safety is a viable concern, the expe
rience of patrol and research conducted by the 
National Highway Traffic Safety Administration 
has proven that D.U.I. units can operate as safely 
as one-man vehicle units as can two-man vehicle 
units. Further, by working as one-man vehicle 
units, the D.U.I. detection activity will be sub
stantially improved. The Police Foundation, in a 
study conducted in San Diego, also substantiated 
this fincing. D.U.I. vehicles should be equipped 
with protective screens and the use of handcuffs 
on prisoners should be increased. 

C. D.U.I. Statistics 

In order to determine whether the substance of 
the City's D.U.I. program could be improved, an 
analysis was conducted of 1981 and 1982 D.U.I. 
arrestees. The principal source of information 
used for this analysis was records maintained by 
the Traffic Section. The total number of arrests 
made in 1981 and 1982 differs slightly from sta
tistics reflected in the Department's annual reports. 
The reason is that the Traffic Section statistics 
reflect only D.U.I. arrests in which the Traffic 
Section was some way or another involved. It does 
not include D.U.I. arrests in which case a patrol 
officer made the arrest, transported, and processed 
the arrestee. The number of D.U.I. arrests recorded 
in the Traffic Section logbook totaled 2,200 for 
1981 and 3,008 for 1982. 
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The entire population data for both years were used 
to determine the percent of arrestees who refused 
blood alcohol testing, the percent of persons 
whose blood alcohol content was below .10 percent, 
and the percent of arrestees related to an accident 
investigation. A ten percent data base sample of 
the populations was used to determine the age and 
sex of the arrestee and the month in which the 
arrest occurred. A ten percent sample was also 
used to determine the average blood alcohol content 
level and the ext.ent to which 'the arrest was initiated 
by patrol. 

1. Demographics 

a. Age of Arrestees 

The distribution by age of those arrested 
for driving under the influence of alcohol 
in 1981 and 1982 is reflected in Table V-13. 
The majority of O.U.I. arrestees are in the 
21 to 30 age bracket and otherwise, 77.8 per
cent of the arrestees in 1981 were younger 
than 41 years of age. The arrest trends of 
1981 are very similar to those reflected in 
the 1982 data. The number of persons 20 years 
of age and younger arrested for driving under 
the influence is substantially less than the 
number of persons in this age group involved 
in accidents. The number of persons arrested 
in 1981 for driving under the influence in 
this age group totaled 16 percent with only 
8.6 percent arrested in 1982. The percent 
of persons in this age bracket involved in 
accidents, however, as reflected in earlier 
data, totals approximately 30 percent. The 
fact that substantially less persons in this 
age bracket are arrested as opposed to those 
that are involved in accidents, it is believed, 
relates to the fact that the legal drinking 
age in this state is 21 years of age. This 
is also believed to be a primary factor in 
the substantial number of persons arrested 
for driving under the influence in the age 
bracket of 21 to 30. 
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TABLE V-13 

AGE OF our ARRESTEES, 1981 AND 1982 

Age 1981 (% ) 1982 (%) 

20 and below 16.0 8.6 
21-30 50.0 54.1 
31-40 11. 8 20.3 
41-50 8.6 9.6 
51-60 5.0 5.9 
61 and above 8.6 1.3 

Sex of Arrestees 

In 1981, 85.4 percent of those arrested 
for driving under the influence were males 
with only 14.6 percent being females. In 
1982, the percent of males arrested for 
driving under the influence had increased 
to 89 percent with the number of females 
arrested being 11 percent. 

c. Arrests by Month 

Figure V-17 presents the number of D.U.I. 
arrests by month for 1981 and 1982. The 
number of arrests made in 1982 per month 
is slightly greater than that in 1981 
reflecting the fact that the number of 
D.U.I. arrests made in 1982 was 144 per
cent of that number made in 1981. It is 
interesting to note that the month in 
which the lowest number of O.U.I. arrests 
wa~ made in 1981 was the month of February, 
wh~ch was one of the highest months in which 
D.U.I. arrests we.re made in 1982. Also, 
August was one of the months in which the 
highest number of arrests was made in 1981 
which in 1982 was the month in \'lhich the ' 
lowest number of D.U.I. arrests were made. 
Overall, the average number of arrests made 
per month over the two-year period was 210. 
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2. Blood Alcohol Concentration 
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Ave:ag7 blood alcohol content is often used as 
an ~nd1cator of the effectiveness of a D.U.I. 
enfor,?ement program. There is a pre~ur.tption 
on w~~ch this theory is based that in an inef
fect~ve program only the most serious O.U.I. 
s~spects are arrested, thus, resulting in the 
h~ghest average blood alcohol content level 
In an effective enforcement program not oniy 
~re the more serious D.U.I. suspect~ arr.ested, 
out through detection, those with lower blood 
alcohol co~tent levels are also arrested. To 
support th~s contention, a federally funded 
D.U.I. enforcement project in Stockton 
Ca~ifor~ia, found through random, non-' 
e~~de~t~ary blood alcohol testing a reduc
~~on ~n blood alcohol content after prolonged, 
~ncrease~ enforcement. However, during this 
s~e pe:~od, the evidence of alcohol and traf
f1c acc~dents was not reduced~ 

In Colorado Springs, the averag'e blood alcohol 
content of those arrested in 1978 was .197 per
cent. In,1981, this percent had decreased to 
.171 and ~n 1982 had further decreased to .153 
~erc7nt: ,The 1982 average blood alcohol content 
~s s~gn~f~cantly lower than the state average 
of .180 percent. In part, the reduction in the 
~verage ~lood alcohol content for those arrested 
~n the C1ty of Colorado Springs is due to the fact 
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that of the increased number of persons being 
arrested driving under the influence, a substan
tial number have blood alcohol contents with 
counts of .10 percent and below. In 1981, 7.4 
percent of persons tested for blood alcohol con
tent were below .10 percent. In 1982, that per
cent had increased to 9.2 percent. Such blood 
alcohol content trends among arrestees should 
be monitored closely. 

Refusal to Permit Blood Alcohol Content Testing 

In 1981, 17.1 percent of persons arrested refused 
testing. In the first six months of 1982, 11.5 
percent refused testing. In July of 1982, the 
state raised the penalty for refusal to permit 
blood alcohol content testing from three months 
to nine months for license suspension. Interest
ingly, the refusal rate for the last six months 
of 1982 was 16.1 percent which seems to suggest 
that the increased penalties for refusal to per
mit testing have not had a positive effect. 

O. Ne'N o. U • I. Enforcement Approach 

An enforcement teChnique receiving considerable 
nationwide attention, and recently endorsed by the 
President's Commission on Drunk Driving, involves 
the use of D.U.I. roadblocks. Experts agree that 
the technique tends to increase the perceived risk 
of apprehension and, thus, increases general deter
rence. 

The reason for the technique' s effel~tiveness is 
fairly simple. First, many persons who drink to 
excess think they can drive ,.,ell enough to evade 
detection by police and, in fact, many officers 
only detect the more serious drunk drivers. The 
idea that the driver may encounter a roadblock 
tends to minimize his perception that he can 
evade detection. 

The use of roadblocks for D.U.I. detection is highly 
efficient in terms of number of arrests made versus 
resources utilized. This enforcement approach should 
be utilized by the City of Colorado Springs. 
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X. School Enforcement Program 

One of the Arthur Young Traffic Management. Study recom
mendations implemented by the Department concerned ~h7 
initiation of a School Enforcement_P~ogram. Th7 or~g7nal 
concept was to staff the program W'~th two traff~c off~cers 
to provide traffic enforcement in school zones and to make 
safety education presentations at schools. For a number 
of reasons, these objectives have not been adequately met. 

The first problem is the enormity of tasks. Two 
officers cannot possibly enforce traffic laws in school 
zones and make traffic safety presentations at this 
City's 67 schools. Although t~e schools could ha~e 
been ranked according to traff~c volume and traff~c 
speeds for the purpose of allocating the time of these 
two traffic officers, this has not been the case. At 
the directive of the Traffic Section commander, neither 
officer in recent months has made a traffic safety 
presentation. The level of their traffic enfo:cement 
productivity has been low, particularly when V'~ewed 
from a tickets issued point of view. 

The School Enforcement Program should be modified to 
provide as follows: 

* The day shift traffic sergeant, as proposed 
in a latter section, should serve as liaison 
to the school districts on traffic safety 
matters and coordinate all the Department's 
school enforcement activities. Such activity 
should not be limited to pedestrian safety 
when crossing streets but should include a 
broader perspective of students and traffic 
safety. The day shift sergeant should also 
coordinate with the Traffic Engineer's Office 
timing and location changes of traffic regulatory 
devices. 

* School enforcement should be a directed activity 
of patrol officers, with traffic officers assigned 
to specific locations for traffic enforcement pur
poses. 

* The Department should create a position of traffic 
analyst with one of several responsibilities being 
to track school zone enforcement activity to ensure 
timely and accurate information for resource allo
cation purposes. 
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XI. liit and Run Accident Investigatio~ 

The 'l'raffic Sec; L.inl1 IIi t and Run Unit is staffed 
by three police t}£ficers and one volunteer. Their 
responsibility is the investigation of hit and run 
accidents in which case follow-up vmrk has not been 
completed by the patrol officer. 

Each day, a hit and run investigator will obtain from 
the traffic supervisor the hit and run reports for the 
prior day. All reports will be read and a determina.tion 
made on whether that particular case will be assigned 
and extent of follow-up investigation conducted. Prin
cipal considerations in that determination are the 
probability of solving the offense and to a lesser 
extent, the gravity of the offense. Only those cases 
that are the most promising are assigned. 

The most vital information provided on the case report 
is a license number of the "run" vehicle. In such 
instances, the owner is identified and a letter sent 
indicating his car was involved in an accident and 
requesting he telephone the Hit and Run Office to make 
an appointment for an interview. In the event a license 
plate number is from out of state or 'the registered owner 
fails to acknowledge the letter, follow-up investigation 
will be conducted for the purpose of locating and con
tacting the owner. Checking last known addresses and 
utilities listing will be done for local owners, and if 
the vehicle is registered out of state, contact is made 
with local military bases in determining whether the 
owner is in the military and under their jurisdiction. 

Nhen the O\'ffier of a vehicle involved in a hit and run 
inciden't responds to the letter sent him by the Hit 
and Run Office, an interview is scheduled approximately 
ten days thereafter. At the interview, the owner is 
advised of his constitutional rights as outlined in 
the Miranda Decision, and if after the interview suf
ficient probable cause is found to exist, a summons is 
issued for the appropriate charge. While no statistical 
data exist for verification, it is believed that approxi
mately 90 to 95 percent of those owners contacted by letter 
makes contact with the Hit and Run Office. 

All hit and run accidents where any death results or 
felony charges are pending, are assigned not to the 
Hit and Run Office but to traffic accident investi
gators. In the event that very little, if any, 
information exists for follow-up investigation, the 
report is filed. 
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In 1982, there were 2,634 hit and run accidents reported 
to the Police Department. This represents 21 percent 
of the 12,593 accidents reported in that year. Of this 
number, the Hit and l{un Office conducted 992 follow-up 
investigations, or 37.7 percent of the total hit and 
run accidents reported. Of this number, 582, or 58.6 
percent of the assigned cases, were cleared. Patrol 
officers cleared another 313 hit and run cases. Of the 
total 2,634 hit and run accidents reported, only 895, 
or 34 percent, were cleared. 

Problems with the procedures used by the Hit and n.un 
Office are as follows: 

* Hit and run accident reports are not checked 
against the counter reports (cold hit and run 
reports) completed and turned in by citizens 
to the Police Department. 

* No weighted criteria exists ~o establish priority 
of solvability and severity ~ssues in the assign
ment of cases in which there is no license plate 
information provided. 

* A decision has been made not to work a particular 
case or to cease follow-up investigation and it 
is filed. There is no easy procedure for relating 
the priority of that file to any of the others 
when there may be surplus manpower available to 
work a case previously filed. 

* There is no written procedure that provides for 
the traffic supervisor to review on a regular 
basis cases being worked. 

Investigative activity of the Hit and Run Office more 
closely relates to that carried out in the Investigations 
Division than that of the Traffic Section. It is 
recommended that the Hit and Run Office be transferred 
to the Investigative Division where management reports 
can be generated through the I.N.I.S. software program 
and closer supervision could be accomplished. The case 
screening approach cited in Chapter II should be uti
lized in determining which hit and run cases should 
be assigned. 
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XII. Traffic Supervision 

As discussed in several of the prior sections of this 
chapter, the traffic function can be operated at a much 
improved level. In order to accomplish this goal, 
improved supervision will be required. A traffic 
management program should be developed encompassing 
the concepts and methodologies presented in this chapter 
and be used as the basis for allocating and directing 
manpower resources. The emphasis should be on selective 
enforcement programs in which enforcement is proportional 
to accident locations at which the more frequent, severe 
accidents occur with respect to time. The specific 
enforcement activity utilized should be geared to reduce 
the incidence of motor vehicle crashes, crash-l:'elated 
injuries, and fatalities. In addition, it should 
facilitate the safe, orderly, and efficient movement 
of goods and persons on the roadway. All such activity 
should be closely monitored to ensure that resources 
are efficiently utilized to accomplish the intended 
purpose. 

Traffic officer performance levels must be substantially 
improved. Supervisors need to identify traffic officer 
expectations and monitor their performance to ensure 
such goals are attained. Supervisor ,york hours should 
correspond to the extent possible with those of the 
traffic officers for whom they are responsible. 

Currently, traffic activities are supervised by a police 
lieutenant assisted by two police sergeants (see attached 
organizational chart). The lieutenant and one of the 
sergeants work days with the other sergeant working 
nights. A~l three work a configuration of Honday through 
Saturday w~ th Sunday off followed by a \york period of 
110nday through Thursday with Friday, Saturday, and 
Sunday off. The day and evening sergeants rotate 
their schedule so they have opposite weekends off. 
This supervisory schedule approach is not as consistent 
as it should be with the hours of the traffic officers 
they supervise. The schedule was inappropriate before 
the Police Study Project Pha.se I implementation and is 
even less appropriate now. In some instances, as many 
as 17 traffic officers may be on duty, at which time 
there is no supervision. On the other hand, a traffic 
sergeant can be on duty and supervise as few as one 
traffic officer. During the 28-day schedule period of 
Harch 27 through April 23, 1983, some 55 per:cent of the 
traffic officer work hours were without supervision 
of a lieutenant or sergeant. During this work period, 
howeve:-, one sergeant was off on nine days of compensa
tory t~me. If he had not taken this time off, officers 
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XII. Traffic Supervision 

As discussed in several of the prior sections of this 
chapter, the traffic function can be operated at a much 
improved level. In order to accomplish this goal, 
improved supervision will be required. A traffic 
management program should be developed encompassing 
the concepts and methodologies presented in this chapter 
and be used as the basis for allocating and directing 
manpower resources. The emphasis should be on selective 
enforcement programs in which enforcement is proportional 
to accident locations at which the more frequent, severe 
accidents occur with respect to time. The specific 
enforcement activity utilized should be geared to reduce 
the incidence of motor vehicle crashes, crash-~elated 
injuries, and fatalities. In addition, it should 
facilitate the safe, orderly, and efficient movement 
of goods and persons on the roadway. All such activity 
should be closely monitored to ensure that resources 
are efficiently utilized to accomplish the intended 
purpose. 

Traffic officer performance levels must be substantially 
improved. Supervisors need to identify traffic officer 
expectations and monitor their performance to ensure 
such goals are attained. Supervisor work hours should 
correspond to the extent possible with those of the 
traffic officers for whom they ere responsible. 

Currently, traffic activities are supervised by a police 
lieutenant aSl:>isted by two police sergeants (see attached 
organizational chart). The lieutenant and one of the 
serSBants work days 'V1i th the other sergeant working 
nights. All three work a configuration of Monday through 
Saturday with Sunday off followed by a work period of 
Honday through 'rhursday with Friday, Saturday, and 
Sunday off. The day and eveniny ser.geants rotate 
their schedule so they have opposite weekends off. 
This supervisory schedule approach is not as consistent 
as it should be with the hours of the traffic officers 
they supervise. The schedule was inappropriate before 
the Police Study Project Phase I implementation anQ is 
even less appropriate r.ow. In some instances, as many 
as 17 traffic officers may be on duty, at which time 
there is no supervision. On the other hand, a traffic 
sergeant can be on duty ar.d supervise as few as one 
traffic officer. During tha 28-day schedule period of 
I1arch 27 through April 23, 1983, some 55 percent of the 
traffic officer work hours were without supervision 
of a lieutenant or sergeant. During this work period, 
howeve:-, one sergeant was off on nine days of compensa
tory t1me. If he had not taken this time off, officers 
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would not have been supervised 42 percent of the time. 

Another supervisory problem is the fact that a majority 
of traffic supervisory time is spent in the traffic 
office and not in the field directing and monitoring 
officer performance. It can be reasoned that traffic 
officers are sufficiently trained and experienced as 
to not require hands-on supervision, however, the 
~evel,of their work performance, as previously presented 
1n th1S chapter, does not justify this position. Prior 
to December of 1982, neither the traffic police lieu
tenant nor traffic sergeants performed a consistent 
administrative review of traffic reports prepared by 
staff, nor planned, nor measured productivity measures. 

A goo~ traffic ~u~ervisor must monitor the quality and 
quant1ty of act1v1ty of each of the officers for whom 
he is responsible. He should monitor activity in: 
(1) accident investigation and reporting, (2) preventive 
patrol and enforcement, (3) traffic direction and 
control, (4) motorist assistance, and (5) court inter
action. Currently, the only existing mechanism for 
obtaining insight to officer activities in this area 
is through the review of the daily field activity 
report (log sheet). This form, however, does not 
readily lend itself to evaluating traffic officer per
formance. 

Figure V-19 that follows presents a report format that 
could,be used for this purpose, in that it thoroughly 
descr1bes the nature and quantity of traffic officer 
activity. Section I of the report identifies time 
spent on patrol, the number of stops made, and the 
major actions taken in those patrol stops. Section II 
identifies time spent in accident management/investi
gation and major enforcement actions taken. Section III 
identifies time spent on other police traffic services 
and the number of events for each. Section IV identifies 
time spent on non-traffic duties and in which case 
specifics must be provided. Section V identifies the 
number of specific charges filed as a result of officer 
action. i10st importantly, note that Section VI addresses 
the disposition of charges. This form could be prepared 
on a daily basis with cumUlative activity being reported 
on a weekly, monthly, and/or quarterly basis. This 
report is presented not on the basis that it is the 
most ideal report for use in monitoring Colorado Springs 
traffic officer performance, but merely as an example 
of types of information that can be generated to assist 
traffic supervisors in evaluating traffic officer 
performance. 
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FIGURE V-19 

SAMPLE 
TRAFFIC OFFICER ACTIVITY REPORT 

Sf.CnON ONI!: TIME SPENT ON PATROL AND NIJMHER Or STOPS MADE 

MAJUIt Aen()N~ I AI(I'N IN PA rltOL S'f(lI'S 
I'ATROL TIME .. Wril;:t.,~,--r--"'V.::Orb:c:;.I---'---';N,c-, --l 

t--- -------,--------- ----- _-t-__ IIr_rc_,t'---1I--I"_I •. _"U._"'--t __ W"",,,,,,,III;.;.:,nws,- 1_.c;W.::.:".;::nin""lI:-,' +-~A,,,,·lil}::.::":-,' -l 
MII~UI& 
11"11lI1 ---- ---,----~s::-,."'-,,,-,,,,-el--+------··--- . --I----.-f
StU~I.'IU.Uh.,\;, 

r---;;·,,;:.;· .. .,;,f1i""c;R~":.:,"dc---t-------·---------I-----;----·----·t----t--
Chn·..." 
Planned St!h.'cll.'tI 
Sunc:dlallt.\: 

SECTION TWO; TIM" SPENT IN ACnOl!NT MAN,\GI:MEN I'/INYfSrJ(;ATION ANIl MAJUIt I'NFOIH'f.MfNT ACTIONS 'rAK~,N 

MAJUIt I'NFOllnMI Nl AnION IN I·.AI.:II ACCIIJI·Nl'l'ASI· 
ACUOENT INVESTIGAIION TIMI' IImedou, --(;0..;-- -No InVCllli!.lIulI 

ViuJoIuon VlubtllHl hnfufl~mt'1I1 l~unl1l1ulOlt 

AI.'ldllll~ 
IlIju" - ---------.------~.------------ -----+-----i 
1.,.1 -~ 

'~:'~~~)lill~ ---.-- ----~-------t__--.-... - -.. ---- ----+--.--,,--
AU .. JdCllh __ • --_______ ._-"-___ -'-___ -'-___ -L ___ --J 

SEC-nul' 'f1l1t~E: TIME SPENT ON 0'1'111'1( l'OI.lt'I: 
TRAI'FIC SI:ItVICES AND NUMUER IW FYI'NTS 
r-------~-~-·-------~-----~N~U~III~'-"-~r-

At'llVIfY nt-II" I"'CIII. 
~~-.• -)'-~.,...,,-vl-<C-:-1 -r-----.------.- __ .L!.'C!!!"--_j 

As\hl.Uh.l!' ,~-t-.---------------+---____i 
AhJ[!,III!d 
Tile 
A" Nccllcd 
~ ____ -L ______________ ~ ____ ~ 

SEC-WIN I'OUR: 'IIMI'. SPI'N'I ON I'<nN·rKA .... 1l' UIlTII'S (SPI-I'IH UlII'lt,N' .--._---------------"- -.-.-
A('lIVII Y IIMI. 

t----.--- ------.-- -.-----l 

SECTION SIX: DlSI'OSIlION 01' CIiAItGl,s 

7 
o 

liund I "rh,'null.: 
(Vllll.allom ItUIt.';&u) 

su:nUN foIVI!, NUMIII:It O~' 
SI'H'IHt' (,IIAKC;~S FllEll 

AkullUlIl)ru, 
kd.&lcLl ftilffic 
orfcn~. 

Olhe. 1' • .1W.; 
Rc-blcd Ollen.c, 

Nuu·TlIlrrtft: 
(Jlf"'l\)cl 

1'",UII'IIII;III/ 
HCllulahll)' 
Vlul"IIUllJ 

Olliel 
VlolallOIn 

E 
:; 

( om·,lll,:tJ .n Ch.ug!!..! 
(lnf..'tlurU HAlLY I'oue" TKAfflC Sl>KYICES ACTIVITY REPUIIT 

z e l'omh.h,·\! 
b"\CrOllclI~ 

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

[~ 1<lIM IIUI\'IIMI 
lOR 1'111 IMY 

Officer N.mt_ _._ _. ____ Shidd Nc. __ 

I'lale; _ .... _.. _.j _ .... I_ .... __ 
I'.'rlll A"'./l!t-., __ .... _ .. __ ... __ . _ 

IMy Shih ._. _.. _ 

FOil SUPliKVISOR'S USE ONLY: 

KEI'OKf III!CEiVEU_L_L 
KEVIEWEI) BY ____ . __ 

V-64 

XIII. Reorganization of Traffic Function 

During the Police Project Phase I study period, some 
problems were noted with the Uniform Services Division 
organization structure. The Uniform Services Division 
is headed by a police captain to whom nine lieutenants 
reported. At that time, one lieutenant was in charge 
of administrative affairs; one each assigned to field 
training, special operations, and traffic; and five 
assigned to patrol. The police captain worked standard 
business hours of 8:00 a.m. to 5:00 p.m., Monday through 
Friday. Because the activities for which he is respon
sible are of a 24-hours-a-day, 7-days-a-week nature, the 
majority of hands-on supervision rested with the lieu
tenants. It was observed that coordination between 
sections sometimes suffered as a result. For example, 
patrol officers generally perceive that traffic activ
ities should be performed by traffic officers. Traffic 
officers perceived that their sole responsibilities were 
traffic activities only and a tendency developed to con
centrate on those matters rather than responding, if 
available to do so, to general calls for service. 

Not only did this perception tend to create barriers to 
intra-departmental cooperation, it tended to alienate 
officers of one section against officers of another. 
The quality of service provided to the public tended 
to suffer accordingly. 

In order to rectify the situation, improved lines of 
authority are required. An organizational framework 
is necessary that will improve goal setting, super
vision, administration, and accountability. Specialty 
services should be preserved in context to an effective 
organizational fr~lework. The situation where several 
supervisors of equal rank simul taneously dir/~ct field 
services provided the public cannot continue. There 
are several basic approaches in which the Patrol Bureau 
can be reorganized. Reorganization can be along a tem
poral, geographical and/or functional basis. 

Given the problems identified in the Phase I and Phase II 
study periods, it is believed best to develop an organi
zational strategy primarily on a temporal basis. The 
police captain over the Uniform Services Division cur
rently controls approximately 56 percent of Department 
staff. This level of responsibility is more appropriate 
to the level of deputy chief. 

Rather than having the three shifts supervised by a 
commander, a lieutenant assisted by a r\::lief lieutenant p 

this level of responsibility is more appropriately that 
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of a police captain. The police captain should have 
responsibility for his shift each day of the year and 
should be assisted by a police lieutenant and an admin
istrative sergeant. The police captain, as commander 
of his shift, should be responsible for literally all 
uniformed police services provided in the fieldo 

The SACS Unit is proposed to be deactivated with Patrol 
assuming the SACS responsibilities. Patrol should con
tinue to be organized along an east and west configuration 
with three sergeants provided to supervise each side of 
town per shift. 

The maintenance of traffic specialties is extremely impor
tant if a traffic management program is to be effectively 
carried out. The current traffic organizational structure, 
however, has proven to be leDs than optimumly effective 
and for purposes of improved patrol lines of authority, 
the Traffic Section should be decentralized with such 
activities placed in a reporting relationship directly 
to the shift commander. 

During the Police Project Phase I study period, a number 
of traffic officers were rescheduled to more effectively 
respond to accident investigation work load. That sched
ule was initially effective resulting in a 25 percent 
increase in the percentage of accidents investigated by 
traffic officers. However, performance has since fallen 
substantially. The change in schedule did not affect the 
D.U.I. team, school enforcement, or supervision. The 
schedule developed was based on accident investigation 
work load only and did not provide for selective enforce
ment activities. 

Under proposed reorganization, the Traffic Section is to 
be changed with such activities reporting directly to the 
shift commander (see Figure V-20). This necessitates 
another change in work schedule, which necessarily must 
closely relate to that of patrol officers. This will 
ensure that each shift has a single direction and melded 
into a unified work force with sUbstantial accountability. 

For purposes of determining the staffing levels for the 
new schedules, an hours comsumed model was used. Column 1 
of Figure V-21 identifies the hours consumed by time of 
day for accident investigation activities during 1981. 
Column 2 presents the number of response units required 
on that hour to investigate the level of accident activ
ity presented in Column 1. Column 3 identifies a work 
factor required to not only perform accident investigation 
but also to perform various administrative functions and 
to conduct traffic enforcement. This work factor is 
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FIGURE V-20 

PROPOSED TRAFFIC REORGANIZ~TION, 1983 
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HOURS CONSUMED BY TIME OF DAY 
FOR ACCIDENT INVESTIGATION 
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derived simply by multiplying three times the units 
required as presented in Column 2. 

Column 4 identifies the number of officers needed to 
accomplish the work factor presented in Column 3. It 
is derived simply by mUltiplying a relief factor of 
1.5 times the work load factor of Column 3. The staf
fing level for the three shifts that most closely 
relates to the values presented in Column 4 dictates 
that six traffic officers be assigned the day shift 
with hours of 5:20 a.m. to 1:30 p.m., eleven traffic 
officers be assigned the swing shift with hours of 
1:20 p.m. to 9:30 p.m., and eight traffic officers 
assigned the graveyard shift \ .. ith hours of 9:05 p.m. 
to 5:30 a.m. The work schedules for these officers 
are depicted in Figure V-22. Note that the staffing 
plan provides for 24-hour traffic staffing. The offi
cers on each shift will be supervised by a traffic 
sergeant who will report directly to the shift com
mander. 

The day shift traffic sergeant, in addition to the six 
traffic officers will also be responsible for four park
ing enforcement officers proposed to be transferred 
from the Marshal's Office to the Police Department. 
An accident specialist will serve as unit supervisor 
when the sergeant is off duty. The accident specialist 
and sergeant have staggered days off to ensure that 
there is never an entire day without planned supervision. 

It is proposed that two cars on each shift be designated 
as accident cars. On the graveyard shift, this will per
mit the remaining six traffic officers to concentrate 
their attention primarily to the D.U.I. enforcement pro
gram. Minor special projects for which planning is 
required is to be handled by the traffic sergeant of 
the shift during which the project is primarily sched
uled. Major program planning efforts are to be the 
responsibility of the Patrol administrative lieutenant. 
As the need dictates f one or more traffic officers may 
have to be reassigned from field duty to assist in such 
planning efforts. The three officers involved in the 
Hit and Run Detail, as previously stated, are proposed 
to be transferred to the General Investigations Division. 

A new position of Police Traffic Analyst is proposed for 
the purpose of collecting r analyzing, and disseminating 
accident and enforcement data as necessary for the devel
opment and implementation of an effective traffic manage
ment program. '1'l1is position will be somewhat similar to 
a crime analyst; however, the focus of the effort will be 
totally toward traffic matters. 
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FIGURE V-22 

PROPOSED NEW TRAFFIC SCHEDULE 

* Proposed Day Shift Staffing - 6 Officers 
5 :20 AI"" to 1:30 PM 

M T W T F S S M T W T F S 

Officers 

4 X X X 

1 X X X X 

1 X X X 
5 5 5 6 6 2 1 5 5 5 6 6 2 

NOTE: Sgt. days off include Friday and Saturday 

* Proposed Swing Shift Staffing - 11 Officers 
1:20 PH to 9:30 PM 

M T W T F S S M T W T F S 

Officers 

2 X X X X 
1 X X X X 
2 X X X X 

2 X X X X 
2 X X X 

2 X X X 
7 7 7 8 10 10 8 7 7 7 7 9 9 

NOTE: Sgt. works B shift. 

* Proposed Graveyard Shift - 8 Officers 
9:05 PH to 5:30 AM 

M T W T F S S M T W T F S 

Officers 

1 X X X X 

2 X X X X 

2 X X X X 

1 X X X X 

1 X X X 

2 X X X 
5 5 5 5 6 6 4 5 5 5 6 7 7 

NOTE: Sgt. works E shift. 
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Currently, the Traffic Section consists of 31 officers, 
including 1 lieutenant, 2 sergeants, and 28 traffic 
officers. The proposed reorganization provides for 
all traffic responsibilities continuing to be performed 
by 31 positions, not including the addition of the 
traffic analyst. The proposed reorganization, however, 
does provide for a different mixture of classifications 
and organizational strategies than now exist. The Police 
Lieutenant position over the Traffic Sect.ion is proposed 
to be reassigned and replaced with a Traffic Sergeant 
position. This will increase the number of traffic ser
geants to three, one per shift. 

The proposed organizational strategy should increase 
substantially the effectiveness and efficiency of the 
Department's traffic operations. Lines of authority 
and span of control problems that now exist will be 
eliminated, and improved planning and accountability 
should result. Conflict between patrol and traffic 
officers should be reduced in that both will report 
to the same supervisor. 

Specialized traffic capabilities will be available at 
all hours of the day and days of the week, and consider
ably improved field supervision will be provided. Reten
·tion of the traffic function specialties will ensure that 
traffic responsibilities can be met in the most efficient, 
effective manner possible. In fact, one of the benefits 
of the proposed organizational strategy is that increased 
patrol time will be availaule to accomplish traffic goals 
and objectives. 

The traffic sergeant on each shift will be responsible 
for reviewing all accident reports submitted by the 
officers on that shift. The report will then be routed 
through channels to the case screening section, proposed 
in Chapter II, and will be reviewed for quality, timely 
completion, and determination of additional work that may 
be necessary. 

Currently, reports are prepared either in handwritten 
or typed form. If the report is typed, it is normally 
done by the traffic officer in the Traffic Office which 
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removes him from the street and from answering calls for 
service. In the future, reports should be handwritten in 
the field, permitting the of.ficer to continue to be avail
able for calls for service. If necessary, the officer 
can request to be shielded from calls for service if 
report preparation is somewhat time-consuming. This 
procedure will at least make the officer visible to 
passing motorists and he can be dispatched for accident 
investigation if a shortage of manpower should occur. 

There is a need for fatal injury accident procedures 
to be more uniform and to be presented in report form 
in a consistent fashion. Many of the reports reviewed 
were typed by the investigating traffic officer and 
contained many spelling and grammatical errors. Fatal 
injury accident reports prepared by traffic officers 
not normally assigned as accident investigators were 
as in-depth and concise as those prepared by officers 
regularly assigned such activity. 

Virtually all of the information on accident reports and 
traffic citations are coded and entered in the City's 
computer. This being the case, information is available 
for historical perspective and to determine current prob
lem types and trends. Other traffic records are kept in 
manual record systems in which case such data are not 
readily available for management use. A new traffic 
information base must be developed for use in developing 
the traffic management program. This new information 
base should be deve.loped by 'the traffic analyst in coop
eration with the Department's computer services operations, 
which information should be provided to the shift commanders 
for traffic resource allocation purposes. Information such 
as that presented in this chapter should be developed and 
include temporal and geographical considerations of work 
load, accident cause and type, with demographic considera
tions. Alcohol-related traffic offenses should also be 
recorded, including such pertinent information as blood 
alcohol content and previous D.U.I. arrests. 

A deficiency in our current traffic record system is the 
inability to report prosecution action on traffic offenses. 
This type information is an important indicator of enforce
ment quality. The information system to be developed must 
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provide this inform~tion. All of the above information 
S~lOuld be prep~red ~n an appropriate form for dis semina
t~o~ to the sh~ftcommanders. The traffic analyst should 
ass~st ~he coromanders in developing long- and short-term 
strate~~es for effecting improved traffic operations. 
Bullet~ns s~o~ld be prepared for patrol and traffic offi
cers, descr~b~ng target locations and offenses for enforce
men~. Among ot~er a~ternatives are a daily printout of 
~cc~de~ts and v~olat~ons by zone, distributed to officers 
~nclud~ng spot maps, etc. 

Authored By: 

,,~ S . M 0 t./::) 
'Victor B. Morris 
Police Captain 

~~w~ Aexa der We~ss 
Police Officer 
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CHAPTER VI 

TACTICAL OPERATIONS 

SUMMARY 

Chapter VI provides insight into the findings of an opera
tions audit of the Police Department's Tactical Enforcement 
Unit (T.E.U.) and its Special ffi1ti-crimes Squad (S.A.C.S.). 
Not included in the study is the Airport Security Detail, 
which is a component of the S.A.C.S. Unit. 

The S.A.C.S. Unit was activated in September 1974 and ini
tially was partially funded with funds from the Federal Law 
Enforcement Assistance Administration. The purpose of this 
unit was to reduce the number of burglaries and robberies by 
15 percent in selected target areas and by 5 percent city
wide. T.E.U. became operational in the beginning of 1977 
and was formed to meet the need for a flexible, highly
trained, and well-equipped unit to handle large-scale riot 
situations, armed barricaded suspects, terrorist activities, 
hostage situations, and V.I.P. security. Unlike the S.A.C.S. 
program, T.E.U. has, since its inception, been totally funded 
with City funds. 

Both the S.A.C.S. and T.E.U. programs have accomplished 
their primary objectives. S.A.C.S. has had a substantial 
impact on the number of burglaries and robberies occurring 
within the target areas it has worked and T.E.U. has per
formed exceedingly well in S.W.A.T. and tactical call 
situations. 

In recent years, the S.A.C.S. organizational and operational 
strategies have changed having the effect of deluding the 
purpose for which it was originally created. The unit is 
now responsible for explosives detection, disarmament, and 
transportation; for the installation and monitoring of 
cameras and alarm systems in business establishments 
experiencing high robbery rates; and for administration 
of false alarms reported by private alarm systems. Even 
though the S.A.C.S. unit does continue to impact on the 
occurrence of robberies and burglaries, the Department's 
burglary and robbery arrest clearance rates have not sub
stantially improved as a result of this unit's activities. 
Given that the level of burglaries and robberies reported 
since 1974 have largely leveled out, it is appropriate that 
the S.A.C.S. unit be disbanded with the majority of offi
cers transferred back to patrol. This action is in com
pliance with a recommendation made by the Rand Corporation 
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in 1977, which recommenued that police departments employ 
strike forces selectively and judiciously. In all likelihood, 
dand reported, the relative advantage of strike force opera
tions in a particular department will not persist; so the 
department must accustom itself to creating and then terminat
ing strike forces as circumstances may dictate. Any special 
approach that may be required to combat burglary and robbery 
rates should be assumed by patrol on an as-needed directed 
patrol basis. 

Although the T.E.U. performance level is rather high, the 
work load for which it was created does not by itself jus
tify the high expense for maintaining this unit's current 
organizational posture. T.E.U. responded to only 34 S.W.A.T. 
and tactical calls throughout 1981 and 1982. Such calls 
consumed only 835.7 manhours, which represents only 2.3 
percent of manhours worked. The majority of their time was 
spent in training, special assignments, directed patrol, 
stakeouts, and other activity. Although a need exists to 
maintain a S.W.A.T. team integrity, cost-effectiveness 
considerations dictate that the unit spend less time in 
training and more time in productive activities. One of 
the reconunendations of Chapter X of this report is that 
patrol be responsible for responding to all calls for 
service and be assisted by T.E.D. in S.W.A.T. and tactical 
situations. A need exists for increased undercover investi
gations in vice and narcotics, in servicing felony warrants, 
enforcing liquor laws, and for staffing other special details, 
which more befits the training, experience, and scheduling 
of the S.W.A.T. team. 

It is worth noting that S.A.C.S. and T.E.U. personnel have 
traditionally been among the Department's most motivated 
and dedicated officers. The demise of the S.A.C.S. Unit 
will allow for persons assigned this unit returning to 
the Patrol Division to impact favorably on t.he shift to 
which they are assigned. 

VI-2 

RECOMMENDATIONS 

That the Special Operations Unit be deactivated and its 
activities and personnel be reassigned as follows: 

(1) S.W.A.T. be reassigned to the proposed Tactical Section 
of the Special Investigations Division; S.W.A.T. to 
include two police sergeants and ten police officers, 
including Explosives Unit administration. Other offi
cers in the division to be cross-trained in S.W.A.T. 
operations. 

(2) S.A.C.S. be disbanded and specialty burglary and 
robbery prevention and apprehension target-hardening 
programs, to the extent needed, be provided by patrol 
through directed patrol approaches and that S.A.C.S. 
personnel be reassigned as follows: 

(a) Two officers involved in the alarms management 
installation and monitoring program, to addition
ally assume the false alarm administrative duties, 
being transferred to the General Investigations 
Division. 

(b) One police sergeant and one officer (positions 
included in position total of Recommendation 
No.1) representing the Explosives Unit being 
transferred to the Tactical Section of the pro
posed Special Investigations Division to be 
supported by explosives officers assigned 
patrol shifts. 

(c) One police sergeant and four police officers 
assigned the Airport Security Detail being trans
ferred to the Tactical Section of the Special 
Investigations Division. 

(d) The remaining officers being transferred to patrol. 
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1 
STUDY FINDINGS 

I. Introduction 

The Police Study Project Phase I report addressed 
manpower utilization and work load issues of patrol 
operations and to a lesser extent activities of the 
Traffic Section. Patrol is the major component of 
the Uniform Services Division and an objective of 
the Phase II study effort was to complete the study 
of the Uniform Services Division. Two special units 
remained to be studied, which include the Special 
Operations Unit and the Traffic Section. Chapter V 
addresses Traffic Operations and this chapter will 
take up the activities of the Special Operations 
Unit less Airport security, which is covered in 
Chapter IV. 

The Special Operations Unit is headed by a police 
lieutenant who reports to the police captain heading 
the Uniform Services Division. The current organi
zational framework for this unit is depicted in 
Figure VI-I. In addition to the lieutenant, the 
unit consists of one secretary and thirty-two offi
cer positions, including four police sergeants and 
twenty-eight police officers, two positions of which 
are vacant. Due to the Department's lack of suffi
cient office space, the Special Operations Unit is 
located in leased quarters at 1422 North Hancock 
Avenue, Suite 5 South. 

The unit consists of the Tactical Enforcement Unit/ 
Special Weapons and Tactics (S.W.A.T.) and the 
Special Anti-Crimes Squad (S.A.C.S.), the latter 
including the Department's Explosives Unit and 
Airport Security Detail. 
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FIGURE VI-l 

CURRENT SPECIAL OPERATIONS ORGANIZATION, 1983 
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II. Special Anti-Crimes Squad 

A. History 

In April 1974, the Colorado Springs Police Department 
received funds from the Federal Law Enforcement Assist
ance Administration (LEAA) to be matched with City 
funds to form a Special Anti-Crimes Squad (S.A.C.S.) 
to attack the City's increase in burglaries and rob
beries. The first-year grant to·taled $264,786 and 
covered a l4-month period. LEAA contributed $237,951, 
or approximately 90 percent of the grant amount which 
was used to finance the salaries of one police sergeant, 
thirteen patrol officers, one clerk-typist, and a part
time keypunch operator, along with necessary supplies 
and equipment items. The City's $26,835 share financed 
the salaries of the lieutenant and one crime analyst. 

Specific S.A.C.S. program goals included reducing 
the number of burglaries in selected target areas, 
each representing approximately 10 percent of the 
City's population, by 15 percent, reducing the num-
ber of robberies in target areas by 15 percent, and 
reducing the number of burglaries and robberies 
city-wide by 5 percent, all compared to 1974, the 
baseline year. These impact objectives were to 
be met by conducting security inspections, crime 
prevention speaking engagements and technical 
crime scene searches, making street contacts, and 
completing all crime scene response and investiga
tion responsibilities. In this respect, first grant 
year work load targets were established which included: 

* To conduct security inspections in 3,000 
target area residences. 

* To conduct security inspections in 95 percent 
of the target area businesses. 

* To conduct 50 speaking engagements to civic 
groups. 

* To conduct technical crime scene searches at 
75 percent of the burglaries in the target 
area. 

* To increase the clearance rate for burglary 
by 30 percent as compared to the previous 
year. 

* To increase the clearance rate for robbery 
by 25 percent as compared to the previous 
year. 
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* To conduct 2,000 on-street contacts of 
persons within the target area. 

* To respond to robbery calls for service in 
an average of three minutes. 

The need for the S.A.C.S. program was the substan
tial increase of burglaries and robberies in 
Colorado Springs that had occurred in recent years. 
Departmental statistics revealed that burglary 
incidents had increased from 1,925 incidents in 
1970 to 2,186 in 1971, to 2,635 in 1972, and to 
3,544 in 1973. This amounts to a 32 percent 
increase in such incidents in 1970, 14 percent 
increase in 1971, 12 percent increase in 1972, 
and 34 percent increase in 1973. Similarly, 
robbery incidents had also increased substan
tially. There were 285 incidents reported in 
1970, 185 in 1971, 342 in 1972, and 478 in 1973. 
This amounts to an increase/decrease over the 
prior year of plus 52 percent in 1970, minus 
35 percent in 1971; plus 85 percent in 1972, 
and plus 40 percent in 1973. 

It was intended that the S.A.C.S. Unit would differ 
from other police units in that S.A.C.S. would 
respond to the specific crimes of robbery and bur
glary only. Additionally, it was intended that 
S.A.C.S. methods would differ from the traditional 
police approach. They were to spend the majority 
of their time in person-to-person contacts assist
ing target area residents in methods of preventing 
burglary and robbery. Also, they were to initiate 
aggressive patrol involving a significant number 
of "routine stops," and they were only to operate 
in designated target areas. The target neighbor
hoods were to be selected based on the rate of 
burglary and robbery incidences and on the proba
bility of success in the area. The crime analyst 
was to assist in establishing crime patterns and 
the keypunch operator was to be used to enter pawn 
shop data. Colorado Springs had 20 pawn shops, more 
than any other Colorado city, which resulted in 350 
to 400 pawn tickets being generated per day. This 
data system would enable stolen property to be com
pared with pawn property tickets. 

The grant program provided for a second and third 
grant allocation. 'rhe Department's records indi
cate that the second grant year term was for 12 
months and the project cost totaled $216,787. Of 
this amount, $75,824, or only 35 percent, was pro-
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vided by the LEAA. E'ederal funds were used to 
finance a portion of the salaries of S.A.C.S.' 
13 patrol officers., All other project ~xpenses 
were met with the c~ty's $140,963 match~ng share. 
It is believed that project financing for the third 
grant year was similar in arrangement to the second 
grant year, with the City carrying the majority 
of the project cost burden. In any case, at the 
end of grant funding, the City Council elected 
to fund the entire program with General Fund 
money. 

The S.A.C.S. program goals were largely met during 
the three-year grant period. As compared to 1974, 
city-wide burglary and robbery rates dropped 3.4 
percent in 1975, 7.7 percent in 1976, and 15.3 per
cent in 1977. Again, compared to 1974, burglary 
rates for target areas decreased 10.3 percent in 
1975, 24.7 percent in 1976, and 31.8 percent in 
1977, while robbery rates dropped 47.2 percent 
in 1975, 58.3 percent in 1976, and 67.1 percent 
in 1977. The majority of the S.A.C.S. work load 
objectives were also met. During the three-year 
period, S.A.C.S. performed 6,970 residential secu
rity inspections, 2,197 business inspections, and 
224 speaking engagements. They made contact with 
2,744 suspicious persons and had an estimated over
all response time to robbery calls for service of 
approximately two-and-one-half minutes. They made 
530 arrests, 263 recoveries, and cleared 536 cases. 

B. Current Operational strategy 

In recent years, the S.A.C.S. organizational and 
operational s"i.:rategies have changed. The unit 
now consists of three teams, each supervised 
by a police sergeant. One of the teams, which 
includes four police officers, is responsible 
for providing security at the Colorado Springs 
Municipal Airport. 

The other two teams include 14 police officers, 
one of which is assigned full time to an Explo
sives Detail for the detection, disarmament, and 
transportation of explosives. The majority of 
time of one of the police sergeants is also dedi
cated to this assignment. 

Two officers are assigned full time to the instal
lation and monitoring of cameras and alarm systems 
in business establishments experiencing high rob
bery rates. site selections are detennined by 
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crime analysis data with input from S.A.C.S. per
sonnel and the Investigations Division. The alarms 
and cameras are regularly inspected and tested to 
ensure they function properly. In the eVellt a 
robbery occurs, assigned personnel respond to the 
scene to retrieve the film for development. Photo
graphs of the suspects are then distributed to patrol, 
Investigations, and S.A.C.S. personnel. Distribution 
of such photographs is usually completed within one 
hour from the time the alarm personnel are notified. 
Personnel assigned to the Alarm Unit are subject to 
off-duty callout. in the event of an alarm/camera 
activation. 

One of the officers is assigned full time to admin
ister false alarms reported by private alarm systems 
used to report intrusion, holdup, burglary, and 
other emergencies related to private contracted 
agencies to the Police Department. Chapter 20, 
Article 3, Section 102, of the Code of the City of 
Colorado Springs provides: 

The City Manager is hereby authorized to grant 
a revokable permit to any person in the city 
who has established a central office for the 
purpose of receiving alarms and transmitting 
them to the Police or Fire Departments for a 
response. Such permits shall authorize the 
installation of either a private line or lines 
or a regular business line to the Police or 
Fire Departments for the express purpose of 
providing direct telephone communication 
between said person and the Police or Fire 
Departments for the use to report intrusion, 
holdup, burglary, fire, or other emergency. 

For several years there were more false alarms 
than any other type of call for service. Section 
108 of this article, recently adopted by the 
Council, permits a service charge of $25 being 
assessed an alarm user for each police response 
to more than four false alarms by the alarm user 
within any consecutive ISO-day period. 

This leaves only ten police officers to perform the 
traditional S.A.C.S. duties with regard to the sup
pression of burglaries and robberies, which officers' 
other duties in recent years have been substantially 
expanded. Of these ten officers, one is designated 
as the investigator for the unit. This assignment 
rotates from officer to officer with each such 
assignment being for an unspecified period of time. 
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This officer investigates those cases not taken by 
S.A.C.S. occurring in the target area being worked 
at the time. In addition, he prepares S.A.C.S. case 
reports for presentation to the District Attorney's 
Office for the filing of charges, assists in the 
preparation of affidavits for search and arrest 
warrants, coordinates follow-up investigations; 
and acts as liaison between S.A.C.S. and other 
units of the Police Department. 

The broad range of S.A.C.S. activities is permitted 
by the Department's Operations Manual. Section A 1217.20 
indicates S.A.C.S.: 

Handles special crime problems occurring in 
specific areas of the city. 

Develops and presents programs to educate 
private and public organizations about crime 
prevention techniques and police operat.ions. 

The unit's current approach to impacting on the 
City's burglary and robbery rate involves target 
areas being identified by the Department's 
Operations Resource unit. Target areas are 
selected through crime pattern analysis based 
on crime data collected from patrol, the Investi
gations Division, etc., and input from S.A.C.S. 
personnel. Once a target area is selected, S.A.C.S. 
units implement the following target-hardening type 
techniques: 

* Saturation of the target area with marked 
police vehicles and uniformed officers to 
exploit the high visibility concept of crime 
prevention. 

* Strict enforcement of parking and traffic 
regulations. 

* Stopping and identifying susp~c~ous persons 
in the target area (completing field inter
view reports) .• 

* Contacting citizens in the target area and 
making crime prevention presentations. 

* Obtaining home addresses and phone numbers 
of target area business owners and forward
ing this information to the Communications 
Center to facilitate emergency notification. 
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* The taking of burglary and robbery reports 
in the target area, including completing 
crime scene investigations and filing such 
cases when arrests are made. 

* The periodic use of undercover approach in 
the investigation of such crime. 

C. Explosives unit 

As previously mentioned, one police officer of 
the S.A.C.S. unit is assigned full-time Explosives 
Unit responsibilities. This officer reports to 
one of the three S.A.C.S. police sergeants whose 
time is also largely committed to this activity. 

Duties of and procedures for the Explosives Unit 
are specified in the Department's Operations Manual 
in Sections L 2200.3 through L 2235.05. Section 
L 2227 provides insight into the responsibility 
of the Explosives Unit, which is to conduct inves
tigations into incidents of accidental explosions, 
bombings, found bombs, explosives, fire bombings, 
and related incidents. In addition, the unit is 
to provide technical assistance, knowledge, and 
training when appropriate. 

Section L 2235 details the unit's organization 
and mode of operation. It indicates that the 
Explosives Unit is to consist of one supervisor 
who shall coordinate the unit's activities and 
patrolmen who function in an autonomous manner. 
The Explosives Unit patrolmen are to be regularly 
assigned to patrol units. When an incident occurs 
involving explosives, bombs, etc., the Explosives 
Unit patrolmen are to respond to the scene and 
function jointly as the Explosives Unit. Upon 
completion of duties in the incident in that 
capacity, the members are to assume their nor-
mal duty assignment. The Explosives Unit super
visor is to be responsible to the Patrol Section 
watch commander. 

In fact, the Explosives Unit is not organized in 
this manner. The supervisor of the unit does not 
report to the Patrol Section watch commander but 
in turn reports to the commander in charge of the 
Special Operations Unit. In addition, the Explo
sives Unit patrolmen are not regularly assigned 
to patrol units but are instead currently assigned 
within the S.A.C.S. and T.E.U. Units. 
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The police sergeant who serves as the supervisor 
of the Explosives Unit, the police officer who 
is assigned full time to the Explosives Unit, 
two T.E.U. officers, and one traffic officer have 
completed a three-week FBI school on hazardous 
devices at Redstone Arsonal in Huntsville, Alabama. 
The two T.E.U. explosives-trained officers are some
times utilized as members of the Explosives Unit; 
however, the traffic officer is not a member of the 
Explosives Unit. In addition, each has also attended 
a 40-hour advanced course at the Colorado Law Enforce
ment.Trai~i~g A~ademy, Bomb Data Center, involving 
the 1dent1f1cat1on of explosives, tools and equip
men~, X-ray and cryogenics, improvised explosive 
dev1ces, safety and evacuation techniques, and 
search a~d secure sweeps. Each explosive patrol-
man rece1ves annually 180 hours of training from 
the sergeant in charge and approximately 20 hours 
of training from explosives personnel of the 94th 
EOD Detachment at Fort Carson. A considerable 
amount of additional in-service training is sched
uled with at least one day per month or as otherwise 
determined necessary by the sergeant in charge for 
training in this specialty operation. 

In addition to performing the duties as outlined 
in the Operations Manual, explosives patrolmen 
track and conduct surveillance on terrorists and 
their activity, attend numerous seminars on ter
rorist activity and explosive techniques, conduct 
research and development on render safe devices 
and de-armor techniques, and provide training for 
o~her members of the Department. They are respon
s1ble for the court-ordered destruction of evidence 
via explosives, lend V.I.P. support with regard to 
~earch a~d secure sweeps, and provide intelligence 
1nformat10n and support federal agencies. Their 
hours and method of deployment are flexible and 
are determined by the needs of the Department. 

D. Work Load 

Table VI-l compares the crime investigated by the 
S.A.C.S. Unit in 1981 to that investigated in 1982. 
The total number of reported crime investigated in 
1981 totals 498 and that investigated in 1982 totals 
347. In 1981, 73 percent of the reported crime 
investigated represented burglary, attempted bur
glary, robbery, and attempted robbery. In 1982, 
78 percent of crime investigated represented these 
categories. This table further demonstrates the 
varied services now furnished by the S.A.C.S. Units. 
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TABLE VI-1 

COMPARISON OF CRIMES 
INVESTIGATED BY S.A.C.S. 

1981 TO 1982 

1981 

Burglary 327 
Attempted Burglary 9 
Robbery 28 
Attempted Robbery 1 
Theft 44 
Criminal Mischief 12 
Kjdnapping 1 
Escape from Custody 4 
Intimidating a Witness 1 
Harassment by Phone 
llesisting Arrest 6 
Sexual Assault 2 
Narcotics 2 
Assault 5 
Recovery Stolen property 1 
Unlawful Use of Explosives 1 
Found Explosives 2 
False Reporting of Explosives 2 
Menacing 2 
False Reports to Authorities 1 
First Degree Criminal Trespass 15 
False Information 1 
Fugitive from Justice 3 
Motor Vehicle Theft 8 
Lost or Stolen Property 2 
Defrauding an Inkeeper 1 
Traffic Accidents 17 
Theft of Rental property 

498 -

1982 

249 
9 

12 
1 

13 
3 
1 

1 
1 
3 
1 

15 

2 

1 

8 

4 

23 
1 

m 

Table VI-2 provides a comparison of S.A.C.S.' 1981 
work performed to that performed in 1982. Note 
that the performance for 1982 overall appears to 
be lower than that performed in 1981. Exceptions 
include the number of cases cleared by arrest and 
impact on city-wide burglary and robbery rates. 
In 1981, S.A.C.S. cleared 116 cases by arrest, or 
23.3 percent of cases worked, and in 1982 cleared 
147 cases by arrest, or 42.4 percent of cases worked. 
In 1981, the burglary/robbery rate for target areas 
decreased over the prior year by 13 percent, the 
same rate of decrease experienced for 1982. 
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(1) 
( 2) 

TABLE VI-2 

COMPARISON OF S.A.C.S. 
WORK LOAD PERFORMED 

1981 TO 1982 

Activity 

Cases Worked 
Cases Assigned 
Cleared by Arrest (less traffic) 
Arrests 
Calls for Service (, Cover Calls 
Traffic Tickets 
Parking Tickets 
Security Checks 
Crime Prevention Speeches 
FIR Contacts 
Intelligence Reports 
City Wide - Burglary/Robbery 

% increase or decrease 
Target Area - Burglary/Robbery 

% increase or decrease 
Sick Leave Manhours 

Does not include arrests from "John 
Not recorded 

1981 

498 
406 
116 

1,289 
1,382 
1,297 
1,784 

872 
24 

812 
35 

+24% 

-13% 
684 

Detail" 

1982 

347 
199 
147 
633 (1) 

1,169 
522 
545 
295 

7 
- ( 2) 

20 

-15% 

-13\ 
428 

The reduced results for 1982 were partially due to 
several vacancies existing in the S.A.C.S. unit 
during the first three months of the year and the 
unit focusing a considerable amount of its resources 
into the investigations of over 200 burglaries occur
ring in the Village Seven and Broadrnoor areas. Sub
stantial manpower was dedicated to these investigations, 
which resulted in 78 burglary cases being cleared by 
arrest and approximately $90,000 in stolen property 
being recovered. Also, the S.A.C.S. Unit combined 
with the S.W.A.T. Unit to work a prostitution "John" 
detail. This activity lasted from October through 
December of 1982 and resulted in 133 arrests. 

S.A.C.S. officers, as do patrol officers, complete 
daily log sheets citing therein all activity in 
which they were involved. Log sheets for ten days 
in the first month of each quarter for 1981 and 1982 
were selected on a random sample basis in order to 
obtain insight into the manner S.A.C.S. officers 
spend their time. Table VI-3 provides insight into 
the results of this sampling exercise. On-duty time 
is broken down into four categories including directed 
patrol, calls for service, officer-initiated activity, 
and administrative activity. Because S.A.C.S. activ
ity is proactive in nature, all time not specifically 
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reported against calls for serv~c7' o~ficer-initiated 
activity, or administrative act~v~ty ~~ ~ssurned to 
have been spent in directed patrol act~v~ty. T~e 
minor amount, of time spent in training, ,?o~rt t~~e, 
and personal time is included in the ad~~n~strat7ve 
activity category, and cover calls are ~ncluded ~n 
the calls for service category. Note the decrease 
in directed patrol time spent in 1982 over 1981. 

TABLE VI-3 

PERCENT OF S.A.C.S. OFFICERS' 
TIME EXPENDED BY TYPE ACTIVITY 

1981 & 1982 

Type Activity 

Directed Patrol 
Calls for Service " 
Officer Initiated ActLvLty 
Administrative Activity 

TOTAL PERCENT 

1981 
(Percent) 

46 
16 

9 
29 

100.0 
==-

1982 
(Percent) 

40 
18 
23 

~ 

100.0 -
Table VI-4 identifies the work perf~rmed by ~he 
Alarms Unit in 1981 and 1982., Not ~n,?luded ~s 
the work performed by the off~cer a.ss~gned to 
the false alarm program which position was 
created in January of 1982. The wo:k load s~a
tistics for both years reflect a fa~rly cons~stent 
work load accomplishment. Approximately the same 
number of robberies occurred in both years at alarm 
locations with approximatelY,the same,number of 
arrests resulting from such ~nstallat~ons. 

TABLE VI-4 

ALARMS UNIT WORK PERFORMANCE 
1981 & 1982 

!lE..e Activity 1981 

Alarms 26 
Alarm Cameras 20 
Robberies occurring 

at alarm locations 51 
Arrests as a result of 

alarm or camera 20 
Number of times alarms 

or cameras were moved 
to another location 52 
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1982 

26 
29 

45 

18 

58 
1 
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Tables VI-5 and VI-6 provide insight into the 
work accomplishments of the Explosives Detail. 
Much of the explosives problem eminates from 
the number of military establishments in the 
area. 

TABLE VI-5 

EXPLOSIVES CONFISCATED IN 1982 

Amount 

• Civilian Ordnance 

Explosives 
Blasting Caps 
Fireworks 
Improvised 

Explosive Devices 
Picric Acid 

• Military Ordnance 

Explosives 
Pyrotechnics 
Small arms ammo 

TABLE VI-6 

961 
1,311 

800 

25 
l~ 

191 
25 

2,100 

CASE REPORTS WRITTEN, CASES CLEARED, 
& ARRESTS INVOLVING EXPLOSIVES, 1982 

Use of Explosives 
Found Explosives 
False Reporting 

of Explosives 
Cases Cleared 
Arrests 
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53 
88 

65 
58 
24 

lbs. 
pieces 
lbs. 

pieces 
lbs. 

pieces 
pieces 
pieces 
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E. New Organizational Strategy 

As previously indicated, the number of burglaries 
and robberies reported increased substantially 
during the three- to four-year period immediately 
preceding the formation of the S.A.C.S. Unit. 
Figures VI-2 and VI-3 present the number of bur
glaries and rObberies reported between 1972 and 
1982. Figure VI-2 demonstrates that the trend 
in burglaries began falling off in 1975, with 
the number of burglaries reported each year 
thereafter remaining fairly consistent through 
1979, at which time reported burglaries began 
to increase climbing through 1981 until falling 
off in 1982 • 
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CITY or COLORADO SPRINGS 
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un-1982 
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1916 
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4,22e 
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Figure VI-3 reflects a somewhat similar trend for 
robberies. In this instance, robberies began 
declining in 1973 continuing to decline generally 
through 1978, thereafter increasing at an increas
ing rate through 1981 before falling off in 1982. 
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CITY " COLOMlJO SnIIIGS 
DPORTl!:D ,",BBUIES, 1972-1982 

1972 
1973 
1974 
1975 
1976 
1977 
1178 
1979 
1980 
1981 
1982 

II.-r 
of 

Robberi •• 

342 
478 
458 
Ul 
327 
356 
318 
370 
405 
557 
453 

Figures VI-4 and VI-5 reflect reported burglaries 
and robberies on a per-thousand-population basis. 
~igure VI-4 reflects that reported burglaries have 
~ncreased at a faster rate than has population. 
Reported burglaries per thousand population have 
increased at an annual rate of 1.4 percent. 
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Figure VI-5 demonstrates that robberies have occurred 
at a rate less than population has increased. Reported 
robberies per thousand population have decreased at 
an annual rate of 2.3 percent over the ll-year period. 
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'It is difficult to determine to what extent the 
S.A.C.S. activities have had on the burglaries and 
robberies reported since the unit's inception in 
1974. The unit was not activated until September 1, 
1974, and probably had little impact on burglary 
and robberies reported in that year. As can be 
noted from Figures VI-2 through VI-5, the increase 
in burglaries reported in 1974 over 1973 was less 
than the increase in burglaries reported in 1973 
over 1972. Also, the number of robberies reported 
in 1974 was actually less than the number reported 
in 1973. There are many factors affecting crime 
rate, only one of which is the level and nature of 
crime prevention and enforcement. From the review 
of work load statistics, it is certain. that the 
S.A.C.S. Unit had a positive impact on the occur
rence of robberies and burglaries; however, the 
extent of such impact is unknown. 

Figures VI-6 and VI-7 compare nationwide and cities 
100,000 to 249,999 population burglary and robbery 
arrest clearance rates between 1972 and 1981 to 
those for the City of Colorado Springs. Figure VI-6 
demonstrates that the City of Colorado Springs bur
glary arrest clearance rate over this ll-year period 
has never exceeded the nationwide clearance rate nor 
the clearance rate for cities 100,000 to 249,999 
population. 
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KA'I'IOIftfIIIE, CITIES 100,000 '1'0 249,999 POPLIJ.\'I'ION 
AIID 'I'IIF. CI TY OF CClLOAAOO SPRl NGS 
BURG~RY ARREST CLEAJlANCE RATE 

1972-Jg81 

Arrest Clearance Rate (\) 
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Figure VI-7 indicates that the City of Colorado 
Springs robbery arrest clearance rate over the 
ll-year period has, with the exception of three 
years, always been below the nationwide clearance 
rate and all but one year has been below the clear
ance rate for cities 100,000 to 249,999 population. 
From this data, one can conclude that whereas the 
S.A.C.S. Unit has in its target area approach to 
burglary and robbery crimes met with some degree 
of success, such affect has not appreciably impacted 
on the Department's overall burglary and robbery 
arrest clearance rate. 
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The S.A.C.S. Unit has now been in existence for a 
period in excess of eight-and-one-half years and 
during this time work load statistics reveal that 
it has performed at a very high level. Whereas 
a need initially existed to have a special approach 
to combat increases in burglary and robbery rates, 
the number of burglaries and robberies occurring 
during the last five-year period, coupled with the 
current diversified work approach of the unit, 
indicate that the S.A.C.S. unit should be dis
banded with patrol assuming these responsibilities 
on an as-needed basis. S.A.C.S. officers are well 
trained and are among the most motivated of the 
Department's officers. Assignment of these offi
cers to patrol, dispersed temporally and geograph
ically, will best ensure that the other patrol 
officers generally take advantage of the experiences 
gained by the S.A.C.S. unit since its inception. 
The explosives supervisor and one explosives patrol
man should be transferred into the new proposed 
Investigations Division, with the other patrolmen 
trained in explosives being evenly distributed 
among patrol shifts. 
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III. Tactical Enforcement Unit/Special Weapons and Tactics 

A. Background and Responsibilities 

In early 1975, the Police Department determined a 
need existed for a flexible, highly-trained, and 
well-equipped unit to handle large-scale riot 
situations, armed barricaded suspects, terrorist 
activities, hostage situations, and V.I.P. security. 
A staff study was completed and used as the basis 
for obtaining Council approval for the formation 
of a Tactical Enforcement Unit (T.E.U.). In 1976, 
three patrol officers and two police sergeants were 
selected to attend the National Police Academy in 
Quantico, Virginia, to receive extensive training 
in special weapons and tactics. T.E.U. became 
street operational at the beginning of 1977. 

As previously reflected in Figure VI-l, T.E.U. 
currently is comprised of one police sergeant and 
ten patrol officers. Stringent selection procedures 
exist for as. \v .1\. T. assignment and only the most 
motivated and capable officers are normally selected 
for this and S.A.C.S. assignme~t. 

Responsibilities and duties of T.E.U. are specified 
in the Department's Operations Manual section L 2200 
and provide: 

The Tactical Enforcement Unit of the Colorado Springs 
Police Department is designed to provide a mobile 
specially-trained strike force for meeting the needs 
of certain exceptional situations that may be encoun
tered by the Department from time to time. Addition
ally, the Tactical Enforcement Unit assists other 
units, bureaus, and divisions of the Department in 
the accomplishment of their objectives and goals. 

This section further provides: 

As a guideline for decision-making, the following 
represent some typical situations where the 
resources made available through the Tactical 
Enforcement unit may be utilized: 

- Large fights (potential or known riots, 
gang fights, fights with weapons, civil 
disturbances, large bar fights, etc.) 

- Sniper or a suspected sniper. 

- Barricaded or suspected barricaded gunmen. 
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Hostage or suspected hostage situations. 

- Mass arrest situations. 

- V.I.P. security. 

- Enforcement/arrest/seizure raids. 

- Serious crime-in-progress calls. 

- Security for crime scene or bomb threat 
area. 

Hijack or suspected hijack when vehicle 
is in the City or aircraft is on the 
ground. 

- Protection of Police and Fire Department 
units involved with mob actions, arsonists, 
etc. 

- Officer-needs-help calls. 

Any situation which requires a highly mobile 
and flexible police unit. 

It is the responsibility of the watch commander, his 
designee, or Department staf~ officer to make th~ 
decision to callout T.E.U. ~n response to any s~tua
tion. When not required to meet those primary respon
sibilities listed above, T.E.U. manpower can be used 
to supplement patrol manpower during peak work load 
hours. 

B. T.E.U. Operational Approach 

T.E.U. is organized into one lO-man team, which 
works between 7:00 p.m. and 3:00 a.m., although 
their hours are flexible and often are adjusted 
as needed. Typically, their work days are struc
tured so as to be available for increased activity 
on Fridays and saturdays. At the wri t.ing of this 
report, the team was scheduled to be off three days, 
Sunday, l'4onday, and Tuesday, to wo:-k the following 
four days, Wednesday, Thursday, Fr~day, and Saturday, 
to be off on Sunday, and to work the next six days, 
Honday through Saturday. 

When not assigned a special detail, T.E.U. will 
generally be deployed to a section of the City 
which has a high incidence of calls for service 
or a potential for increased activity, particu-
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larly of the nature suitable for a S.W.A.T. 
response. As previously indicated, when so 
deployed they will work as two-man units. All 
supplies, equipment, and materials each officer 
might require at a S.W.A.T. or tactical scene 
is kept in the vehicle to which he is assigned 
for general patrol duty in order to expedite a 
callout. Supplementary equipment is kept in 
the T.E.U. van which is secured at the T.E.U. 
headquarters location. One of the officers is 
made responsible for ensuring that the T.E.U. 
van responds to a S.W.A.T. or tactical call on 
a timely basis. 

Members of T.E.U. have a high level of dedication 
and generally make themselves available for off
duty callout. Each member is supplied with a 
pager and mobile radio to expedite off-duty call 
outs. Their immediate supervisor is notified in 
advance of any member anticipating not being avail
able in the length of time thereof. This on-call 
procedure is followed to ensure minimum staffing 
levels of at least four T.E.D. members and one 
supervisor available for callout at all times. 

C. Confrontation Management 

The Colorado Springs Police Department has adopted 
the FBI confrontation management concept as the 
basis for its S.W.A.T. program. The word confron
tation as used in this context refers to a crisis 
involving a higher-than-normal risk factor and 
requiring the response of a specially-trained 
tactical team. FBI involvement in S.W.A.T. train
ing very early disclosed the need for a systema
tized approach for managing tactical units based 
on the belief that it would serve to reduce the 
impact of confusion and stress on the scene of a 
crisis. Confrontation management then is a dis
cipline framework within which law enforcement 
is equipped with a logical and effective method 
of preparing and employing resources in a conflict 
situation. It includes a standardized thought 
process or checklist through which the myriad 
of considerations essential to preparing for 
and successfully resolving confrontation prob
lems is adequately considered. 

There are four phases of confrontation management: 

* Pre-confrontation phase. 
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* Immediate action phase. 

* Planning phase. 

* Execution/resolution phase. 

There are no distinct lines separating ~h~se pha~es. 
In fact there may, depending ox: the ind~v~d~al Sl.tua
tion, be considerable overlapp~ng between pnases. 

The first phase normally encompasses tho~e.activities 
and preparations conducted before. the cr~s~s occurs. 
Such actions serve as the foundat~on for the Depart
ment's response in succeeding phases: This phase 
includes training, contingency plann~ng, the develop
ment of standard operating procedures, development 
of intelligence network, tactical planning~ co~ax:d 
and control provisions, order of command, an~ l~alson 
and coordination. Probably one of the most ~mportant 
of the Phase I considerations is chain of conunand. 
Only one person can be designated as overal~ cc;>mmander 
of S.W.A.T. situations, whether one agency ~s lnvolved 
or the joint effort of multiple agencies is required. 

Phase 2 involves that action required immediately 
at the outset of a confrontation. Such action is 
reduced to a standard operating procedure format 
of which all members of the Department need to be 
made readily aware. Types of action cox:sid~red 
in Phase 2 include taking cover, commun~cat~on, 
planning of counter effc;>rts, cont~inment of threats, 
and most important, tak~ng control. of th~ threat 
environment. control is normally establ~shed 
through the use of two perimeters - t~e inner ':lnd 
outer. The inner perimeter normally ~s estab~~shed 
during the initial containment effort, otherw~s~ 
typically called a sterile zone. The outer ~e~~m
eter encompasses the sterile zone and a suff~c~ent 
area outside to protect citizens in the area and 
afford space for security personnel to work. 
Issues of evacuation negotiations, are also 
included within t.his phase. 

Phase 3 involves the analysis of the situation and 
assessment of the threats/risk situation. A strategy 
is then developed in which the overall ap~roach to 
the problem is determined. The strategy.~~cludes 
determining resources available and, add~t~onally, 
the need for warning orders, inspection of personnel 
to ensure proper readiness, and the last step in 
Phase 3 is ~ehearsal of tactical planning and facil
ities permitting. 
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Phase 4 is the execution phase. Tactical intervention 
in the situation occurs at this point in time and may 
involve cover fire teams. A continuing responsibility 
is to probe for additional intelligence. Negotiation, 
which should have begun in an earlier phase, should 
continue through Phase 4. Once the scene is secure, 
consideration must be given to crime scene investiga
tion. In all instances, termination of the confronta
tion should result in a debriefing being held immediately 
following the operation in order to exploit lessons 
learned and mistakes made. 

D. T.E.U. Training 

T.E.U. uses a highly systematic training approach 
in order to reduce the impact of confusion and 
stress at the scene of a crisis. The training 
approach used is that recommended by the FBI. 
For a city the size of Colorado Springs and 
given our environment, the FBI recommends a 
training level to maintain a Level 3 confronta
tion proficiency. This level of proficiency 
permits T.E.U. to handle any tactical situation 
encountered, short of a chemical and nuclear 
warfare. In order to achieve and maintain this 
level of proficiency, the FBI recommends a I(dn
imum of 200 hours basic training for each officer 
joining the S.W.A.T. program and a minimum of 32 
hours in-service training each month. A minimum 
of three hours each week must be devoted to physical 
training. S.W.A.T. members designated as snipers 
require additional training commensurate with their 
marksmanship skills. 

The FBI identifies the types of training that 
should be provided. Such training includes: 
organization and make up of a S.W.A.T. team, 
containment and entry techniques, explosive 
entry techniques, field survival, sniper and 
counter-sniper techniques, combat shooting, 
night firing, use of chemical agents, crowd 
and riot control, rappelling, physical train-
ing, and many other specialized training activ
ities and areas. Classroom presentations and 
practical application are to be provided so that 
each team member fully understands his/her assign
ment and responsibilities, particularly with regard 
to the team effort. 

The FBI also recommends that a tactical unit 
train and work together as a special unit in 
order to maintain team integrity. The objec-
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tive of any tactical unit is a risk reduction 
and the concept of "teamwork" is essential in 
achieving that goal. Other considerations given 
for maintaining team integrity are: 

* Ensures quicker response times, an essential 
element in containing and stabilizing the 
risk situation. 

* Continuity of training. 

* Continuity of supervision to facilitate 
strict discipline. 

* Increased morale. 

E. Work Load 

The majority of T.E.U. call outs can be designated 
either a S.W.A.T. call or a tactical call. A 
S.W.A.T. call is defined as any situation involv-
ing barricaded or suspected barricaded gunmen, 
hostage situations, sniper or a suspected sniper, 
large fights or riot situations, crimes-in-progress 
calls involving the containment of a felony suspect, 
and aircraft hijackings. A tactical call is defined 
as a mass arrest situation, high risk warrant service, 
vice raid, V.I.P. security, and any other situation 
\'1hich is not wi thin the parameters of as. ~'i1. A. T. 
call but which requires a highly-trained and flex
ible police unit. 

The FBI has established four risk levels of confron
tation for analyzing S.W.A.T. calls. A Levell 
S.W.A.T. call includes a basic confrontation that 
any officer on the street might encounter during 
his regular tour of duty. A Level 2 call involves 
a barricaded or suspected barricaded gunman and 
crimes in progress involving contained felony sus
pects. A Level 3 call involves a barricaded gunman 
or terrorists who are holding hostages and in which 
case it may be necessary to rescue the hostages 
either by precise sniper fire or assaulting the 
building. A Level 4 call involves chemical and/or 
nuclear warfare. 

Table VI-7 presents an analysis of on,duty S.W.A.T. 
manhours for 19B1 and 1982. A total of 11 positions 
or 22,8BO manhours, was authorized for both 1981 and 
1982. Vacancies, sick leave, vacation, holidays, and 
compensated time off reduced on-duty manhours to 18,268 
and 18,296 for 1981 and 1982, respectively. 
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TABLE Vt-7 

CALCULATION OF ON-DUTY 
S.W.A.T. MANIiOUnS 

1981 & 1982 

Total AuthorlLetl Hdnhollrs 
(11 positions') 

Less: - Vacancies l, 124 
- Sick Leave 368 
- Vacation, Holidays, 

& Compensated 
T1me Off 3, l?Q. 

ON-DUTY MANHOURS: 

19U 1 

22,880 

1,860 
460 

1982 

22,880 

Table VI-8 provides insight into the usage of on-duty 
S.W.A.T. manhours in 1981 and 1982 by type of activity. 
In 1981, only 1.1 percent and 1.0 percent of on-duty 
time was involved in S.W.A.T. calls and tactical sup
port calls, respectively. In 1982, the percent of 
on-duty time involved in S.W.A.T. and tactical calls 
\-las not appreciably greater with only 0.6 percent 
on-duty time involved in S.W.A.T. calls and 1.9 per
cent involved in tactical support calls. On-duty t.ime 
spent supporting patrol and general calls for service 
accounted for only 6.6 percent of on-duty time in 1981 
and only 5.4 percent in 1982. A considerable amount 
of time was spent both years in training with 24.6 
percent of 1981 on-duty time and 20.8 percent of 
1982 on-dut~· time s'pent in this activity. The major
ity of the unitls time in both 1981 and 1982 was spent 
in either special assignments such as directed patrol 
and stakeouts or was uncommitted. 

• • • 
• • 

S.W.A.'f. C"Us 

TABLE VI-8 

ON-DUTY S.W.A.T. MANHOUn USAGE 
BY TYPE ACTIVITY 

1981 & 1982 

Pen:ent 
1'11l1 of 1982 
Hours T()Litl !~~ 

205.5 1.1 J07.7 
Tactical Support 183.0 1.0 339.5 
General Calls 

for Service 1.207.9 6.6 1)92.& 
Trainin'J 4 ,4U4.0 24.6 ),OOB.O 
Other (1) 13.L)J!':~.:..Q. 6&.7 J.,,!.t.,Q.!I!.:1. 

'rOTAL ~IJ.!..~§H_:..D. l.~.O. 0 IH! 2~,g. ------- .. ~---

Percent 
of 

Total 

.6 
1.9 

( 2) 5.4 
(2) 20.8 

...2.!2 
lOO....:.!!. 

Notes: (1) Time available for flpecial asslcJnments, i.e. directed 
patrol and stakeoutH. 

(2) Projected from SiK months of data. 
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A total of 22 S.W.A.T. calls occurred throughout 1981 
and 1982. Of this number, 14 were Level 2 S.W.A.T. 
calls and 8 were Level 3 S.W.A.T. calls. In addi
tion to these 22 S.W.A.T. calls, the S.W.A.T. team 
also responded to 12 tactical calls for a total of 
only 34 calls for service throughout the two-year 
period which required the talents and skills of a 
specialized unit trained to handle such work load. 
Figure VI-8 presents this work load on a monthly 
basis. Note that the majority of such calls 
occurred in January and in the spring and fall of 
the two years. There were no call outs in February 
and July. 
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Table VI-9 presents the S.W.A.T and tactical calls 
by month for 1981 and 1982 on a manhours-consumed 
basis. This table vividly demonstrates the small 
amount of time throughout the year that T.E.U. is 
deployed on calls for which it was specifically 
trained. Of hours T.E.U. worked during this two
year period, only 835.7 hours, or 2.3 percent of 
hours worked were involved in S.W.A.T. and tactical 
calls, and during only four months, January, April, 
October, and December, did the percent of the time 
that S.W.A.T. and tactical calls represented of the 
total hours worked exceed this average. 
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January 
February 
March 
April 
May 
June 
July 
August 
September 
October 
November 
December 

TABLE VI-9 

MANHOURS CONSUMEb IN 
S.W.A.T. & TACTICAL CALLS 

BY MONTH, 19B1 & 19B2 

S.W.A.T. & 

Tactical Calls Manhours 
Manhours Worked 

180.3 3,332 
3,076 

5.5 3,268 
60.0 3,004 

256.0 3,252 
10.0 2,860 

3,052 
36.4 2,812 
51. 3 3,060 
85.4 2,692 
40.B 2,956 

110.0 3,200 

835.7 36,564 -

Percent of 
fobnthly Hours 

Worked 

5.4 

.2 
2.0 
7.9 

.4 

1.3 
1.7 
3.2 
1.4 
3.4 

2.3 

E'igure VI-9 depicts the S.W.A.T. and tactical c':111s 
occurring in 1981 and 1982 on a day-of-week bas~s. 
The highest number of such calls occurred on Sunday 
and Wednesday, with the fewest number of such calls 
occurring on r-londay and Saturday. Recall that Sunday 
is one of the days in which T.E.U. officers are sched
uled to be off-duty. 
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Figure VI-10 presents these calls on an hourly basis. 
Of the 34 S.W.A.T. and tactical calls occurring dur
ing this two-year period, 23, or 68 percent, occurred 
between the hours of 7:00 p.m. and 3:00 a.m. in the 
morning, the hours T.E.U. is scheduled to work. Only 
two S.W.A.T. and tactical calls occurred between 
3:00 a.m. and 8:00 a.m., seven occurred between 
8:00 a.m. and 1:00 p.m., and only two occurred 
between 1:00 p.m. and 7:00 p.m. The majority of 
the tactical calls occurred during daylight hours 
and the majority of S.W.A.T. calls occurred in late 
evening and early morning hours, with only four of 
the 22 S.W.A.T. calls occurring during off-duty 
scheduled hours. 
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The total work performed by T.E.U. in 1981 and 
1982 was reviewed. Table VI-10 identifies the 
number of case reports written, tickets issued, 
arrests made, accident reports written, calls 
for service responded to, and intelligence 
reports prepared for these two years. Case 
reports for 1981 and 1982 include the S.W.A.T. 

; 
• .l 

M 

and tactical calls for service responded to in 
which case such reports were prepared by T.E.U. 
This table also reflects work accomplished on a 
per-month basis and also on a per-officer-per
month basis. Activity reflected on a per-officer 
ba.sis was calculated from hours worked and did not 
include time taken for vacation, holidays, and com
pensated time off. 
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Case Reports 
Tickets 
Parking Tickets 
Arrests 
Accident Reports 
Calls for Service 

TABLE VI-I0 

S.W .A.T. loJORK ACCOMPLISHMEN'!, 
1981 & 1982 

1981 1982 Total 

207 136 343 
827 499 1,326 

85 36 121 
1,122 1,043 2,254 

25 35 60 
2,167 1,738 (1) 3,905 

Per 
Month 

14.3 
55.3 
5.0 

93.9 
2.5 

162.7 
Intelligence Reporls 15 15 30 1.3 

(1) Projected from activity of first six months. 

(2) Based on 17.6 man years worked over two year 

Per 
Officer (2) 

.8 
3.1 
-.3 

5.3 
'.1 

9.2 
.1 

period. 

The level of activity performed on a per-officer 
basis appears to be low, with each officer writing 
less than one case report per month, one parking 
ticket approximately every three months, one acci
dent report approximately every ten months, and 
one intelligence report approximately every 10 
months. The number of arrests appears to be some
what high, this probably due to such special assign
ments as Nevada Avenue and Hemorial Park details. 
Such special assignments normally result' in a high 
level of arrests being made; however, the majority 
of such arrests are by the issuance of a summons 
with very few resulting in incarceration. 

If T.E.U. work accomplishment appears to be some
what low, this is probably due in part to the 
inefficiencies caused by T.E.U. working as two-
man units as opposed to the rest of the Department 
working as one-man units. With the exception of 
the D.U.I. team, T.E.U. is the only Department 
unit that works as two-man units. The basis for 
working two-man teams is to enable T.E.U. to handle 
disturbances, fights, and other calls which would 
normally require dispatching two sector cars to 
the scene. The level of such calls, however, is 
relatively low and several units will normally 
respond to these types of calls in any case. 
Given the main purpose of T.E.U., and to affect 
work performance level, T.E.U. should work as 
one-man units. 
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Not necessarily reflected in the above statistics 
is level of assistance provided patrol, S.A.C.S., 
and the Investigations Division. T.E.U. is fre
quently called upon to effect entry and secure ~he 
premises on no-knock search warrants and narcot~c 
and vice raids. They have also assisted in bur--
glary and robbery stakeouts. For example, in 
October 1982, approximately 312 manhours were 
devoted to burglary surveillance after a series 
of burglaries occurred at mobile home sales lots 
in the northern part of the City. Although no 
arrests were made, the pattern of burglaries was 
disrupted and such burglaries eventually terminated. 
Also, in late October and November 1982, T.E.U. 
assisted S.A.C.S. in surveillance and directed 
patrol activities relative to numerous armed rob
beries at pizza restaurants in the northeast por-
tion of the City. Again, no arrests were made; 
however, the directed patrol effort was instru-
mental in eliminating armed robberies of a similar 
method of operation. On two different occasions 
in 1982, S.W.A.T. assisted S.A.C.S. on a vice 
detail focusing on a prostitution problem on 
South Nevada Avenue. As a result, 133 persons 
were arrested for prostitution or related charges. 
In March of 1982, S.W.A.T. provided perimeter 
security at the Broadmoor for the NATO conference 
and in June of that year provided personal security 
for Princess Anne during her visit to Colorado Springs. 
These are just a few examples of how T.E.U. has been 
utilized which are not reflected in the above cited 
work load statistics. 

F. Proposed Changes 

As previously mentioned, training consumes a sig
nificant portion of T.E.U.'s on-duty time. In 
1981, 24.6 percent of the on-duty time was spent 
in training and in 1982, 20.8 percent was spent 
in training. Although T.E.U. should strive to 
maintain a risk level pre-confrontation profi
ciency, it is generally believed that this can 
be accomplished without T.E.U. officers spending 
one day out of five in in-service training. In 
fact, training for T.E.U. has now been reduced 
to one day in every ten working days. 

The overall work activity of T.E.U. can be improved 
if their primary duty when not responding to S.W.A.T. 
and tactical calls involves their support of the 
Department's undercover activities. Patrol should 
Le responsible for responding to all general calls 
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for service utilizing the S.W.A.T. team's capabil
ities in situations for which they were intended. 
The S.W.A.T. team can be used for working under
cover, vice, and narcotic activities; enforcing 
liquor laws; serving felony warrants; and working 
other special details more befitting their training 
and scheduling design. 

Authored By: 

"~S.M~ 
Victor ~. Morris 
Police Captain 
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CHAPTER VII 

TRAINING PROG1W1S 

SUl'1MARY 

The phase I study effort revealed the need to evaluate all 
elements of the Department's training program, to centralize 
all training functions, to eliminate four overlap days each 
deployment period used to conduct in-service training, and 
to terminate in-service training pending additional research 
planned for the Phase II study. Information was required 
on the type and level of in-service training that should 
be provided, the best scheduling approach for presenting 
the new in-service training curriculum, and how it comple
mented all other types of training. This chapter presents 
the findings of a study of all the Department's training 
programs. 

For a training program to be efficient and effective, it 
must be developed using a systems approach. Considerable 
attention must be given to organizational goals and objec
tives, job classifications, job descriptions, organizational 
setting, community profile and nature of work load, job 
analysis, scientific and technological changes, resources 
and capabilities available for training, and a continuous 
needs assessment process. All of these issues were con
sidered in the development of a study approach by which 
all aspects of the Department's training program could be 
reviewed. However, because the Department does not give 
sufficient consideration of all of these issues on an ongoing 
basis, the scope of the training study was narrowed to con
siderations of organizational setting for and operational 
approach and curriculum of training only. 

Types of training the Department provides its officers can 
be categorized according to in-house and outside training. 
In-house trai.ning includes recruit and reserve training, 
recruit field training, in-service training, firearms train
ing, and roll call training. Outside training consists 
of attendance at seminars and workshops for specialized 
training and providing reimbursement for college courses. 
A comprehensive needs assessment approach was developed 
to systematically analyze the training needs of officers 
in all of the Department's organizational units for the 
different training areas described. 

The results obtained from each of the tasks -that made up 
the needs assessment process were extremely poor, in that 
little information of value was obtained. It is believed 
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the needs assessment process failed because many officers 
failed to participate; responses varied so widely, par
ticularly among rank groups and different assignments, that 
there was almost no concensus as to training requirements; 
and some consistently responded with negative responses, 
polarizing the positive comments and invalidating the 
response means. The majority of sergeants failed to pro
vide any insight to subordinates training needs. Little 
input of value was obtained from members of management. 

Although the overall needs assessment effort was largely 
unsuccessful, certain key conclusions were able to be 
drawn: 

1. The schedule for recruit and reserve academies 
should be held during summer months to the extent 
possible so as not to conflict with the proposed 
in-service training schedules. 

2. Functional responsibility over all training should 
lie with the Training Division. 

3. Training staff should be increased by the addition 
of two police officers (to be obtained by transfers) 
to permit improved planning, implementation, moni
toring, and accounting of all the Department's 
training programs. 

4. The recruit field training program should continue 
being operated on the swing and graveyard shifts, 
with recruits periodically being rotated from one 
shift to the other. Further, the program should 
continue including a remedial training program 
to assist recruits in attaining the level of per
formance required to pass the program and the added 
two weeks whereby recruits are permitted to work 
with detectives in follow-up investigations. 

5. The in-service training program should initially 
be developed using the list of topics cited in 
the Findings Section of this chapter, but must 
be revised per findings of a new comprehensive 
needs assessment effort, which should be accom
plished as soon as possible. 

6. Managerial training ranks among the least satis
factory of all training programs and its develop
ment should receive the highest priority. 

7. The Department should develop a training program 
master plan which provides for the accumulation 
and use of substantial information on talents, 
capabilities, and deficiencies of Department per
sonnel. 
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RECOMHENDATIONS 

(1) Establish the Training Division as the Pepartment's 
central training authority, expanding staff by two 
police officer positions. 

(2) Implement a mini-academy in-service training program 
for all sworn personnel, with academies scheduled to 
coincide with low annual work load periods. 

(3) Implement roll call training, supplemented by a monthly 
roll call bulletin. 

(4) Structure and implement a managerial and supervisory 
development program in coordination w'ith the City 
Personnel Office. 

(5) Design and implement a night and combat firearms course 
as part of the in-service training program. 

(6) Structure an ongoing systematic needs assessment effort 
to determine individual and organizational training 
needs. 

(7) Purchase a microcomputer on which to automate all train
ing related information. 
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STUDY FINDINGS 

I. Introduction 

The Phase I study effort revealed the need to evaluate 
all elements of the Department's tr.aining program, 
to centralize all training functions, and to eliminate 
overlap days used to conduct in-service training. 
These needs were based on the following observations: 

* The Department's training program was static 
and did not sufficiently embrace a systems 
approach. 

* Some training programs were planned and orga
nized by the Training Division while others 
were planned and conducted by individual program 
managers. 

* Although the Department's field training program 
was largely considered to be effective in help
ing recruit officers make the transition from 
the classroom environment of the Police Academy 
to the field situation, the organizational 
approach of the program had a negative impact 
on calls for service response performance. The 
field training program was being operated solely 
on the fourth overlap shift, which worked eve
nings only. Officers on that shift were deployed 
throughout the City and for a period ranging 
from three to six months each year primarily 
trained recruits in field situations, assuming 
a secondary role in responding to calls for 
service. 

* This shift was comprised of two units, with each 
working four lO-hour days. One unit worked 
Wednesday through Saturday, and the other Sunday 
through \vednesday. This resulted in an overlap 
day on which all officers were scheduled to work, 
which day fell on Wednesday each week. Increased 
staffing on Wednesdays was not justified, in that 
higher levels of work load occurred on other days 
of the week. 

* The Department had an ineffective approach toward 
in-service training. The Departmen't allocated 
its patrol manpower among three equal rotating 
shifts plus the just mentioned fourth overlap 
shift. The three equal rotating shifts were 
scheduled to work two sets of ten a-hour work 
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days with four days off each 28-day deployment 
period. This resulted in four overlap days each 
deployment period during which all patrol officers 
on the three equal rotating stifts were scheduled 
to work. The overlap days fell on Tuesday and 
Wednesday of every second and fourth week within 
the 28-day deployment period. These overlap 
days, commonly referred to as the "all cop" days, 
permitted one-third of patrol staff to attend an 
eight-hour in-service training session on three 
of the four overlap days. Thus, each officer 
trained one full day each deployment period, 
resulting in approximately 96 hours of in-service 
training each year. Two problems were noted with 
this in-service training approach. First, this 
high level of in-service training was not deter
mined to be justified. Second, only three of the 
four overlap days were used for training, with 
the fourth overlap day resulting in too many 
officers being on duty for the number of cars 
available and for the work load that occurred. 

The effect of Phase I recommendations was to eliminate 
the four overlap days and to terminate in-service 
training pending additional research planned for the 
Phase II study. Information was required on the type 
and level of in-service training that should be pro
vided, the best scheduling approach for presenting 
the new in-service tr.aining curriculum, and how it 
complemented all other types of training. To under
stand all dimensions of this problem, a study of all 
facets of the Department's training program was neces
sary. 
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II. Training Importance 

Police ~fficer~ must have specific knowledge, skills, 
and.att~t~des ~f they are to adequately perform in 
the~r env~ronrnent. Well-trained officers will act 
more decisively with positive results, will be more 
efficient and effective, and will be able to effect 
al~ng with other officers, improved cooperation and' 
un~ty of purpose. Considering the important effects 
training has on individuals, the Department and the 
pub~ic as a whole, the development of this City's 
pol~ce human resources must assume a critically impor
tant status. 

Some departments devote little, if any, emphasis to 
training while others invest large numbers of hours 
and vast quantities of material, sometimes with less 
than desired results. Effective training involves 
in-depth and continuous study of the needs of the 
~rganiza~ion and.off~cers, development of specific 
~nstruct~onal obJect~ves, plus many other important 
training criteria. 

Training issues are being spotlighted as the cause 
for many of the problems experienced by municipal 
l~w enforcement agencies. Poorly trained officers 
w~ll normally render an inferior level of service. 
They may respond to fewer calls for service write 
fewer tickets, and make fewer arrests. What work 
they do perform will often be of less than desired 
quality. Such actions negatively impact the Depart
ment's community relations image; have potential of 
causing injury to the public, other officers, and 
to themselves; and increase City liability. 

Liability concerning failure to properly train offi
cers has surfaced as a major problem for police admin
i~trators. Consistently, courts have held departments 
l~able for damages resulting from failure to properly 
train office7s. Many police department's training 
programs str~ctly adhere to State training standards 
and/or statutes which lead to a licensed/certified 
peace officer. Unfortunately, such requirements do 
not necessarily address the sufficiency or job relat
edness of training r or the nature and extent of train
ing that each individual officer may require. These 
police departments leave themselves open to extensive 
potential liability. 

All training must be job related, with specific empha
sis on safety of officers and the general public. 
Past practices relying on old training standards can 
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no longer be accepted and innovation and imagination 
need to be shown in developing new training tech
niques and procedures. A department that can show 
its training program is related to performing tasks, 
common to daily officer duties, will find that its 
position is more defendable in the courts. Regular 
training sessions in the so called police fundamentals 
plus training to meet changing conditions and to under
stand new equipment, techniques, and procedures, is 
an absolute necessity. Another critical element to 
guard against such liability is the extent to which 
the Department's training program is on a continual 
basis reviewed, evaluated, and modified to conform 
to the changes in community profile and within the 
criminal justice system. 
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III. Study Approach 

For a training program to be efficient and effective, 
it must be developed using a systems approach. Con
siderable attention must be given to: 

* Organizational goals and objectives. 

* Job classifications. 

* Job descriptions. 

* Organizational setting. 

* Community profile and nature of work load. 

* Job analysis. 

* Scientific and technological changes. 

* Resources and capabilities available for train
ing. 

* A continuous needs assessment process. 

All of these issues were considered in the development 
of a study approach by which all aspects of the Depart
ment's training program could be reviewed. 

However, as the reader may have concluded from informa
tion presented in prior chapters, Department management 
does not always actively develop long-range plans, 
continually guide its decision-making based on Depart
mental goals and objectives, operate by up-to-date, 
valid job descriptions, or operate within an effective 
organizational strategy. This being the case, it 
was determined that the scope of the training study 
would have to be narrowed, restricted to the very 
basic training considerations of organizational setting, 
operational approach, and curriculum. 

The study approach involved reviewing all Department 
training materials and files, reviewing training 
studies prepared by the experts in the field, conducting 
surveys and interviews, and utilizing the services 
of a professional training consultant, along with 
input from training experts of other police depart
ments to complete the study tasks. The focus of such 
interviews, surveys, and material reviewed was to 
assess the adequacies of the various elements of the 
Department's training program and to propose changes 
to effect necessary enhancements. 
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IV. Needs Assessment Approach 

fhe types of training t~e Departme~t prov~des its 
officers can be categor~zed accord~ng to ~n-house 
and outside training. In-house training includes 
recruit and reserve training, recruit field training, 
in-service training, firearms training, and roll call 
training. Outside training consis~s ~f atten~a~ce 
at seminars and workshops for spec~al~zed tra~n~ng 
and providing reimbursement fo: col~ege cours~s. , 
The remainder of this report w~ll f~rst descr~be tne 
needs assessment approach used to determine needed 
changes to curriculum and will then provid~ ~n over
view of each of the different types of tra~n~ng pro
vided, including needed enhancements. 

It was noted at th8 very beginning of the study that 
a COlrumon thread linking each of the different training 
areas just described was missing. It was ~onclud~d 
that a comprehensive needs assessment was ~mperat~ve 
to systematically analyze the training needs of offi
cers in all of the Department's organizational units 
and to indicate the overall organizational climate 
for conducting such training. The needs assessment 
process conducted included: 

* Obtaining from a sample of 38 officers of various 
ranks their perceptions of effectiveness of past 
training programs (later referred to as the 
Attitude survey). 

* Obtaining opinions of Depart~ent manage7s as to 
training that should be prov~ded subord~nates. 

* Reviewing a recently conducted Department-wide 
performance evaluation process. 

* Reviewing complaints lodged against officers. 

* Analyzing the City's safety files which contain 
vehicle accident reports. 

* Organizing position Requirements Committees for 
the purpose of clarifying officer duties and 
responsibilities. Officers, sergeants, and 
lieutenants from all Operations units were 
selected and attended meetings with the Study 
Project staff and the training consultant to 
identify their most important training needs 
and then comment on their current job description. 
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* Conducting a needs assessment survey utilizing 
information from all of the above efforts, 
aimed at all officers of the Department. This. 
survey was by far the most important portion of 
the overall needs assessment process and is dis
cussed in detail in the next section of this 
chapter. 

The results obtained from all of the above efforts 
were poor, in that little information of value was 
obtained. The majority of the 38 officers interviewed 
to gain insight to their perception of past training 
~rograms,felt that past training efforts were quite 
~neffect~ve. The review of the Department-wide per
form~n?e eva~uation effort failed to indicate any 
spec~f~c top~cs for additional training. This review 
effort did indicate that the less experienced officers 
tended,to be rated o~ the average much more favorably 
than d~d veteran off~cers. Further, it was generally 
~oted that most,of ~he,evaluations had been completed 
~n a somewh~t s~mpl~st~c manner, generally indicating 
tha~ superv~sors had spent little time in evaluating 
off~cer performance. Similarly, the review of com
~la~nts against officers and safety files failed to 
7nd~cate any sound,basis,for developing new curriculum 
~n these areas. L~ttle ~nput of value was obtained 
!rom membe:s, of mana~ement. Information developed 
oy the Pos~t~on Requ~reIl1ents Conunittee on position 
duties and responsibilities, along with infonnation 
obta~ned from the needs assessment survey, probably 
prov~ded the greatest insight to the Department's 
training requirements, but the value of even these 
efforts was minimal. 
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v. Needs Assessment Surve:r: 

'l'he needs assessment survey form was designed in coop
eration with Mr. Robert Nordeman, a consultant hired 
to assist the Police Study Project. Mr. Nordernan's 
training background includes se:ving as Training,Direc
tor, ~igital Equipment Corporat~on, Colorado Spr~ngs; 
consultant to the Utah Peace Officers Standards and 
Training Commission; and work with numerous other 
law enforcement agencies in a training capacity. He 
is presently involved in police training projects 
in Garden City, Kansas and Englewood, Colorado. 

The instrument for conducting the needs assessment 
survey is attached as Appendix VII-I. It consists 
of an introduction plus three sections. The first 
section attempts to obtain biographical infonnation, 
the second consists of a training needs analysis in 
which the respondent answers a series of questions 
using a continuum scale ranging from strongly negat~ve 
to strongly positive, and the third captures narrat~ve 
responses to nine open-ended questions. 

A total of 396 survey questionnaires were distributed 
to Department staff, including 379 officers and 17 
selected civilians. Approximately 264 envelopes were 
returned, of which 28 contained blank survey f07ms. , 
The anonymity of the survey approach precludes ~dent~
fying which 28 individuals returned these blank sur
veys. 'l'he number of survey forms completed in whole 
or in part which were returned totalled 236. 

Survey forms were completed by all 17 civilians and 
by only 219 sworn officers. The forms, completed 
in whole or in part, were returned by 56 percent of 
the police officers, 65 percent of the police ser
geants, 61 percent of the police lieutenants, 75 
percent by police captains, and 50 percent o~ ~h7 
deputy chiefs. Whereas 100 percent of the c~v~l~ans 
returned their survey forms, only 58 percent of the 
uniformed officers returned completed forms. Responses 
by traffic officers are included in the police officer 
category, and it should be noted that only 33 percent 
of the traffic officers returned a completed form. 

The needs assessment survey effort, as did the other 
needs assessment efforts, failed to identify criti
cally needed training areas. It is believed the 
effort was unsuccessful because: (1) many officers 
failed to take the survey questionnaire seriously, 
which is probably the reason why 42 percent of the 
officers failed to return a completed form and others 
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gave it only cursory attention, (2) responses varied 
so widely, particularly among rank groups and different 
assignments, that there wa3 almost no concensus as 
to training requirements, (3) many officers failed 
to answer several of the questions, the open·-ended 
questionnaire \l7as not completed by as many officers 
as was the Likert scale portion of the questionnaire, 
and (4) some consistently responded with negative 
responses, polarizing the positive comments and inval
idating the response means. These observations are 
not limited to one rank group but apply to most ranks 
within the Department. The only training categories 
several officers indicated training should be provided 
are listed below in a prioritized order: 

l. Officer survival. 

2. • Human relations. 

3. Investigative skills. 

4. Law updates. 

~. Report preparation. 

6. Search and seizure. 

7. Policy and procedure. 

The majority of sergeants failed to provide any insight 
to subordinates training needs. Types of training ser
geants indicated they required differed almost totally 
from the training that lieutenants indicated sergeants 
should be provided. 

Based on the limited success of this internal needs 
assessment attempt, alternate strategies may be mandated 
until the overall 0epartment organizational attitude 
regarding employee development changes. One possibility 
would require the Department to retain outside experts 
with substantial police training background who can 
come in, observe, and make better comments and recom
mendations than are now available through an internal 
needs assessment process. These individuals could 
ride along with officers, conduct interviews, and 
observe the service delivery problems first hand. 
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VI. Analysis of Individual Training Pr~srams 

A. Recruit and Reserve Academy Training 

The Colorado Law Enforcement Training Board (CLETA) 
has legal responsibility for the development of 
mandatory training curriculum required to .be taught 
to all new police officers in the State of Colorado. 
The Colorado Springs Police Department's academy 
is certified by CLETA to provide this entry level 
training. Since 1981, 92 Colorado Springs Police 
Department recruits and 42 recruits from other 
law enforcement agencies have been trained at the 
Department's academy. The City has been reimbursed 
at the rate of ~397.49 for each academy attendee, 
including those attending from other law enforce
ment agencies. 

In 1981, CLETA completed a redesign of recruit 
training curriculum. The modified CLETA curricu
lwn is being taught at this Department's training 
academy. In addition to the required curriculum, 
additional subject matter that particularly relates 
to the Colorado Springs environmental setting 
and Police Department are taught at the Department's 
academy. All totalled, 528 hours of training are 
provided, which exceeds State training mandates 
by almost 200 hours. Of this level of instruction, 
approximately one-half is presented by Training . 
Division staff, approximately 30 percent presentea 
by staff of other Department divisions, with the 
remaining hours presented by instructors from 
other City and outside agencies. 

What findings were derived from this training 
study effort tend to indicate that the current 
recruit and reserve training curriculum meets 
the basic and extended needs of new recruits and 
should not be modified. The schedule for recruit 
and reserve academies, however, should be held 
during summer months to the extent possible. 
This will ensure that the academies will not con
flict with the proposed in-service training pro
gram schedules described later in this section. 
Further, a determination was made that two new 
training personnel should be added to the training 
staff, which initially should be filled by police 
officers. This will permit training staff to 
present all in··house academy training, freeing 
the officers from other divisions that used to 
assist in training to continue with their regular 
duties. Specialized topics such as explosives 
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identification and handling will continue having 
to be provided by experts, not members of the 
training staff. Also, this supplemental training 
staff will permit the Training Section to assume 
full responsibility for planning, implementing f 

monitoring, and accounting for all the Depart
ment's training programs. 

B. Recruit Field Training 

Field training is the continuation of the recruit 
academy experience accomplished by teaming new 
recruits with veteran officers during the initial 
14 weeks of field assignment. Field training 
is combined with daily observations and evaluations 
to provide recruit officers with practical knowledge 
and expertise to perform their duties. The recruit 
field training program was instituted by the Depart
ment in 1980, and a substantial percentage of the 
officers in the Patrol Division have now been 
trained under this program·concept. The program 
was patterned after the field training program 
developed by the San Jose, California Police Depart
ment. 

The Patrol Division has been responsible for the 
recruit field training program since its inception. 
It ''las reasoned that the Patrol Division should 
have this responsibility since it is the practice 
of the Department to assign new recruits patrol 
duties upon their completion of entry level train
ing requirements. As previously mentioned, this 
program operated on the fourth overlap shift. 

As a result of the Phase I study effort and due 
to the need to plan a field training approach 
for recruits that would be graduating from the 
academy during the Phase II study period, new 
program organizational and operational approaches 
had to be developed and implemented prior to com
pletion of all study tasks. These changes include: 

1. Placing functional responsibility over 
the program with the Training Division. 
Line authorit.y over Field Training Offi
cers remains with the Patrol Division. 
This change was made to ensure the recruit 
a smoother transition from the recruit 
academy to the field environment; to improve 
coordination between the Training Division 
and Patrol Division; and to improve pro
gram planning, monitoring, and accounta
bility. 
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2. Recruits were trained on the swing and 
graveyard shifts, with each recruit peri
odically being rotated from one shift 
to the other. It was considered that 
this approach would expose the recruits 
to the type environment and conditions 
that they would most likely encounter 
once they were permanently assigned to 
the field. This concept approach con
siderably increased the number of officers 
available to serve as a Field Training 
Officer. 

3. The role of the staff psychologist was 
strengthened and more clearly delineated. 
He attended biweekly evaluation sessions 
and monitored the feedback concerning 
the progress of recruits. He has also 
counseled recruits on problems they ''lere 
confronted with during the training phase. 

4. A remedial training program was implehlented 
to assist recruits to attain the level of 
performance required to pass the field 
training program. 

S. Finally, two additional \'leeks of field 
training were added to the program to 
permit recruits to work with detectives 
in follow-up investigations. This was 
done in order to ensure the recruit had 
a clear understanding of the investigative 
process and how, as a patrol officer, 
they could better support the detective 
in his investigative role. 

C. In-service Training 

As previously mentioned, the Department, prior 
to the Phase I study, conducted in-service train
ing for all police officers and police sergeants 
in the Operations Bureau. This training was pro
vided on overlap days and resulted in each officer 
receiving eight hours of training each 2B-day 
deployment period. The training varied with regard 
to curriculum design and instructional support. 
The majority of such training \'las provided by 
officers in various police organizational units 
and instructors from other city departments, police 
departments, and hired consultants. Staff of 
the Training Section played a very limited role 
in this training program. 
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Although such training was intended for all offi
cers and sergeants in the Operations Bureau, in 
fact, the majority of detectives, officers assigned 
special units, and traffic officers avoided 
in-service training based on their belief that 
such training did not apply to their particular 
duties. Host respective managers of these units 
neither required their officers attend the train
ing classes, nor attempted to provide input on 
how the training curriculum could be improved. 
The majority of police officers who actually attended 
these in-service training sessions consisted of 
patrol officers. 

The extent to \'lhich individual training topics 
in these sessions were effectively grasped by the 
participants remains an open question. Testing 
and evaluation was utilized infrequently to deter
mine whether learning actually took place. Addi
tionally, little follow-up effort was made to 
identify changes in behavior as a result of the 
new information provided. Thus, it is extremely 
difficult to determine whether the training mate
rials, instructors, and educational approaches 
were very effective in accomplishing their intended 
purpose. The value of in-service training provided 
is even more difficult to assess given that atten
dance records were not accurately maintained. 

Because the past in-service training program was 
planned without consideration of manpower or work 
load analysis, did not require attendance of all 
officers and sergeants, did not result in accurate 
attendance records, and did not include a follow-up 
evaluation of curriculum provided, the Police 
Study Project determined that an attempt should 
be made to weigh officer opinions with regard 
to the quality of past in-service training. The 
approach used to gain insight to such perceptions 
was the Attitude Survey in which 38 of the Depart
ment's police officers, sergeants, and lieutenants 
participated. This process has been previously 
described and, as the reader may recall, the major
ity felt that training provided was unrelated 
to the needs of the officer or the Depart.ment. 
Also, they perceived that the instructors utilized 
were somewhat unqualified. 

As a result of all of the problems with in-service 
training identified in the Phase I report, plus 
those that were additionally identified in the 
Phase II s~udy effort, staff developed a totally 
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new approach to in-service training. 
structure is su~uarized below: 

The new 

1. 

2. 

3. 

4. 

5. 

6. 

The in-service training program will be 
based upon identified needs to ensure 
topics are job related and that th7 sub
ject matter is presented in a qual~ty 
fashion. 

The Training Division is.to assume f~ll 
responsibility for plann~n~, develop1ng, 
administering, and evaluat~ng the new 
in-service training program. 

Training Division staff will assume the 
lead role in presenting all in-service 
training subjects. 

In-service training shall be provided 
via the use of a mini-academy approach. 
Such mini-academies will likely last from 
two through five work days, the length 
depending on the type and breadth of suL
ject matter to be covered. 

Relatively small groups of offi~e7s will 
be released to attend any one m~n~-academy 
session, resulting in several such a~ademy 
sessions in order to present the sUbJect 
matter to all personnel. Several '?ther 
police departments ha~e ad,?pte~ th~s 
scheduling approach s~nce ~ts ~mpact on 
service delivery is minimal. 

In-service training shou~d not ~e.reini
tiated until the in-serv~ce tra~n~ng cur
ricululll is restructured, sUPl?lemental 
training staff has been prov~ded, and 
program goals and objective~ have been 
established with an evaluat~o~ proce~s 
by which the quality of tra~n~ng del~vered 
can be assessed. Training topics ~o be 
initially developed are presented ~n 
Table VII-l. 
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TABLE VII-1. 

INITIAL IN-SERVICE TRAINING TOPICS 

PATROL 

(1) Officer safety - Officer survival 

(2) Human relations 

(3) Investigative skills 

(4) Law updates 

(5) Case report preparation 

(6) Police - Procedure update and review 

(7) Pursuit - Defensive driving 

(8) Warrant preparation 

INVESTIGATIONS 

(1) Knowledge of law 

(2) Interview techniques 

(3) Case and time management 

(4) Interpersonal skills 

(5) Evidence collected preservation - interpretation 

(6) Officer survival 

TRAFFIC 

(1) Traffic accident investigation skills 

(2) Writing skills 

(3) Law knowledge 

(4) Department/Traffic policy 

(5) Communication skills 
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7. Such mini-ac,ldemies should be held at 
times of the year in which calls for ser
vice work load is lowest and during which 
times recruit and reserve academy training 
is not scheduled. 

D. Roll Call Training 

To supplement in-service training; which is pro
posed to be presented each officer at only one 
time each year, roll call training should be pro
vided. New information, memos, directives etc. 
originate year around. Such information should 
be disseminated by supervisors on a continuing 
basis and the best time to accomplish this is 
at lineups/roll call sessions. Relatively short 
periods of time are required to disseminate such 
information, and roll call sessions consisting 
of 5 to 15 minutes are sufficient for this purpose. 

Roll call training has only been intermittently 
provided by the Department: during past. years. 
Certainly there has been no concerted organiza
tional effort to provide such training. On an 
occasional basis, audio visual equipment was used 
to provide short films dealing with particular 
training subjects and certain other training matters 
were occasionally covered. 

It is proposed that the Training Division assume 
the responsibility of coordinating materials which 
are appropriate for presentation to officers during 
roll call sessions. Further, such section should 
conduct an evaluation as to the effectiveness 
of the material presented and its application 
to officer's work setting. Also, it is suggested 
that a monthly training bulletin be developed 
for dissemination at roll call sessions, which 
would include law updates and changes, new con
cepts or practices occurring in law enforcement, 
other relevant training material not addressed 
in the in-service training cycle, plus updates 
on Departmental activities. 

E. Firearms Training 

The Colorado Springs Police Department maintains 
an outdoor firing range, which is used to provide 
firearms training to new recruit officers and 
reserve officers and by police officers of all 
ranks for quarterly firearms qualifications. 
'fhe range is operated by two first-class patrolmen 
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with the assistance of a volunteer and is open 
to all officers for qualificat.ion Monday through 
Thursday, 8:30 a.m. to 4:30 p.m. The range is 
reserved on Fridays for use by recruits while 
in the academy, officers requiring special train
ing, outside agencies, and for selective mainte
nance operations. Other agencies that utilize 
the range include the city of Fountain Police 
Department, the city of tlanitou Springs Police 
Department, Fort Carson Criminal Investigations 
Division, united States Air Force Security Police, 
Colorado Springs Park Police, Colorado Springs 
Noise officers, City Fire Department arson inves
tigators, city Marshals, and Pikes Peak Highway 
patrolmen. 

The Department currently utilizes a 48-round modi
fied firearms course, supplemented by shotgun 
training. All officers are required to qualify 
w~th ~ minim~m 70 pe7cent score quarterly. On-duty 
tlome loS provloded offlocers to meet firearms qualifi
cations and with the advent of permanent shifts, 
officers assigned the graveyard shift are provided 
compensated time off for time spent during the 
day in such qualifications. A review of firearms 
records reveals that on the average 18 individuals 
utilize the range for qualification purposes each 
day. It has been estimated that each officer 
spends approximately 45 minutes to qualify, which 
results in 13.5 man-hours being spent daily at 
the range on the average. 

Operation of the firearms range needs to be modi
fied in several ways, which include: 

1. Firearms training personnel need to develop 
a structured schedule for the use of the 
firearms range. As it now stands, outside 
agencies notify the range when they intend 
to use the facility. By advance scheduling, 
a more reliable allocation of time and 
resources should be able to be achieved. 

2. Improved records need to be maintained 
of range usage and of services performed 
by range personnel. 

3. Firearms qualification is currently restricted 
to day time and has as its purpose to main
tain shooting proficiency and understanding 
by all Department members as to the operation 
of firearms. In addition to qualifications, 
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the Department should incorporate night 
and combat shooting into the in-service 
mini-academy training program, thus 
exposing all officers to varied shooting 
conditions. The Department should develop 
this new firearms training program incor
porating performance standards for evalu
ation purposes. 

E'. Seminar/workshop Training 

Over the years, the Department has made varying 
use of outside training resources to develop and 
educate certain key personnel. What training 
of this type was provided was as a result of a 
manager recognizing a need for such specialized 
training and being fortunate enough to be budgeted 
necessary funds. Such specialized training was 
provided only in rare situations and was more 
a product of the budget process than overall need 
within a training context. 

As a result of this study's needs assessment efforts, 
it was learned that most officers believe the pro
cess by which participants are selected for spe
cialized training has not been very equitable. 
Also, individuals attending such special training 
sessions have not been required to summarize bene
fits received for the benefit of others in the 
Department. 

No training should be provided which is not part 
of the overall training program master plan. 
Such training must be justified, cost effective, 
and be provided to those most in need. Special
ized training, whether provided inside or by out
side instructors, should be coordinated with the 
Training Section. The Training Section should 
make recommendations on the need for the special
ized training and the method and cost by which 
such special training should be provided. The 
Training Section should maintain a catalog of 
specialized training programs and resources of 
which organizational unit managers might select. 

G. Managerial/Supervisory Training 

Of all the perceptions discussed to this point 
concerning past training functions, managerial 
training ranks among the least satisfactory. 
The majority of officers interviewed on this 
point indicated that no meaningful on-going 
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managerial or supervisory training existed within 
the Department. Certainly the results of all 
of the investigative efforts within the Phase II 
study process indicated that the quality of manage
ment could be substantially improved. 

The City Personnel Department is responsible for 
administering a City-wide r-1anagerial Development 
Program. This program affects managers and super
visors in all City departments. Review of atten
dance records at the sessions, however, indicates 
that Police Department managers are usually not 
included. The Hanagerial Development Program 
is specifically structured for individuals according 
to their level of responsibility. The majority 
of instructors are from local colleges and uni
versities who provide courses ranging from basic 
supervision to executive developn~nt. The courses 
are held at various convenient locations through
out the City. Cost of such courses vary according 
to course level and length and qualifications 
of instructor. As such, course costs vary from 
between $50 to $200. 

The Training Section needs to work closely \'li th 
the Personnel Department's 'rraining and Develop
ment l;,lanager to ensure that the f.'lanagerial Develop
ment program includes those topics that should 
be provided Department management and that all 
D€partment supervisors and managers participate 
in this program according to their individual 
needs. 

All sergeants and lieutenants should be given 
the opportunity to meet periodically and address 
mutual concerns and issues. This has been attempted 
previously with some degree of success, but has 
been pursued only sporadically. This concept 
provides a much needed form that enables the first
and second-line supervisors, plus higher level 
managers, the opportunity to interact and to focus 
on common problems and concerns. 

Additionally, a new supervisory training program 
needs to be developed for newly promoted sergeants. 
Currently, sergeants are promoted and assigned 
field supervisory responsibilities without the 
opportunity of becoming thoroughly knowledgeable 
about their new set of duties and responsibilities. 
This approach is not considered adequate for the 
level of duties and responsibilities the individual 
has just assumed •. Basically, a new sergeant, 

.... '1., •. ~\ •. , 
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upon promotion, would accompanr a fiel~ trai~ing 
sergeant for a set period of t~me, dur~ng wh~ch 
he will be trained and evaluated muc~ as a new 
recruit is. Upon successful Gomplet~on of , the 
field training program, the n7w serge~nt w~ll 
assume patrol supervisory dut~es. Fa~lure to 
complete the program successfully may be grounds 
to return the sergeant to patrolman status. 

H. College Tuition Reimbursement 

The Department maintains a College Tuition Reim
bursement Fund to assist Department personnel , 
in improving their education relative to co~t7~
buting to organizational goals. College t~~t~on 
is reimbursed only upon successful complet~on 
of the course work. 

Review of reimbursement records ~ndica~es that 
courses taken by officers for wh~ch re~niliurs7ment 
has been requested include computer programm~ng, 
accounting, personne~ management~ psycho~ogy, , 
human relations, soc~ology, publ~c speak~ng, pol~ce 
science business law, economics etc. The amount 
of mone~ budgeted for tuition reimbursement totals 
$10,000, and approximately $5,862 had been expended 
through July. 

Approval of requests is prese~tly a joint pr~cess 
performed by an in-house cOlrun~ttee and the c~ty 
Personnel Department staff. In-house approval 
should be by the Chief of Police based on reco~-, 
mendations from the Training Section. The Tra~n~ng 
commander's access to information concerning both 
individual and organizational needs should prove 
very valuable in this decision process. 
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VII. Automated Training Information System 

The development of a training program master plan 
requires the accumulation of substantial information 
on the talents, capabilities, and deficiencies of 
Department personnel. To gain such information, it 
is recommended that the Department design an automated 
training information system. A stand-alone micro
computer valued at $7,000 to $10,000 would accommoda~e 
the proposed system. The system \vould include a 
biographical data base on all Department personnel, 
total work experience and assignments wi thin t,he 
Department, education and course work taken, plus 
areas needing improvement. Such data would be the 
basis for continually updating training curriculum. 

Authored By: 
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APPENDIX VII-I 

I NTRODUCT ION 

The following training questionnaire is intended to determine the current 
training needs of the Colorado Springs Police Department. Please be as 
Q.t&.ective as possible; only your objective conunents will enable our Depart
Illent to make the necessary adjustments in our trainin~ programs. Thank you. 

GOKRAL INSTRUCTIONS 

1. Use a lead pencil and darken the appropriate answer on the accompanying 
answer sheet. 

2. When necessary, please erase thorouqhly. 

3. Section 1 asks you to respond by indicating how each category applies 
to you specifically. The ~ample question below indicates how a police 
sergeant would answer. 

4. 

#1 RANK; 

A. Pdtrolman 
B. Sergeant 
C. Lieutenant 
D. Captain or above 
E. Civilian 

SAMPLE ANSWER #1 

Section 2 asks you to respond in a silllilar manner. Read the paragraph 
preceding each group of stdtements or questions and anS:Ncr using the 
scale given. The ~_~~1pJ~ question below indicates how Question H13 might 
be answered. 

2 3 4 5 6 

#13 First line supervisors are adequately trained to do their job. 

SAMPLE ANSWER #13 
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Dal'kenin~J #1 indicates 'you strongl'y disagree with this question. Darkening 
#7 indicates .you strongly agree. Darkening an'y number from 2 - 6 corresponds 
with the cdtegor'y above each number. 

5. Section 3 contains open ended questions designed to capture your attitude 
or opinion. Fill in this information directl.Y on the survey. 

6. Upon finishing, please place all materials back into the envelope and return 
it to your supervisor. 
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S[CTION 1 

BIOGRAPHICAL INf"ORMATION -'-'------- _._------.- ---~-

All information in this section will be held in the strictest confidence; only 
our external training consultant will see individual response sheets. 

l. RANK; 

A. Pi! tro 1l11an 
B. Sergeant 
C. Lieutenant 
D. Captain or above 
E. Civilian 

2. AGE; 

A. Male 25 or younger 
B. Male 26 30 
C. r·1a 1 e 31 35 
D. ~1a 1 e 36 40 
E. Male - 41 - 50 
F. Male 51 or older 
G. Female - 25 or younger 
H. Female 26 30 
1. Female - 31 35 
J. Female 36 - 40 
K'. Female - 41 - 50 
L. Female 51 01' older 

3. DIV I S ION; 

A. Pa tro 1 
B. Investigations 
C. Support Services 
O. Special Operations 
[ . Traffic 
F. Staff Services 
G. Inspection Services 

4. EDUCATION LEV[L; 

A. High School or GED 
B. Associates 
C. BA/BS 
D. Masters or higher 
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5. ETHNIC GROUP/RACE; 

A. White 
B. Black 
C. Hispanic 
D. Asian 
E. AlTeri can Indian 
F. Other 

6. LENGTH OF TIME WITH THE C.S.P.D.; 

A. Less than 6 months 
B. 6 months to one yeal' 
C. One year to two years 
D. Three to five years 
E. Six to ten years 
F. More than ten years 

7. TOTAL LENGTH OF TIME IN POLICE WORK; 

8. 

9. 

A. Less than 6 n~nths 
B. 6 months to one year 
C. One year to two years 
D. Three to five years 
E. Six to ten years 
F. More than ten years 

LENGTH OF TI~lE IN YOUR CURRENT OIV ISION; 

A. Less than one year 
B. One to two years 
C. Three to five years 
O. Over six years 

DO YOU PLAN TO r~AKE C.S.P.D. A CAREER? Mark the response that corresponds 
to your current division. 

Patro 1 
Investigations 
Support Services 
Special Operations 
Traffic 
Staff Services 
Inspection Services 

A. yes 
C. yes 
E. yes 
G. yes 
I. yes 
K. yes 
t~. yes 
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D. no 
F. no 
H. no 
J. no 
l. no 
N. no 
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10. DO YOU DESIRE TO ENTER THE MANAGEMENT CAREER PATH? 

A. 
B. 
C. 

Yes 
No 
I am in manayement and wish I were not 
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SECTION 2 

TRAINING NEEDS ANALYSIS 

The following statements refer to possible training subjects. The response 
categories from 1 thru 7 allow you to answer each question in a range from 
strong disagreement to strong agreement. Mark the one that best describes 
your attitude towards the subject. 

11. First line supervisors are adequately trained to do their job. 

12. Supervisors seem to know more about the technical parts of work than they 
do about people management. 

13. Supervisors seem to spend IOOre time "fighting fires" than planning to avoid 
them. 

14. Supervisors should have more coaching and counseling skills. 

15. By the time people are eligible for supervisory jobs. they should have 
acquired the skills without special training or development. 

16. Supervisory jobs are not as challenging as people think. 

17. To attain a supervisory/management position indicates success in the C.S.P.D. 

18. Supervisors generally do a good job of makin9 timely decisions. 

19. Supervisors and senior managers should regularly attend supervisory refresher' 
and skill building courses. 

20. After supervisors attend development courses, they don't seem to apply the 
course i nfonnation. 
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21. The C.S.P.D. does not seem to encourage the development of IIpeople mana!lement ll 

skills. 

22. Generally speaking, I am quite satisfied with the overall performance of my 
supervisor/manager. 

23. Recruit Academy Traininq teaches skills that are appropriate for performing 
the job of a new police officer. 

24. The goals of the Recruit Academy Training Proqram are not clear. 

25. The teaching quality of the Training Division's instructors needs improvement. 

26. At the Recruit Academy, the mix of classroom theory and IIreal world" application 
is about right. 

27. In comparison to other training divisions I am familiar with. the C.S.P.D. 
Training Division is the best. 

28. The teaching qual ity of Recruit Academy instructors is unsatisfactory. 

29. The infomlation learned at the Recruit Academy is retained and used on the 
job. 

30. The goals of the Training Division are clear; 

31. The Recruit Academy teaches the right information and s"i11s. 

32. The amount and quality of human relations training presented to recruits is 
satisfactory. 

33. The recruit flO Program 1s successful. 
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34. In comparison to other recruit academy programs 1'm familiar with, our 
Recruit Academy Tra ini ng Program ranks among the bes t. 

r * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * • * * * • * * * * * * • • • 

r * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * • * • * 

In the following statements, you will be asked to COlllllent on how satisfied you are 
with specific job-related knowledge and skills that have ~een addressed in training. 
Hark the number that best describes your attitude toward the subject. Note that the 
response category now reflects a range from very dissatisfied to very satisf1ed . 

• fl-~ • fl-~ • n~ 
£...'" " " ~,,'" ~ ~ :";J .~ " ,.;..... £....... ... "" .~ flj n~ • flj 
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~fl-~" ~"" ,?o~,,'? '* '?0c..,'tt c..,~ ~fl-'-;,~ 
------------------------------------------------------ ----------------~--------
1 2 3 4 5 6 7 

35. Use and care of equipment. 

36. Investigation skills. 

37. Techniques for working traffic. 

3B. Report preparation. 

39. Conflict resolution. 

40. Knowledge of other support aqencies (city or county). 

41. Knowledge of relevant procedures, ordinances, statutes, and recent court 
decisions. 
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42. Crime prevention techniques. 

43. Emergency first aid. 

44. Understanding "victim" psychology. 

45. Officer survival. 

46. Firearms training. 

* * * * * * * • * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * * 

* * * * * * * * * * * * * ~ * * * * * * w * * * * * • * * * * * * * * * * * * * * * * * * * * * * 

In this section of the questionnaire, please think about the skill level of non
supervisory police officers on the job and in~icate whether or not you perceive 
they requil"e more and better trainin~ in the areas that are listed. Mark the 
number that best describes your attitude towards the subject. Note the response 
category changed. 

2 3 4 5 6 7 

47. Colorado criminal code 

4B. Colorado juvenile code 
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49. Civil code 

50. Colorado liquor code 

51. State traffic code 

52. Municipal traffic code 

53. Municipal criminal code 

54. Miranda rights 

55. Civil liberties 

56. Arrest 

57. Search and Seizure 

58. Referral agencies 

59. Recent court decisions 

60. Court procedures 

61. Geography of area 

62. Department policies and proceduttSs 
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63. Report writing 

64. Relationships with the public 

65. Relationships with other officers 

66. Relationships with supervisor~ 

67. Crime prevention 

68. Firearms expertise 

69. Hand-to-hand self defense 

70. Defensive and pursuit drivin~ 

71. Interviewing skills 

72. Interrogation skills 

73. Preliminary investigation skills 

74. Followup investigation'skills 

75. Non-testimonial identification ordel's 

76. Handling the O.U.I. suspect 
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2 3 4 5 6 7 

77. Radio procedures 

78. Officer survival 

79. Public speaking 

80. Handling hazardous material 

8l. Use of force 
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SECT! ON 3 

82. What is the greatest strength of the Recruit Training Academy? 

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

--_._------------

83. What is the main strength of in-service training? 

-_. __ ._------- -.-----------------

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

-----------,- ----- ---------- -- ------ -----_. 

-_.- -_._- ----- - ------------------

84. What is the major area requi ring improvement for in-service training? 

-----_._------_._-_._-_._-_ .. ----_._.- ... __ ....... ------ ._-_._----

------------,--_._-_ .. _---- ._. -- ------_ .. _------------

-------_ ... ----_._-----------

._--_.-.. _------_._- ---_._---------._--

,----_._----_._---_.- --_._._---- _ .. _._------ -

-------------" .. --_ .. _-----------------
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85. What is the greatest weakness of the Recruit Training Academy? 

86. Considering your peer group, what training area needs the most improvement? 

87. What training should be provided that currently is not? 

------- ,---

-------- - -~-- ------------------_._--- -. -

---------------------------~---.--------
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88. If you could recommend specific training for your supervisor, what would 
that training be? 

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

89. Considering your subordinates, what is the training.area in which they need 
most improvement? 

90. Other cOlrmen ts : 

---------,----------,---
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CHAPTER VIII 

CAREER DEVELOPMENT 

SUMMARY 

In July 1982, the Colorado Springs Police Department awarded 
a contract to the consulting firm of Seberhagen and Asso
ciates to develop the requirements for a Career Development 
Program. Career development is a general term which includes 
personnel programs involving a combination of accurate job 
descriptions; conscious planning of job design to match 
organizational goals and objectives; job-related training; 
conscious planning of horizontal and vertical movement of 
employees; and integration of employee interests with the 
needs of the organization to the extent possible. The 
Department realized human resource planning could be sub
stantially improved and that a Career Development Program 
tailored to meet the needs of the Department was necessary. 
The program needed to encourage and maximize employee growth 
and development and job satisfaction, while contributing to 
the achievement of organizational objectives. This chapter 
presents insight to the specific project goals and consul
tant findings and recommendations. In addition, it identifies 
that portion of the consultant's recommendations which are 
proposed for immediate implementation. 

The project commenced with a consultant's visit to the 
Colorado Springs Police Department on August 2-3, 1982. The 
main purposes of this visit were to open lines of communi
cation, review the objectives of the project, make final 
revisions to the technical approach, and collect available 
documents relative to the project. The consultant attended 
group meetings and conducted interviews with top staff, the 
City Personnel Director, and various officers and civilian 
employees. He obtained and reviewed available City, Police 
Department, and outside documents relative to the project. 
He designed questionnaire surveys to permit sworn and vari
ous civilian employees to have input to the study process. 
The consultant analyzed the questionnaire survey results 
and other documents, conducted follow-up interviews and 
observed work firsthand, to the extent feasible, to form 
preliminary findings and recommendations. His preliminary 
findings and recommendations were reviewed by Police Study 
Project staff and an Ad Hoc Project Review Committee appointed 
by the Chief of Police. 
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The major career development concerns identified by employees 
as reported by the consultant are: 

* Difficulty in obtaining transfers to desired job 
assignments; 

* Poor matching bet\veen job assignments and career 
interests; 

* Assignment of work on the basis of favoritism and 
seniority rather than the ability to do the work; 

* Poor training for future jobs within the Colorado 
Springs Police Department; 

* Promotional examinations which are not job-related. 

The consultant found current Department management personnel 
practices have the effect of discouraging transfers, proper 
training for future jobs, development of police generalists, 
and optimum use of available human resources. 

The consultant submitted recommendations on such subject 
matters as job descriptions, employee transfers, employee 
training, civilianization of sworn positions, merit pay, 
performance appraisal, and steps to implement a Career 
Development Program. The consultant recommended the 
establishment of a formal program of job rotation and 
job-related training for sworn officers and supervisors with 
emphasis on upgrading the duties and responsibilities of the 
patrol function. He recommended the development of a tech
nical career track as a supplement to the existing supervisory 
career track. He suggested that civilian talent exists to 
place in job assignments not requiring the capabilities of 
sworn personnel. To ensure proper development and implemen
tation of the Career Development program, he recommended the 
establishment of a Human Resources Division in which to 
consolidate record keeping, planning and personnel manage
ment functions needed to administer the program. The con
sultant developed job descriptions to assist management in 
deployment, budgeting, and reorganization decisions. 

The Police Study Project and the Ad Hoc Project Review 
Committee determined that the consultant's recommendations 
were sound in concept and deserved consideration. It was 
noted, however, that action was already being taken with 
regard to certain of the recommendations and elements of 
others were deemed inappropriate for the organization at 
this time. For example, organization/operational changes 
to be recommended in the Police Project phase II study 
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make it inappropriate at this time to civilianize some 
of the positions that the consultant had found did not 
require the capabilities of sworn officers. Both the 
Police Study Project and the Ad Hoc Project Review Committee 
concluded that the most important of the recommendations 
submitted was the development of a master plan for 
the development of police generalists, which includes regular 
~ransfers as a key element of the plan. The second most 
lmpor~ant reco~endation involves the development and use of 
a pollce technlcal career track. These and other actions 
deemed appropriate at this time are addressed in the attached 
Recommendations section of this chapter. 
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RECOMMENDATIONS 

(1) Establish a mandatory system of job rotation for 
sworn personnel in ranks of Police Officer through 
Deputy Chief which generally provides for all personnel 
transferring into the Patrol Division within spec
ified time periods. 

(2) Take the required steps to develop a Technical 
Police Operations Career Track through which 
officers would rotate in order to increase officer 
job satisfaction and advancement opportunities by 
the development of non-supervisory police general
ists. 

(3) Establish an annual merit compensation awards system 
for recognizing, through monetary payments, out
standing police officer performance. 

(4) Conduct job analysis of all unique civilian 
positions, as well as those positions currently 
occupied by uniformed police officers for which 
civilianization seems appropriate, and design 
necessary classifications to ensure meaningful 
civilian career tracks. 

(5) Establish a formal light-duty assignment policy 
similar to the policy that applies to civilian 
personnel to effectively handle the problems asso
ciated with officers who are temporarily unable to 
perform normal assignments due to physical or emotional 
disabilities. 

(6) Restructure the Department's training system as dis
cussed in Chapter VII to provide a centralized, coor
dinated approach through which organization and 
individual training needs can be assessed and a 
program can be designed to develop police general
ists, effective managers, and other skilled personnel 
necessary to accomplish the Department's objectives. 

(7) Support Personnel Departmen~ efforts to develop valid, 
job-related promotional examinations for all police 
civil service promotional positions by providing 
whatever resources and cooperation necessary to 
successfully complete the project. 
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(8) Design and regularly administer an effective performance 
appraisal procedure for all Colorado Springs Police 
Department employees. 

(9) I~st~tute a new positio~ ~f Staff Programs Supervisor 
wlthln the proposed Admlnlstrative Bureau to be re
sponsible for the development and administration of 
the Career Development Program, along with other 
Department personnel functions to be consolidated 
into this Bureau. 
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STUDY FINDINGS 

I. Introduction 

The Colorado Springs Police Department realizes that 
quality service delivery is largely dependent upon 
motivated and dedicated employees. In order to 
ensure a high performance level in the future, the 
Department decided to examine the benefits that might 
be realized from a formal Career Development Program 
focused on maximizing employee growth,udevelopment, 
and satisfaction, while contributing to optimum 
achievement of organizational objectives. Career 
development is a general term used to describe per
sonnel programs which involve a combination of: 

* Accurate, up-to-date position descriptions. 

* Conscious planning of job design to match 
organizational goals and objectives. 

* Job-related training and development of 
employees. 

* Conscious planning of the horizontal and 
vertical movement of employees through the 
organizationo 

* Integration of employee interests with organ
izational needs to the extent possible. 

* Maintenance of an employee talent inventory 
system. 

* Job enrichment. 

The available literature and studies dealing with career 
development in police agencies demonstrate the varying 
degrees to which the concept can be designed and im~le
mented consistent with needs and desires of respect1ve 
organizations and their employees. Models vary from 
programs dealing exclusively with educational develop
ment of top management to comprehensive systems of job 
redesign. 

The Colorado Springs Police Department has demonstrated 
its commitment to the operational philosophies embodied 
in the feQ~rally funded Integrated Criminal Apprehension 
Program (ICAP) and has adopted this program concept to 
form its basic strategy for police operations. The ICAP 
components - patrol emphasis, directed activ'ity, crime 
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prevention, crime analysis, and investigative case 
management - are considered to be processes that are 
basic to the efficient use of available resources. 
Similarly, career development is intended to maximize 
the potential capabilities of police personnel through 
increased motivation, job satisfaction, and professional 
mobility. Thus, both ICAP and career development are 
concerned with the best use of personnel ::::-esources, so 
it seems logical that they be integrated as a component 
of the Department's management plan. 

The ICAP model has a number of important prerequisi-tes: 

* Police officers must be developed as generalists, 
not specialists. 

* The patrol officer's and supervisor's jobs must 
be designed to include more directed activity, 
permitting greater mobility in job assignments 
from patrol to other units and back to patrol, 
rather than using patrol as a training ground. 

* Employee placement and mobility must be actively 
planned and controlled by management to accomplish 
Department objectives, rather than allowing those 
concerns to evolve on their own according to per
sonal interests of employees. 

In addition to these ICAP-mandated issues, the Colorado 
Springs Police Department has some other concerns relat
ing to the need to initiate a Career Development Program 
at this time. Reduced growth following a period of rapid 
expansion has produced a relatively young group of 3uper
visors, resulting in fewer opportunities for promotion 
and the need to provide more long-term, satisfying careers 
for non-supervisors. In addition, mobility of employees 
between work units is very restricted, contributing to 
tunnel vision and lack of coordination between units, 
causing career frustration and burnout for many officers, 
particularly those assigned to uniform patrol. 

Faced with the above problems and having access to 
federal discretionary grant funds, the Colorado Springs 
Police Department elected to contract with a consultant 
to design the requirements for a Career Development 
Program for the Department. After an extensive search, 
the firm of Seberhagen and Associates of Vienna, Virginia, 
was selected in July 1982. Dr. Sebcrhagen had conducted 
similar studies in several cities and is nationally 
recognized as being at the forefront of the police per
sonnel administration field. 
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The project included visits by the consultant to the 
Colorado Springs Police Department to interview Depart
ment managers and selected employees, work observation, 
relevant document review, and questionnaire administra
tion to all sworn and a selected group of civilian 
employees. Based on the results of these efforts, the 
consultant prepared a report of general findings and 
recommendations. This report was then integrated with 
the analytical study of Department operations conducted 
by the Police Study Project. This chapter's recommenda
tions are a composite of the consultant's report and the 
~oli~e Study P:oject's analysis of the Department's organ
lzatlonal requlrements. Several key findings were selected 
for primary consideration due to their scope impact and 
feasibility tor implementation. " 
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II. Study Overview 

The consultant's project commenced with a visit to 
the Colorado Springs Police Department in August 
1982. During this time, Dr. Seberhagen interviewed 
the Police Department's management staff, City Per
sonnel director, police psychologist, and several 
patrol sergeants and officers with the purpose of 
opening lines of communication and refining the pro
posed research methodology. The consultant also 
obtained and analyzed all available City, Police 
Department, and outside documents relevant to the 
current personnel system for Colorado Springs Police 
Department employees and possible problem areas within 
that system. 

Dr. Seberhagen designed and auministered three ques
tionnaire surveys to all sworn and some selected 
civilian employees. These questionnaires consisted 
of: 

* position Description Questionnaire to provide 
current information about duties and qualifi
ations for each job assignment. 

* Employee Talent Inventory to compile an inventory 
of the training and experience of each employee. 

* Employee Attitude Survey to evaluate current 
personnel practices and obtain constructive 
suggestions from the employee's point of view. 

Approximately 67 percent of the employees receiving 
the survey instruments completed and returned them. 
The results were computer analyzed, and several 
follow-up interviews and work observation periods 
were scheduled to obtain missing information and 
verify the accuracy of existing information. 

'l'he consultant subsequently listed the major career 
development problems from the employee attitude 
standpoint as: 

* Difficulty in obtaining transfers to desired 
job assignments; 

* Poor matching between job assignment and career 
interests; 

* Assignment of work on the basis of favoritism 
and seniority rather than the ability to do the 
work; 
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* Poor training for future jobs within the Colorado 
Springs Police Department; 

* Promotional examinations are not job-related. 

Dr. Seb~rhagen als~ observed that from the management 
standpo~nt, there 1S no active formal career planning 
for.p~llce Department employees to coordinate transfers, 
tra1nl~g, ~nd other personnel functions with the goals 
and Ob]ect1ves of the Department. 
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III. Consultant Recommendations 

The consultant recommended a series of changes in 
existing Police Department personnel management 
practices. He theorized that the Department should 
establish a formal program of job rotation for all 
sworn officers, supervisors, and managers with emphasis 
on upgrading the duties and responsibilities of the 
patrol function. He further suggested creation of a 
Technical Career Track in addition to the existing 
Supervisory Career Track to facilitate the develop
ment of police generalists among non-supervisory 
employees. Employees would need to qualify for 
such positions and after an alloted time, would be 
rotated into another position. Dr. Seberhagen 
wrote new job descriptions for 87 Police Department 
job assignments and emphasized the need to update 
these descriptions regularly to reflect changes in 
organizational structure and other dynamic aspects 
of the work environment. 

The consultant recommended sweeping changes in the 
Department's training program: centralizing training 
responsibility in the Training Division, developing 
a consolidated employee talent information system, 
and improving approaches to the delivery of in-service 
and supervisory development training. Dr. Seberhagen's 
training suggestions were embraced almost in their 
entirety and are addressed in detail in the Training 
Chapter VII of this report. 

Another concept addressed by the consultant was 
civilianization. He identified 44 positions in the 
Department that could be incrementally civilianized, 
resulting in sUbstantial salary savings with no drop 
in service levels. Suggestions to upgrade the 
existing evaluation system and to establish salary 
step ranges within the promotional ranks were also 
offered. 
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IV. Proposed Action 

The Police Study Project reviewed the consultant's 
report in light of organizational and operational 
analysis undertaken during the course of the Project's 
overview of the Police Department. All of the con
sultant's recommendations were sound in concept and 
deserve consideration. However, some are already 
be~ng accomplished and others were deemed inappro
prlate for the organization at this time. For 
example, civilianization of high-level jobs in the 
Police Department reduces promotional opportunities, 
and, until a viable Technical Career Track is actually 
established, it seems inappropriate to decrease pro
motional possibilities for sworn officers. 

The issue of improving the job relatedness of pro
motional examinations is already being addressed by 
the Personnel Department. An independent effort on 
their part resulted in a much more effective, job
related sergeant's test being administered in May 1983 
with plans to bring other ranks under a similar system 
in the future. 

Several other recommendations were felt to be par
ticularly promising for the Police Department's 
organizational strategy, and these have been recom
mended for implementation. The basic issues sur
rounding these selected recommendations will be 
explored in following sections. 

A. Job Rotation System 

The primary objective of a formal position 
rotation system is to increase horizontal 
mobility for Police Department employees, 
by permitting all officers to explore different 
jobs in the organization, thus knowledgeably 
pursuing their career interests. Other objec
tives are increased availability of properly 
prepared, experienced personnel for all posi
tions; maintenancE of a consistent cadre of 
well-trained, experienced officers in the 
uniform patrol function; improved employee 
morale through better access and understand
ing of career opportunities within the Police 
Department; and more equitable distribution 
of desired job assignments. 

As was stated previously, the Police Department 
management has virtually no active strategy for 
employee mobility except in the case of punitive 
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or disciplinary transfers. Virtually no historical 
records of the actual numbers and types of employee 
transfers are available, but movement in and out of 
assignments is extremely limited. 

Dr. Seberhagen listed four main reasons transfer 
opportunities have been so limited within the 
police Department: 

* Management Policy. The Department has tra
ditionally left transfer decisions to employ
ees, except in disciplinary cases. One of 
the best examples of this practice came to 
light in the examination of undercover 
operations (Chapter III). Some undercover 
agents have remained in positions for more 
than six years. This is in direct opposition 
to commonly accepted personnel practices for 
these type operations. 

* Light Duty. Some employees have temporary 
physical disabilities which limit the range 
of job assignments they can perform accept
ably. This category of employees is increas
ing, and they are often placed in sp~cial 
assignments determined almost excluslvely by 
the disability rather than their ability. 

* Ineffective Workers. Some employees who have 
not performed well in regular job assignments 
have been transferred to 'closet jobs' rather 
than solving these employee problems in a more 
direct manner. 

* Favorable Job Assignments. When employees 
are fortunate enough to get a job assignment 
they like, they usually try to stay there as 
long as they can, sometimes even declining to 
compete for promotional opportunities. 

If the Career Development Program is to be success
ful the police Department must increase the horizon
tal' mobility opportunities for its employees. The 
Department should design a 'm~ster,plan' ,for the 
development of police generallsts lncludl~g :egular, 
periodic transfers for all em~l?y~es. ThlS lncludes 
reassignments to the Patrol D1V1Slon for most 
officers after every two years spent in a special 
assignment. Ther, are some w~o argu~ that by 
rotating officers out of speclal asslgnments, 
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the service delivery quality of these units will 
be diminished. However, experience indicates 
~hi~ s~ppos~tion might be erroneous. Initially, 
1t 1S 1110glcal to presuppose special units 
always have the best qualified persons in these 
assignments. In reality, very few employees in 
these units, including poor performers, are ever 
transferred. Thus, those employees \vho may in 
fact be more qualified are prohibited from enter
ing the units because of limited opportunity. 

The following rotation system assures a system
atic exchange of personnel between patrol and 
non-patrol assignments. Through the use of 
staggered rotation, units can maintain contin
uity. 

1. Rotation for Police Officers I-IV 

The proposed organizational strategy illus
trated in Chapter X allocates police officer 
positions as follows: 

Office/Bureau/Section 

Executive Office: 

Operations Support 

Investigations Bureau: 

General Investigations 
Special operations 

Administrative Bureau: 

Radio Room 
Various 

Patrol Bureau: 

Traffic 
Administration 
Patrol 
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Assigned Police Officer 

10 

45 
29 

9 
7 

25 
2 

179 

306 

There are 128 positions outside of patrol and 
179, or 58 percent of the officers, in patrol. 
Thus, it is necessary to have a system that 
maintains approximately 60 percent of police 
officers in patrol. Additionally, not all 
police officers are eligible to rotate. Guide
lines dictate that fourth-class (probationary 
employees) are not included in the rotation 
and the third-, second-, and first-class years 
count as time in patrol. Thus, rotation of a 
new officer will not take place until the com
pletion of the first-class year (four years 
of service). 

Of the 179 officers currently in patrol, their 
anniversary dates are as follows: 

Cumulative Count 

91 
99 

115 
158 
164 
179 

Status 

are first-class now 
will be first-class November 1983 
will be first-class April 1984 
will be first-class october 1984 
will be first-class January 1985 
will be first-class January 1986 

Another dimension to the initial movement is 
that virtually all of the persons in special 
units have exceeded the maximum time in those 
units and should be rotated back to patrol. 
The proposed plan concept that follows staggers 
this movement, transferring one-third of the 
unit for three years, thus maintaining con
tinuity. 

Table VIII-l shows the proposed rotation pat
terns for police officers. It is important 
to note that although the diagram shows rota
tion by groups, this is merely illustrative. 
Career development plans will be delivered 
for each individual. The diagram depicts a 
typical rotation pattern and roughly approxi
mates the percentages of personnel in special 
and patrol units. The table divides the 307 
police officers into eight groups of approxi
mately 38 employees. Each group is numbered 
at the left (1, 2, 3, ... ). The letters 
'pI and'S' stand for Patrol and Special (those 
units outside patrol). The numbers at the top 
of the chart represent years of assignment. 
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TABLE VIII-l 

PROPOSED POLICE OFFICER ROTATION CONCEPT 
(307 POLICE OFFICERS) 

Group 1984 1985 1986 1987 1988 1989 1990 1991 1992 1993 

1* 
2* 
3* 
4** 
5** 
6** 
7** 
8*** 

P 
S 
S 
S 
p 

P 
P 
P 

P 
P 
S 
S 
S 
P 
P 
P 

P P S 
P P S 
P P P 
P P P 
S P P 
S S P 
S S P 
P S S 

P P P P S 
S P P P S 
S S P P P 
S S P P P 
P S S P P 
P P S S P 
P P S S P 
P P P S S 

#1, 2, 3 currently special. 
**currently in patrol. 

***fourth and third class. 

NOTE: 5 groups in patrol; 3 groups in special units 

As can be seen, for seven of the eight groups, 
the pattern is three years in patrol and two 
years outside of patrol. The eighth group may 
opt for four years in patrol and one in a 
special unit. This scheme maintains the 
approximate 60 percent ratio required in patrol. 
Groups 1, 2, and 3 would be for those persons 
who are now in special units. 

By 1986, all employees will have begun their 
tour in patrol. Additionally, Groups 4, 5, 6, 
and 7, those who are now in patrol, will have 
begun their special assignment. Those in Group 
8 are those who in 1987 will just become eligible 
for rotation. All employees will be reassigned 
within a five-year time frame. 

2. Rotation of Police Sergeants and Above 

Rotation of sergeants presents a more complex 
problem due to the disproportionate number of 
supervisory assignments outside the Patrol 
Bureau. 

Fifty-eight percent of the Department's 
sergeants and 75 percent of lieutenants are 
in special assignments as compared with 42 
percent of the police officers in similar 
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assignments. These figures indicate oppor
tunity for substantial movement by present 
patrol supervisors into specialized positions. 
In actuality, there are no more upper-level 
transfers than at the police officer level 
under our existing distribution. 

For the ranks of sergeant and above, the 
specialized assignments will be from three 
to six years in duration before returning to 
patrol for two or three years. This schedule 
will be more difficult to administer, but 
it allows even more flexibility in career 
planning for individual managers. Tables 
VIII-2 and VIII-3 present a rotation concept 
for police sergeants and police lieutenants, 
respectively. 

TABLE VIII-2 

PROPOSED POLICE SERGEANT ROTATION CONCEPT 

Group 1984 1985 1986 1987 1988 1989 

1 
2 
3 
4 
5 

P 
P 
S 
S 
S 

P 
S 
P 
S 
S 

S S S 
S S P 
P S S 
S P P 
P P S 

NOTE: Time in special assignment can be assigned according 
to need. Example: Assignments in special units can 
be divided into two 2-year assignments, one 3-year 
assignment (3 + 3 option), one 4-year assignment. 
Accommodates 52 sergeants: 21 in patrol and 31 in 
outside. 
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Group 

1 
2 
3 
4 

TABLE VIII-3 

PROPOSED POLICE LIEUTENANT ROTATION CONCEPT 

1984 1985 1986 1987 1988 1989 1990 1991 ---- ---- ---- ---- ---- ---- ---- ----
S S P P S S S S 
S S S S S S P P 
S S S S P P S S 
P P S S S S S S 

NOTE: Six-year tours can be divided as needed. 
Accommodates 16 police lieutenants: 

Patrol 
Exec. 
Gen. Inv. 
Spec. Inv. 
Admin. 

4 (includes 1 administrative lieutenant) 
2 
3 
2 
5 (4 groups of 4 each) 

All non-probationary sworn positions below the 
rank of Chief in the Police Department would 
be included in the rotation program. It is 
recognized that civilians should be considered 
in a long-range plan, but their inclusion at 
this time is not feasible. 

The Police Chief will have the option of excusing 
certain individuals thought to be critical to 
Department operations. However, this should take 
place infrequently and only after all possible 
replacement alternatives are exhausted. Certain 
job assignments corresponding to the Technical 
Career Track discussed in a later section of this 
repo~t could be designated as extended duty tours 
for Job-related reasons. The technical skills 
required may not make it cost-effective for regular 
transfer, but the benefits accrued by horizontal 
mobility are so substantial that even these tech
nical positions must rotate after two regular-duty 
tours. 

Transfers into special units when unplanned openings 
occur can be handled according to existing transfer 
policy with applicants drawn from the group of off i
c~rs.next scheduled to rotate out of patrol. Dis
c~pl~nary transfers are still a management option 
but should be used infrequently. Attempts should 
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be made to improve problem employees' performance 
through additional coaching, training, and counsel
ing, culminating in either improvement or dismissal. 

The new in-service training program explained in 
Chapter VII consisting of advanced mini-academies 
corresponding to special unit assignments and 
offered periodically throughout the year will 
facilitate preparing recently transferred offi
cers for special duties. Conversely, officers 
rotated back to patrol after long assignments 
in special units could run through a limited 
version of the existing P.T.O. Program to 
quickly adapt to uniform responsibilities. 

B. Technical Career Track 

The Colorado Springs Police Department should 
develop a Technical Police Operations Career 
Track to supplement the existing supervisory 
track. This action would facilitate the devel
opment of non-supervisory police generalists, 
increase advancement opportunities and job 
satisfaction, provide opportunity for salary 
advancement, and develop increased technical 
skills and knowledge to apply to specific 
service delivery areas. 

The Technical Track will exist independent of the 
Civil Service Promotional System. The Technical 
Track concept provides for recognition and addi
tional compensation in the form of position or 
assignment pay for those positions with~n the 
Police Department which are identified as requir
ing specific knowledge, skills, and abilities 
(KSAs) in addition to those normally associated 
with positions allocated to a given rank or job 
classification. The criteria for identifying 
such positions will be: 

* The added KSAs must be of a sufficient 
magnitude to warrant special treatment 

* The duties and responsibilities which 
require such KSAs must be performed on 
a regular recurring basis. 

* The number of such positions shall be 
determined solely on the basis of need. 
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Selection procedures would be similar to the 
e~is~ing Master,patro~ Officer Program, con
slstlng of requ7red tlme in grade, training and 
background requlrements, proficiency tests when 
appropri':lt~, and inter;riews by selected managers. 
T~e speclflc compensatlon for a given assignment 
wlll be based on an analysis of the nature and 
scope of the added KSAs. Satisfactory annual 
performance evaluations will be required in order 
to continue receiving such compensation. 

The consultant suggested several joh assignments 
for possible consideration in a Technical Track: 
Mas~er Patrol Officer, Major Case Investigator, 
Acc7dent Investigation Specialist, Field Training 
Offlcer, Special Tactics Officer, and Communi
cations Specialist. It is recommended that the 
Police Department and Personnel Department initiate 
cooperative efforts to analyze all positions in 
the orga~ization that might be appropriately 
grouped lnto a Technical Police Operations Career 
Track. O~ce assignments are identified, selection, 
compensatlon, and administration policies will be 
developed. 

In addition, the Department should recognize the 
n~ed to use ~oth monetary and non-monetary incen
tlves to motlvate employees toward superior job 
performance. Various non-monetary rewards (choice 
of v':lcation, officer-of-the month/year, reserved 
parklng space, etc.) have potential to positively 
affect employee performance. Annual merit compen
sat~on awa~ds for outstanding performance by sworn 
poll7e offlcers over a 12-month period should be 
provlded. Compensation would be in a lump-sum 
payment equal to five percent of the employee's 
current annual base salary. All officers and 
managers in the Department would be eligible for 
consideration. Nomination and approval for merit 
pay wi~l be in accordance with existing City policy 
on me~lt award~. More flexible use of compensation 
prac~lces,provldes a solid opportunity to assure 
contlnuatlon of the type superior performance 
required of Police Department employees. 

C. Civilianization 

?r. Seberh~gen also analyzed each job assignment 
In the Pollce Department concerning the need for 
sworn status to perform the work. The consultant 
re7ommend7d,the following criteria for deciding 
whlch posltlons should be filled by sworn officers: 
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* The position makes arrests. 

* The position supervises employees who make 
arrests. 

* The position is in a natural career track 
with positions which make arrests. 

* The position is otherwise required by law 
to be sworn. 

Based on these criteria, the consultant identified 
44 positions now filled by sworn officers appro
priate for civilianization: 

TABLE VIII-4 

SWORN POSITIONS RECOMMENDED 
FOR CIVILIANIZATION 

Total 
Savings 

Total Sworn Est. Civil. All 

Job Title positions Salary Salary* positions 

Abandoned Vehicle 
Officer 1 $24,972 $18,000 $ 6,972 

Building Security 
Officer 2 23,964 18,000 11,928 

Communications Lt. 1 33,084 30,000 3,084 

Communications Sgt. , 
Administrative 1 28,236 24,000 4,236 

Communications Sgt., 
Shift 3 28,236 20,000 24,708 

Court Liaison 1 23,964 18,000 5,964 

Crime Scene Tech. 1 23,964 21,924 2,040 

Data Processing Sgt. 1 28,236 27,888 348 

Desk Officer 5 23,964 14,586 46,890 

Evidence Cust. Sgt. 1 28,236 25,213 3,023 

Evidence Cust. Asst. 1 23,964 21,924 2,040 

Forensic Lab Lt. 1 33,084 26,000 7,084 

Personnel Sgt. 1 28,236 25,476 2,760 

Planning & Research 
Officer 2 23,964 22,000 3,928 

police Dispatcher 9 23,964 17,232 60,588 

polygraph Operator 2 23,964 22,000 3,928 

Range Master 1 23,964 20,000 3,964 

Range Master Asst. 1 23,964 18,000 5,964 

Records and ID Lt. 1 33,084 30,000 3,084 

Staff Services Capt. 1 38,568 33,000 5,568 

Substation Officer 2 23,964 14,586 18,756 
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Job Title 

TABLE VIII-4 

SWORN POSITIONS RECOMMENDED 
FOR CIVILIANIZATION 

(continued) 

Total Sworn Est. Civil. 
positions Salary Salary 

Total 
Savings 

All 
positions 

Substation Sgt. 1 $28,236 $16,774 $ 11,462 
Supply Officer 1 23,964 16,000 7,964 
Training Capt. 1 38,568 37,884 684 
Training Lt. 1 33,084 31,776 1,308 
Training Sgt. 1 28,236 28,000 236 

44 $248,511 

NOTE: Salary figures are based on C;ty's 1983 1 .... sa ary schedule. 

* Step 4 (maximum salary range). 

As the figures show, the Police Department could 
save almost $250,000 per year in salaries with no 
probab~e,drops in service quality if the recommended 
44 P~s7t7on~ were civilianized. Other advantages 
of cl.vl.ll.anl.zation are: 

* Greater ability to fill specialized positions 
wl.th ~ersons who have expert training and 
_"'xperl.ence. 

* Increased promotional opportunities for 
civilian employees. 

* More sworn officers available to achieve the 
operational goals and objectives of the Police 
Department. 

Examin~tion of Table VIII-4 points out that several 
superVl.sory, management, and technical positions 
are recommended for civilianization. While these 
recommendations are inherently sound and logical 
the~ address positions within the current organi~ 
zatl.on structure, and Chapter X of this report 
p~opo~e~ ~ n7w strategy which dictates that almost 
all cl.vl.Il.anl.zation considerations be held in abey
ance for the time being. Also, the Promotional 
Career Track is the only viable career development 
component actually in place at this. time, and no 
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action should be taken to reduce promotional 
opportunities until alternate career paths are 
a reality. The technical positions need to be 
preserved to provide a greater spectrum of oppor
tunities for officers in the mandatory rotation 
program. Obviously, the police Department should 
fill each position with the best qualified person 
available, rather than artificially limit compe
tition just to sworn officers for the purpose of 
creating promotional opportunities. However, 
after the rotation and training career development 
concepts have had a period of time to take effect, 
qualified candidates should exist within the sworn 
ranks to fill most of the administrative-type posi
tions. Those that cannot or should not be consis
tently filled from the sworn ranks can be selected 
from civilian candidates. The negative aspects of 
extensive civilianization at this time outweigh the 
benefits. 

The preceding comments should not preclude the 
police Department from examining any jobs inappro
priately occupied by sworn officers. Returning 
these individuals to regular duties and either 
filling their previous jobs with lower-paid civilians 
or consolidating the duties with other positions 
could provide a manpower supplement for line 
operational activities. Eliminating 'closet jobs' 
should have no negative impact on employee moti
vation and could provide additional opportunities 
for non-sworn'horizontal and vertical mobility. 

It is recommended that the Police Department request 
the personnel Department to conduct job analyses on 
all non-generic civilian positions within the police 
Department as well as those positions currently 
occupied by uniformed police officers for which 
civilianization seems appropriate. The expected 
result of such a project is to develop the proper 
number of classifications and job families in order 
to design a meaningful civilian career track within 
the police Department. with the increased emphasis 
on civilian positions, such an effort would be 
beneficial in developing a technically trained 
and highly productive civilian work force. This 
effort would also facilitate the civilianization 
process for those uniformed positions identified 
as meeting the criteria for civilianization. 

A new job classification titled "police Service 
Aide" to accommodate the assignment of former 
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City Marshal's Office employees to civilian 
status in the Police Department should be among 
the new classifications to be developed (see 
Chapter IX). These employees would perform 
selected functions now being accomplished by 
police officers which do not require someone 
of sworn status. This would free one sergeant 
and. three police officers to return to operational 
ass1gnments determined most beneficial to the 
Department. The Police Service Aide classifi
cation would consist of the following titles and 
duties: 

Title 

Police Service Aide 

Deputy Police Service Aide 

Duties 

Replace East Substation 
sergeant, supervise 
Teles6rve clerks, and 
be responsible for secu
rity and facilities con
trol at East Substation. 

Serve as desk receptionist 
at Police Headquarters, 
assist with D.U.I. testing 
and processing, and serve 
subpoenas and Municipal 
Court process when neces
sary. 

These job classifications will allow easy assimi
lation of former City Marshal's Office employees 
in the Police Department in positions similar in 
knowledge, skills, and abilities to their original 
duties. 

Light-Duty Assignment Police 

The Police Department must establish a formal 
light-duty assignment policy to more effectively 
deal with the organizational problems presented 
by officers who are unable to perform regular 
duties on a long-term basis due to physical or 
emotional disabilities. Increasing numbers of 
employees are being included in this category. 

Presently, approximately ten Uniform Division 
officers and presQmably some special unit workers 
are unable to perform regular patrol duties. The 
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proposed rotation plan requires employees to 
return to patrol at regularly scheduled intervals, 
so theoretically, all sworn employees must be 
able to perform uniform patrol duti8S. Long
term disabilities cause an erosion of the actual 
number of positions authorized to achieve the 
objectives of the Department. If an officer 
cannot perform regular duties due to temporary 
disabilities of some kind, it is appropriate to 
transfer the individual to a temporary light
duty assignment, possibly similar to that of a 
police Service Aide in nature. The assignments 
can be handled as exceptions to mandatory job 
rotation upon approval by the Chief of Police. 

The assignments should not be approved without 
documented medical opinion and then shou~d be 
for a limited period of time in accordance with 
the City Personnel police and Procedures Manual 
rela.ting to temporary light-duty assignments. 
Once a transfer of this type is made, it must be 
closely monitored to assure the duration is 
within acceptable limits. At the termination of 
the light-duty ~ss~gnment, the employee must: 

* Return to full-duty status. 

* Secure a disability retirement. 

* Apply for a civilian job within the 
Department if an opening exists for 
which he/she is qualified. 

* Apply for a limited time extension by 
the police Chief based on extenuating 
circumstances. 

* Terminate employment with the Department. 

E. Training 

Presently, responsibility for employee training 
with the police Department is divided among 
several units. According to Dr. Seberhagen, the 
result of this decentralized approach has been: 
(1) poor coordination of training needs assess
ment, (2) inefficient use of training resources, 
and (3) uneven training of police Department 
employees. He recommends restructuring the 
Department's training system to more adequately 
address organizational and individual training 
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needs and provide a more centralized, coordinated 
approach designed to develop police generalists, 
managers, and other skilled personnel needed to 
accomplish the Department's objectives. 

This approach includes redesign of in-service 
training into annual 'mini-academies' tailored 
to individual unit's training needs and scheduled 
to accommodate annual work load fluctuations. An 
automated personnel training skills inventory 
will be designed to track training needs and more 
adequately match employee skills and desires with 
organizational needs. A more structured approach 
to supervisory/management training will be imple
mented. 

The Personnel Department presently provides manage
ment development seminars and regular participation 
in these programs will be scheduled coinciding with 
internally developed classes focused on the Depart
ment's specific needs. A more detailed explanation 
of recommended training changes can be found in 
Chapter VII, analyzing the Police Department's 
training function. 

F. Promotional Examinations 

The results of the Employee Attitude Survey clearly 
indicated that the majority of Police Department 
employees felt that non-job-related promotional 
examinations were contributing to some degree of 
ineffectiveness in progression through the organi
zation's Management Career Path. This coincides 
with the City Attorney's Office opinions that 
sections of the present promotional examination 
procedures may not be structurally sound enough to 
withstand legal scrutiny under a Title VII challenge. 

The Personnel Department recognized these issues 
prior to the Career Development Project. In 19~2 
they contracted with Dr. Steven Wollack, a lead~ng 
authority in public safety selection procedure~, 
to design a new promotional process for select10n 
of police sergeants. This test was first adminis
tered in Colorado Springs in May 1983 and appears 
to be a more valid, effective selection device than 
was used previously. Plans are now being developed 
to design a similar process for other Department 
ranks. 
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Since the Police Department is fortunate enough 
to have the Personnel Department already engaged 
in this project, it is recommended that the 
Police Department continue to support the effort 
and provide whatever resources and cooperation 
deemed necessary to successfully complete the 
effort. 

Also, the Police Department should solicit help 
from the Personnel Department in designing 
reasonable job-related selection criteria for 
the positions that are eventually to be included 
in the Police Technical Career Track. 

G. Performance Appraisal 

The Police Department currently has two evaluation 
procedures: one for civilian employees, distri~ 
buted through the Personnel Department, and one 
recently developed for sworn officers. Prior 
to 1982, many Department employees had not had 
a formal performance evaluation in three or four 
years. The new promotional tests include a per
formance rating factor, but this does not provide 
detailed feedback to employees on how to improve 
future work performance. 

Performance appraisal can play a significant role 
in the Career Development Program if it has the 
full backing and active support of Police Depart
ment management. The main responsibility of 
supervisors is to see that the work is accomplished 
properly so supervisors must constantly evaluate 
work performance. Therefore, top management should 
provide the necessary time and resources to develop 
and administer a good evaluation system. 

Dr. Seberhagen provided several general suggestions 
which the Department should consider to ensure that 
present and future performance appraisal efforts 
are effective. The consultant recommended the 
following objectives for a performance appraisal 
system: 

* Focus work efforts toward the goals and 
objectives of the Police Department. 

* Improve communications between supervisors 
and subordinates. 

* Motivate employees by providing feedback 
on how they are progressing. 
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* Identify performance problems which need 
correction. 

* Give recognition to a job well done. 

* De'ign individualized career development 
pL __ .s for employees to help them become 
police generalists and managers. 

* Provide a source of reliable, valid and 
defensible information for management 
decisions. 

In order to best accomplish these objectives, 
redesign of the existing system should be con
sidered. 

The ratings should be frequent enough to ensure 
accuracy and prohibit small samples of recent work 
performance from exerting undue influence over 
much larger amounts of work performance. Quarterly 
ratings and an exit rating before transfer or pro
motion were recommended. Systematic documented 
observation of work performance was suggested, 
which would encompass keeping daily records of 
specific examples of good and bad performance, 
to assure these events would not be forgotten. 
More consistent review of the formal work product 
of subordinates was also suggested. Supervisors 
must maintain objective statistical data relevant 
to the work performance of each employee appro
priate to each job assignment. Substantial amounts 
of narrative com~ent and opportunity for employee 
input are vital to an effective product. 

Perhaps the most important part of any performance 
appraisal form is an "Employee Development Plan." 
This allows a supervisor to give specific advice 
to subordinates on what short- and long-term actions 
the individual can pursue to become a better employee. 
This section should include at least four major cate
gories: 

* Work Behavior. Specific actions required 
on the job. 

* Training. Specific training which would 
improve performance. 

* Job Rotation. Specific transfer assign
ments in the Police Department which would 
be particularly good for employee develop
ment. 
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* other. Specific actions as appropriate 
to deal with individual problems. 

To ensure proper use of the performance appraisal 
system, a detailed procedural manual should be 
developed and regular training on performance 
rating provided to supervisors. 
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V. Implementation 

A successful Career Development Program requires the 
coordination of all Department personnel management 
functions toward a common set of objectives. Some 
activities will obviously have to be implemented 
and carried out incrementally over extended time 
periods. Each recommended change must be carefully 
monitored to ensure its utility for the Department. 

The recommendations previously listed seem most 
appropriate for initial implementation. Managers 
and employees of the Department should have oppor
tunities to comment and provide constructive 
criticism before the design is finalized. The 
communication concerning the proposed program could 
be accomplished through a combination of methods: 

* Brief memoranda for each employee. 

~ Detailed briefings for supervisors and 
managers. 

* Development of new Department policies and 
procedures dealing with career development 
issues. 

Once final decisions are reached by Police Depart
ment management, total support must be given to 
implementation of the recommendations in as timely 
a manner as possible. Some suggested changes will 
no doubt run counter to traditional Department 
practices thereby generating controversy. These 
concerns should not be allowed to hinder progress 
toward a more effective personnel management system 
within the Department. An implementation strategy 
with critical paths and time frames to accomplish 
the preceding recommendations must be established 
and progress toward goal achievement strictly moni
tored by the Police Chief. 

The actual administration of the Career Development 
Program will be a complex, demanding effort, especially 
during the initial stages. It is recommended that a 
new position of Staff Programs Supervisor be instituted 
within the proposed Administrative Bureau in the 
Department. This position would be responsible for 
development and administration of the preceding Career 
Development recommendations and consolidation of other 
personnel functions presently performed with the 
Police Department. The position will require background 
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and experience in personnel management and police 
administration. Existing Department employees 
with personnel-related responsibilities, such as 
recruiting and volunteer coordination, would be 
consolidated under this position. Duties could 
include: 

* Regular updates of position descriptions, 
including assessment of the impact of 
changes to a position's assigned duties 
and responsibilities, and coordinate 
appropriate job audits with the Personnel 
Department. 

* Manage rotation and internal transfer program. 

* Maintain centralized Employee Information and 
Talent Inventory. 

* Assist Personnel Department in design of a 
Technical Career Track and oversee selection 
standards and compensation. 

* Design a phased civilianization program to 
achieve infusion of technical skills and 
produce salary savings. 

* Develop forecasting systems for manpower 
requirements at each level of the Depart
ment and succession planning for key 
positions. 

* Oversee volunteer services programs. 

* Counsel Department employees about available 
jobs and preparation required for each posi
tion. 

* Administer an effective performance appraisal 
system for both sworn and civilian employees. 

* Assume personnel duties which are the 
responsibility of the Police Department, 
including personnel transactions, record 
keeping, etc. 

* Liaison with Personnel Department on promotion, 
selection, and recruitment efforts. 

* Coordinate with Training Unit on training 
needs for selected positions. 
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* Assis~ in d~sign of entry-level testing for 
certa1n Pol1ce Department jobs. 

* Monitor Department's Affirmative Action 
Program. 

* Assist Department managers in design and/or 
restructuring positions. 

The ~ntent of the Staff Programs Unit is to provide 
the 1ncreased level of service needed to ensure proper 
personnel management within the Police Department. 
The Personnel Department and/or Civil Service Commission 
would 70ntinue to set personnel standards and have final 
a~th,?r1ty over everything within their respective juris.
d1ct10ns. The Staff Programs Unit would handle those 
personnel matters that must be administered at the 
Department level. 

Authored By: 

(!l#-; <i?#J2 ->--=-W~lliam Flanagan ~ ~ 
Police Deputy Chief 

~~i~~(~ 
d'L~.\~ 
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CHAPTER IX 

~1ARSHAL'S OFFICE 

SUr-lMARY 

The Police study Project's orientation is m~inly the opera
tional analysis of the Colorado Springs Fol~ce Department; . 
however a determination was made to include in the Phase II 
effort the study of the Marshal's Office. This City's Mar
shals, pursuant to interpretation of the State cri~inal Code, 
have peace officer status and are therefore author~zed to 
enforce federal, state, and local laws. The City Manager, 
however has limited the Marshal's Office role to that pri-, . f 
marily involved in providing law enforc7ment se7v1ces or 
the I>1unicipal Court only. The purpose ~n study~ng the 
Marshal's Office was to answer such questions as: 

1. To what extent is there overlapping jurisdiction 
between the Police Department and the Marshal's 
Office responsibilities and service delivery 
efforts? 

2. Are all of the activities performed by the 
Marshal's Office necessary, and if so, are 
they being performed in an efficient manner? 

3. Is there a more optimal plan for rendering su.ch 
services? 

The Marshal's Office has three primary areas of responsibil
ities, and the manner in which resources are utilized in 
fulfilling these are as follows: 

Responsibility 

Serving of legal documents 

Prisoner and cash transport 
and courtroom security 

Parking meter enforcement 

Estimated Percent 
Resource Commitment 

54.0 

13.0 

33.0 

100.0 

Legal documents served include warrants, subpoenas, complaints 
and summonses, show cause orders, bad-check follow-up, and 
miscellaneous papers. Prisoner and cash transport and court
room security ,encompass the transporting of City prisoners 
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and bond and fee monies from County Jail to ~1unicipal Court 
and Violations Bureau, respectively; transporting of Violations 
Bureau receipts to the Office of the City Clerk-Treasurer; and 
maintenance of order during courtroom hearings. Parking meter 
enforcement covers 2,204 parking meters located almost entirely 
in the downtown area. 

The Police Study project Phase I recommendations were partially 
aimed at increasing the amount of patrol time available for 
directed assignments at certain times of the day and day of the 
week. Honitoring of the Phase I enhancements, as d.iscussed in 
Chapter I of this report, has revealed that sufficient blocks 
of unconunitted time now exis,t to accommodat.e the development 
of a substantially improved patrol management program. Plans 
for utilizing this time include improved traffic enforcement, 
expansion of D.U.I. program, increased crime prevention, a 
role in fol10W-UP of reported crime investigation, directed 
patrol assignments, and legal document service. Legal docu
ments to be served include misdemeanor and felony warrants 
out of County and District Courts, respectively. 

The transfer of misdemeanor warrants out of Municipal Court 
from the Marshal's Office to the Police Department, along 
with other legal document services furnished by the Marshal's 
Office, would be extremely cost effective. Uncommitted patrol 
time exists to perform these activities, and the transfer of 
these responsibilities to the Police Department could either 
permit a budget reduction or enable the saved manhours to be 
applied to other critical police service needs. Should the 
uncommitted patrol time eventually be consumed on more critical 
service requirements, certain of the document service 
requirements could be assumed by other job categories. 
Affected Marshal's Office positions can be re-classified 
and utilized in the "desk assignment" and in supporting the 
expansion of the D.U.I. program. Improved supervision can 
be provided to and levels of service received from the parking 
meter enforcement, prisoner transport, and courtroom security 
programs, if they also are transferred to the Police Department. 
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(1) 

(2) 

RECOMMENDATIONS =...;;;...;.---_.-
That the Marshal's Office be transferred from the 
Office of the City Clerk-Treasurer to the polic7 
Department and the police Department be re~pons~b~e 
for coordinating the drafting of the enabl~ng leg~~
lation and developing and implementing a strategy or 
accomplishing this action. 

That the Marshal's Office be int7grate~ ~n~o the 
police Department by re-classify~ng/ut~17z~ng 
Marshal's Office positions in the follow~ng ~a~ner 
subject to pe:s~nne~ Department approv~l of JOo 
duties, class~f~cat~on, and pay levels. 

No. 
positions 

Present 
Classi<~ication 

Proposed 
Classification 

Proposed 
Use 

4 

1 

4 

2 

1 

1 

1 

(3) 

Parking 
Enforcement 

Officer 

Marshal Chief 

Marshal 

Marshal 

Secretary 

Clerk 
Dispatcher 

Clerk Adm. II 

No Change 

police Service 
Aide 

Deputy police 
Service Aide 

Security 
Officer 

No Change 

Dispatcher 

No Change 

Parking 
Enforcement 

supervisor 
of Desk & 

DUI & 
Teleserve 

Desk & DUI 

Court 
Security & 
Prisoner 
Transport 

Clerical 

Radio Room 

Case Status 

That patrol officers assume the responsibility of 
serving legal documents now served by the Harshal's 

Office. 
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(4 ) 

(5) 

(6) 

(7) 

That par~i~g citations be e~\;<:used in conforrnG.nce with 
the P7ov~s~ons. of City Code 4-5-105" as to be modified, 
and "'!~th a.pol~c:( to be cl~ve1opea. for the City Manager's 
cons~derat~on wh~ch defines ::he procedural process. 

TJ:at vehicles accumulating t11l.,<;e unpaid parking 
t~ckets be entered in the Police Department's Want 
and ~iarran~ Prc;>gram and this be the point from which 
the. Boot L~s~ ~s prepared and th:~t all owners of 
veh~cles ag~~~st which a parking ticket goes unpaid 
be sent a del~nquent notice. 

That the letter program for warrant servicing used by 
the Mars~al's Office be expanded by the Police Depart
ment to ~nclude a second follow-up letter. 

That t~e Police Department complete a study of all 
costs ~~volved.to service: (1) warrants and propose 
~ppropr~ate adJustments to the $10 and $20 fees now 
~n use along with its application to show cause 
orders, and (2) subpoenas requested by the defendant 
and propose a fee to recover such service process costs. 
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STUDY FINDINGS 

Introduction 

The City of Colorado Springs mak7s.use.of sev7ral.dif
ferent police officer-type class~f~cat~o~s wh~c~ ~nclude 
Police Officer Marshal, Park Patrol Off~cer, P~kes Peak 
Highway Patrol' Officer, and Noise Control Officer. While 
State law recognizes police officers, Marshals, and Park 
patrol police as "peace officers" with full authority to 
enforce all federal, state, and local laws and to make 
probable cause arrests, the City 11anager under local law 
has chosen to limit the powers of Marshals and park patrol 
officers to those powers more uniquely required by their 
departments. Also, only limited pm"lers have been granted 
to noise control officers and Pikes Peak Highway patrol 
officers. To ensure that a proper relationship exists 
among all these agencies, and that poli~e serv~ces cumu
latively are delivered on a cost-effect~ve bas~s, a 
decision was made to encompass into the Police Study 
Project the study of police activities of other City 
departments. This chapter presents the fin~ings ~nd 
recommendations from a study of the I>1arshal s Off~ce. 
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II. City ivlarshal' s Office Overview 

The Marshal's Office was established in 1973 as a 
division of the Municipal Court. Its original duties 
included those previously held by court bailiffs and, 
among others, the serving of warrants and subpoenas 
issued by l'lunicipal Court. On June 1, 1977, the 
clarshal's Office was reassigned to the Office of the 
City Clerk. 

Current authority for the Marshal's Office is found 
in Chapter 4, Article 6, of the Code of the city of 
Colorado Springs. It provides that the Chief Harshal, 
as well as each assistant and Deputy Marshal, shall 
be certified by the State of Colorado as peace officers 
or shall be appointed as special policemen by the City 
Manager. It further provides that all Marshals of the 
office shall exercise such law enforcement authority as 
provided to peace officers or special policemen by the 
laws of the State of Colorado and shall have the author
ity to enforce such ordinances of the City as may be 
designated by the City Manager. The jurisdiction of 
the N.arshals extends to all areas wi thin the City 
limits, upon all property owned, leased or rented by 
the City, and all places involving fresh pursuit and 
all places as provided by law. 

The central function of the Marshal's Office is to pro
vide law enforcement services for the Municipal Court. 
In exercising that responsibility, the office: 

* 

* 

* 

* 

* 
* 

Is responsible for the service and execution 
of warrants, subpoenas, summonses, show cause 
orders, and all other legal processes issued 
by the Municipal Court; 

Provides security services for the Municipal 
Court; 

Conducts investigative work relative to locating 
individuals named in legal processes issued by 
the Municipal Court; 

Transports and detains City prisoners enroute to 
and from Municipal Court and the lawful place of 
detention for such prisoners; 

Enforces all parking ordinances of the City; 

Cooperates with and, upon request, assists the 
Police Department and other law enforcement 
agencies both within and without the City; 
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* Performs such other law enforcement services 
for the Municipal Court as the City Manager 
may direct. 

The Marshal's Office consists of one Chief Ivlarshal, 
six Marshals, four parking enforcement officers, one 
administrative clerk II, one secretary, and one clerk 
dispatcher, which totals 14 positions. This 1983 
authority differs from that in 1982 by the addition 
of a clerk dispatcher and two Marshals and the dele
tion of a Senior Marshal. 

The Harshal's Office 1983 approved budget totals 
$282,996. Some $239,944, or 85 percent of the 
budget, is for salaries; $34,052, or 12 percent, 
is for operating expenses; and $9,000, or 3 percent, 
is for capital outlays. 

The Marshal's Office is located in the Municipal Court 
building at 107 North Nevada Avenue. Staff makes use 
of six vehicles which are obtained by lease through the 
General City Equipment Pool. Assigned vehicles include 
five sedans and one van; the latter is used for prisoner 
transport. Field communications is provided via six 
Colorado Springs Police Department handy talkies, which 
accommodate three police channels, and vehicle installed 
radios, which accommodate a channel shared ''lith Traffic 
Engineering (signals) and Safety (barricades). 

The Chief Marshal's duties are administrative in nature 
and although he is available to assist the Harshals in 
their regular field duties, he does not routinely do so. 
His duties are normall.y restricted to planning, organiz
ing, and directing the activities of his staff. The 
Chief Harshal functions somewhat independently fro~ the 
City Clerk to whom he reports. 

The J:l1arshal's Office hours are 8:00 a.m. to 5:00 p.m., 
Honday through Friday. All employees work these hours 
with the exception of one meter enforcement officer who 
works 8:00 a.m. to 5:00 p.m., Tuesday through Saturday. 
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III. Law Enforcement Authority of City Harshals 

Definitions contained in Section 24-32-603(4) and 
18-1-901(3} (1) C.R.S. 1973, as amended, provide 
thai Marshals are peace officers. As 'peace offi
cers they have full authority to enforce all 
federal, state, and city laws, to make arrests 
based upon probable cause, and to exercise deadly 
force in a matter permitted of police officers but 
not of private citizens. Colorado Springs City 
Narshals are the only city marshals in the state 
that have been interpreted by the Colorado Law 
Enforcement Training Academy (C.L.E,T.A.) as being 
town marshals, one of the several working classifi
cat.ions meeting the requirement of peace officer 
as defined in Section 24-32~603(4) C.R.S. 1973, as 
amended. Such interpretation thereby requires our 
city marshals the right to the same basic training 
required by C.L.E.T.A. as that initially provided 
to police officers. 

While by state statute a i-1arshal may have the same 
law enforcement authority as that of a police officer, 
a municipality may elect to limit the authority and/or 
function of its Marshals. Section 4-6-103 of the City 
Code reflects such an attempt to limit the functional 
authority of Marshals employed by the City of Colorado 
Springs. This section establishes the responsibility 
of Narshals to that of providing law enforcement serv
ices for the Municipal Court. Section 4-6-102 of the 
City Code provides that all Marshals of th7 office 
shall exercise such law enforcement author~ty as pro
vided to peace officers or special policemen by laws 
of the State of Colorado and shall have the authority 
to enforce such ordinances of the City as may be desig
nated by the City Manager. By legal opinion of t~e 
City Attorney's Office, dated December 23, 1980, ~t 
was found that: 

According to those persons involved in drafting 
of this provision, it was intended that marshals 
be precluded from engaging in a "police-type" law 
enforcement function unless specifically authorized 
and directed to engage in such activities by the 
City Manager. This section also provides that 
the City Manager may designate city ordinances to 
be enforced by the marshals but makes no mention 
of enforcement of federal or state law. 
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The legal opinion further comments: 

It has never been a practice of the Harshal's Office 
to issue criminal citations for violations of federal 
law, state raw, or municipal ordinances with the excep
tion of parking violations. 

It concludes: 

The present ordinance, while somewhat vague, would 
preclude City Marshals from engaging in a non
Municipal Court related law enforcement function 
absent a specific request for assistance from 
another law enforcement agency. 

Section 2-6-203 of the City Code provides the authority 
under which the City Manager may appoint persons in the 
employment of the City as a special policeman with such 
powers as may pertain to his particular department. 
Pursuant to such authority, the City Manager has 
appointed the current Chief Marshal and six Harshals 
as special policemen for the City of Colorado Springs. 
At the time of the study, the Chief Marshal and five 
Marshals were certified police officers of the State 
of Colorado. One Marshal was not so certified. A 
copy of the appointment, oath, and notice form used 
in the appointment of a special policeman for the 
City is found below. 
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As both a ~eace officer and a special policeman, i-larshals 
are author~zed to carry weapons. The authority to carr 
such wea~~s~ however, is limited to on-duty law enforc~
ment act~v~t~es only. 
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A majority of the Marshal's Offi.ce work load consists 
of the servicing of legal process. Documents served 
include warrants, complaints and summonses, and civil 
papers. For this purpose, the City is separated into 
four working geographical areas and a f4arshal is 
assigned to each of these areas for the purpose of 
serving such documents, in which case the person to 
be served must be located and served personally. 

In 1981, the Marshal's Office was asked to serve 8,280 
documents. As reflected in Table IX-l, 5,131, or 
62.0 percent of the total documents issued, were war-
rants; 138, or 1.6 percent, were complaints and summonses; 
and 3,011, or 36.4 percent, were civil papers. Also, of 
the total documents, 4,536, or 74.6 percent, were person
ally hand delivered by Narshals, police officers, or others. 
Some 1,548, or 25.4 percent, were hand delivered to the 
individual(s) coming into the Marshal's Office. The major
ity of walk-ins were a result of a letter program in which 
the defendant is instructed to appear at the Marshal's 
Office for the purpose of being served. This letter 
program is particularly successful with regard to war
rants, with 42.2 percent of warrants served being by 
the individual responding to the letter. Some 6,084, 
or 73.5 percent of the documents assigned, were served 
by the Marshal's Office or with the assistance of other 
jurisdictions. 

A. Warrants 

A warrant is a writ issued by the court authorizing 
an officer to make an arrest, a seizure or a search, 
or to do other acts incidental to the administra
tion of justice. Figure IX-l presents a warrant 
form. warrants may be issued by the Municipal, 
County, or District Court. A Municipal Court war
rant is issued when a need arises to arrest a 
designated defendant for an alleged violation of 
a municipal ordinance violation. A conviction of 
a municipal ordinance violation can result in a 
fine and/or confinement up to 90 days. A County 
Court warrant is issued by a County Court judge 
in which case a defendant must be arrested for an 
alleged violation of a state misdemeanor statute. 
Conviction of a misdemeanor statute can result in 
a fine and/or confinement in a County Jail for a 
period up to two years. A District Court warrant 
is issued by a District Court judge in order to 
arrest a defendant for an alleged violation of a 
state felony statute. Conviction of a felony 
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NOTE: 

Hand 
Delivered-

Field 

warrants 

- Traffic 837 
- Bench 1,032 
- Dog 181 
- Execution 2 

Total 2;05'2 
Percent Delivered 57.8 

Complaints & SUIiUi\on~~s 

De'linquent Liquor & 
Tax Payments 114 

Civil 

- Violations Bureau 
Bad Checks 76 

- Show Cause Orders 122 
- Subpoenas 1,838 
- Miscellaneous 334 

Total 2,T7O 
Total Documents Issued '4;'IT6 -Percent 74.6 

NA-not available 

TABLE IX-l 

MARSHAL'S OFFICE 

Hand 
Delivered- Total 
Office Delivered 

960 1,797 
321 1,353 
219 400 

2 
1,500 3,552 

42.2 

114 

2 78 
30 152 
14 1,852 

2 336 
--;ra 2,418 
1,548 6,084 -25.4 

<) 

Percent Not 
Delivered Delivered 

NA NA 
NA NA 
NA Ni. 
NA NA 

69.2 1,579 

82.6 24 

63.4 45 
60.1 101 
80.6 447 

100.0 
80.3 --m-
73.5 2,2.96 

Total 
Issued 

NA 
NA 
NA 
NA 

5,i31 

138 

123 
253 

2,299 
336 

r.orr 
8,280 

--l 

1 
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FIGURE IX-l 

IN THE MUNIC1P~ COURT OF THIE CITY OF 

COLORADO 5Pf11NGS AND STATE OF COLORADO 

CITY OF COLORADO SPRINGS. Plaintiff 

} WARRANT 

VS. 

Defendant. 

People of the City of Colorado Springs. to any Marshal of the CI!Y of Colorado Springs. any Police 
Officer of the City of Colorado Springs. any Shertff of any County or C.ry of the State of Colorado. 
or any Offical authorized by law to execute thiS WaHaf'lt Greetings Nr.ereas. the above named 
riefendant has been charged with violating the followif'l9 sections of '::-'e ordinances of the City of 
Color3do Springs. 

and the above named defendant failed to appear before the MUnicipal Court of the City of 
Colorado Springs. Colorado on the day of _________ . 19 as 
required by law. 

NOW. THEREFORE. You are hereby commanded to arrest the above named defendant and 
keep defendant custody until trial unless lawfully released on bond . 

.Judge 01 tn. Munrcipal Court 

Bond Amount s ____ _ Date of Issuance _____ _ 
Payable Coun ______ _ 

Warrant No. _____________ _ 
AA/CHJ ______________________ _ 
Case No. ___________ _ 
Tkt. No. ____________________ _ 
Bond Amt. _____________ _ 

WARRANT 

CIty 01 Colo.-ado Springs. Colo,ado 

Name 
Last 

Sex' --Rac~ 
Date 01 Blnh 

55 No 

Home Add,ess 

.s. 

li'Htlaf 

CIty ___________ .»5tate ____ _ 

Tel~phone No ·Hom. ___________ _ 
BUSIness ~ddre5S ____________ __ 
City ___________ ",5 II Ie ____ _ 

Telephone No. ·Buslness 

Llc Plat. Llc Plate 
N"mber _______ -"5Ial~ 01 Iss"e ___ _ 
Llc Vear _____ LtC Type 

Vehicle Vea, _____ ".lIlcl. Make ____ _ 

Vehicle ~''Jdef Veh,cl. Color _____ _ 

Warrant Rece"ed by ______ Date ____ _ 

Warrant Served on O.'IIf1d1rnt on _______ _ 
Olle 

by Officer _______________ _ 

Defendant ( clfcle one or mora) 

Paid Jailed Bondl!d 

-1 
I 

1 
j , 
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statute offense can result in a fine and/or con
finement in a penitentiary or death. 

The Marshal's Office is responsible for the serv
icing of Municipal Court warrants only. When a 
warrant is received by the Marshal's Office, a 
letter to the defendant is normally generated 
(discussed later in greater detail). Should 
the defendant fail to respond to the letter, 
the clerk, using the Police Department geo
coding system, places the active warrants in 
a file cabinet by coded area. When an appro
priate number of warrants accumulate, the 
Marshal assigned that particular geographical 
area is detailed to serve the warrants. 

Warrant procedures of the Marshal's Office call 
for the Naruhal, when the individual is arrested 
on a warrant at his home, place of work, or in any 
other place, to accept the fine amount plus service 
fee, or if he enters a plea of not guilty, to accept 
a cash bond receipt for the appropriate amount plus 
service fee and to assign a date for appearance in 
court. If the individual cannot pay the fine amount 
plus fee or post bond and pay the warrant service 
fee, he must then be transported to the County Jail 
where he can attempt to arrange for the posting of 
the bond. In accepting payment, cash or a personal 
check, not greater than the amount due, may be 
accepted provided that the check is drawn on any 
bank within EI Paso County. 

On occasion, problem warrants are served, in which 
case two I:-1arshals shall be utilized and the police 
Department dispatcher notified. In any instance 
when a person is arrested on a warrant, the Police 
Department dispatcher is notified of the situation, 
the name of the person arrested, and the method and 
itinerary for transport. 

Municipal warrants are categorized generally into 
four groups: traffic, dog, bench, and execution 
warrants. Traffic warrants are issued to defend
ants who fail to appear at the Violations Bureau 
within seven days from the date of liolation for 
the purpose of paying fines or to make arrangements 
to address the court on the issue. A dog warrant 
is issued to defendants who fail to appear at the 
Violations Bureau within seven days after receiving 
a summons for a dog violation. Bench warrants are 
issued to defendants who were required to appear 
in court and failed to do so. An execution warrant 
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is a judicial writ empowering an officer to carry 
out a judgment on an individual who has appeared 
previously in court. A traffic and dog Warral"lt 
is issued by the Violations Bureau with the other 
two types of warrants being issued by the court. 
With regard to execution warrants, the defendant 
must either payor go to jail. There is no cash 
bond or appearance bond as may be set with a traf
fic, dog, or bench warrant. 

As reflected in the previously discussed Table IX-l, 
5,131 warrants were assigned to the Marshal's Office 
for serving in 1981. Of this number, 3,552, or 
69.2 percent, were served. Some 2,052, or 57.8 per
cent, were served in the field while 1,500, or 
42.2 percent, were delivered to the individual upon 
his appearance at the Harshal's Office. 

Approximately 20 percent of the warrants serviced 
in the field are served by the Colorado Springs 
Police Department. These warrants are normally 
served through traffic and citizen contacts, not 
by a planned or concerted effort. 

The Colorado Springs Police Department has a Fugi
tive Detail which act,ively pursues the serving of 
felony warrants. This Detail has not pursued 
Municipal Court warrants. The Police Department 
has two different programs which assist in the 
servicing of !-1unicipal Court warrants. First, 
a daily hot sheet with current defendant names, 
addresses, and physical descriptions are distrib
uted to all patrol and traffic officers. Defendant 
names remain on the hot sheet for a seven-day period 
and then are removed. Second, the Police Department 
provides I>1arshals space for name, picture, and phys
ical descriptions and warrant details in the Fugitive 
Detail's Warrant Information Newsletter, a weekly 
pUblication. 

'i'he N.arshal ' s Office warrant letter program is a 
successful mechanism through which warrants are 
served. Figure IX-2 depicts the letter format 
used in this instance. Whereas 42.2 percent of 
the warrants served in 1981 were via this letter 
program, 53 percent of the 1,602 v .. arrants served 
in the period of January through June 1982 were 
via the letter program. 
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FIGURE IX-2 

ClIolorabo hrllbal' 8 Imston 

Date: 

Ret; 

Oear 

On _________ , you were issued SU.l:30ns and ':":)c-

plaint }4uaber ______ ' alle91:19 .. violation of the Ccl~r .. dc 

Spcin;s !'tu~icip.l Code and direc:t!:\q yO\! to appear 1.ft t!\e ';10\a-

tlcna Bur.au of the Colorado Sprinqs "uftic:ipil CO'"rt wlthin •• vt.!n 

indicate ttat you t.iled to "PP"'Jar a. :Sirect.d .. nd. ther.!::)r •• a 

De.pite your f.l1u.re to app.ar. it l.~ still po •• lble (Dr you 

the en:10s.4 fora and retY,Jrn it. either personally or by E411. to 

the Color"do Sprinqs "arshal'. Office. City Hall. P.O. Boa 1575 .. 

kiowa and ".·"ada Streeta. Colorado Sprinqa. co a0901. !)f! ice 

hou.r. are !I:OO A.N. to .5100 P ... ., Monday through Pridoty. tDo 

not,r.eport to the .olice Depart •• nt). No checks ean be a;:-.;erted. 

If you send a check it viII b. returned to you. and the N",:rant 

t.he •• ount of ,. "hich inchld.s 

t07 N ~ ... ada A .... C.-•• Sprt,... C.~o40 'otol • (l03, S1~9S5 

Page 2 

Warrant cost., If you ... ish to plead not guilty and hAVe 

the e ..... set for triotl. it viII b. n.cessaey to perllonally IIiIFpear 

in the "'arshal's OffIce b-:!t .... e.n the hours indlcat~d. post the abovff 

amount ••• cash bond. and be 9iY~n a date ott Which you viII .!&ppear 

in the Nunicipal Court. for.ally enter your plea. and rftc.lve youe 

trial date, 

Whichever of the above Opl;:1ons you elect. you ",list a:t. qui~kly, 

Unl.ss Illy oft ice has heard froa you not later than ______ _ 

the WArrant will be consl:1ered act.ive. will be entered i"tQ the 

CO~Futor. and you •• y be subject tc addl.tional warr~nt costs 

Further. at any time thll!:"l!a~ter. you wlil be SUbject to arrest by 

.i:her a Police Oftlcer or City Harsha!, 

COLORADO SPRINGS MARSHA:" S DIVIS!ON 
107 NORTH Po£VAOA AV£HI!£ 
COLORADO SPRUleS. CQ!.ORADO B090l 

, 
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Chapter 4, Article 3, Section 103, of the City Code 
provides that: 

Cost, an amount not to exceed $50, may be 
assessed by a municipal judge against any 
defendant who, after trial, is found guilty 
of a violat.ion of the City Code. 

It further provides that additional assessments may 
be made by a municipal judge against any defendant 
against whom a warrant was issued, but shall not 
exceed the expense incurred in connection with the 
execution and service of such warrant. Pursuant to 
this authority, the Marshal's Office instituted a 
$10 f.ee to be paid whenever a defendant fails to 
respond in a timely manner to the citation and a 
follow-up letter must be sent. A $20 fee is charged 
in those instances when "a Harshal must personally 
serve the warrant. This fee is required whether the 
defendant is found guilty or not guilty. 

Summons and Complaint 

The Marshal's Office has a responsibility for serv
ing summonses and complaints originated by either 
the Sales Tax Office or the City Liquor Enforcement 
Officer, which positions are served by the City Clerk. 
A summons and complaint is a document summonsing an 
individual into court on an alleged violation of a 
municipal ordinance, State misdemeanor statute, or 
traffic law. Figure IX-3 depicts the form of a 
summons and complaint. 

STATE Of COLORADO 
Cc»ITY C1F El PASO 
CITY C1F COlORADO SPAIHOS 55 

By _ on DeN!! 01 

FIGURE 1X-3 

SUI·U~ONS AND C0l4PLAINT 

SUMMONS ANO COMPLAINT 
Colorldo Springs Pohce O~.rtment 

I I NON-TRAFFIC 238633 
I I TRAFFIC 
I J MINOR OPERATOR 
I J JUVENILE 

fiE PEOPlE Of nE STATE Of COLORADO VS ----;:;, ... :::,;---------:...,:=-------;-lAS:::';--- DEFENDANT 
AMtcIInceAddreu __________ Cily _____ Slata _________ _ 
~"'b, ____________ .. ______________ _ 
DOe P08 _______ RK~-S..-H1--Wl-- ... "--Eye. _____ _ 
S8H _________ Driwrl LIC No _ .. __ .. Sla'e 
VtflLu: No Slale_LI'_VetlVe. __ o ____ ,_Slyle __ Color _____ -

YOU ARE t-ERE8Y DIRECTED TO APPEAR AS IN)ICATEO 

I I EI Puo Counly Court located al 20 E Vam'llio 51. Coloredo SptW'lgI. Colorado on !hi __ ct.v 01 19 _ " __ M 

I IColOtaGO Silrlng. MI..rIIclDaICounloc.l.cJ al212 E KlowaSI, Colorado Spfingl,Colorado OOlha __ c:Myol __ 19 __ II ___ M 

I J ...-..c,pal Vlolahonl8ufelU loulaa al 212 E KIowa SI. Colorado Sor.nga. COlorado w,thIn 7 da11 a"a, 'Ka.plol thli &.JnmonI , Comol"nl 

ElJm:-"~~ ''''''F~~''·'-·~O''·'~-··"~'j~I=-1 
OCClJllNOONTHE_DAVOf II_AT __ '" AT AREA ___ _ 
LocaMCI wtllln the City 01 COIOfaGo SoMe •• County 01 Etltaeo. SIaIe 01 Colo.-ado. I HEIIIEIty' ACKNOWLEOOE THE ~CEIPT Of A coPY Of 
T,,1UMlNS ANa C.-..AlNT ANa __ TO _ AT THE TM! ANa PlAC£ IIClOCArm_" 

OEFEfrC)AHT '-'lure 10 MCM ....... 11 ,alUl! In •• .,.,.-,t belnO l.....-d lot- yCHJr .,.,.11 

PLACE OF ARREST On 1"_AI __ M 
"The ~ alate. tMI r.. na 'I"""" grcMrG for DCUIVJnQ"" w.llcnmantloned 0 ...... or 0 ....... w" or we,. Corm'IIt\ed In t.cl .... WII 0( waf. 
coWfttll1Cl tty tnIt 0.....". ~aQI .. PMCI .... ~ty 01 IN Peopte 01 .. II .. 01 c ........ COUP'IIY ofl' "-ca. City ofeotor.do Ipnnp 

CIVlLI"" CCM'\.AlHAHT 
C1F"CI/lCOWl.AOIAHT ________________________ • ___ _ 

ACCIC1F1 110· __ 1 I~ I JI'I C-No"-----.. ~U""'lT,------C-,AANo ---__ _ 
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A summons and complaint can be entered by one citizen 
against another, by a peace officer, or by a special 
policeman who has been granted commensurate authority. 
The summons and complaint can be served to an individ
ual only by a peace officer or by a person appointed 
to enforce such laws. With regard to sales and use 
tax violations, summonses and complaints are signed 
by the sales tax investigator and are notorized. 
Further, these documents are signed by the clerk 
of the Municipal Court, their deputies, or by a 
Municipal Court judge. 

As reflected in the previously discussed Table IX-l, 
only 138 complaints and summonses for delinquent 
liquor and tax payments were assigned to the Marshal's 
Office in 1981. Of this amount, 114, or 82.6 percent, 
were served. 

C. Civil Papers 

This category of documents includes subpoenas, show 
cause orders, bad-check follow-up, and miscellaneous 
papers. As reflected in Table IX-l, 3,011 such docu
ments were assigned to the Marshal's Office for serv
ing in 1981. Of this amount, 2,418, or 82.2 percent, 
were served, and 2,370, Or 98 percent, were 'served 
in the field. 

A subpoena is a writ commanding a person to appear 
in court for testifying as a witness, under a penalty 
for failure to do so. A copy of the front and back 
sides of a subpoena is presented in Figure IX-4. 
They are generated by the City Attorney's Office and 
by defendants requesting the appearance of another 
person(s) for a pending court case. The Marshal's 
Office has established subpoenas as the highest 
priority document for serving. 

Rule 217 of the Municipal Court Rules of Procedure 
calls for: 

A subpeona may be served by any peace officer 
or any other person who is not a party and 
who is not less than 18 years of age. Serv
ice of a subpeona shall be made by delivering 
a copy thereof to the person ordered to appear. 

This rule further provides that: 

Failure by any person without adequate excuse 
to obey a subpoena served upon him may be deemed 
in contempt of court from which the subpoena was 
issued. 
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STATE OF COLORADO, 

County of EI Paso 

City of Colorado Springs 

(front side) 

THE PEOPLE OF THE ST~TE OF COLORADO, 

FIGURE IX-4 

MUNICIPAl COUIT 
City of Colorado Sprin"s 

State of Colorado 
vs. 

To __________________________________________________________________ ___ 

You are Hereby Commanded to oppear before me, ot the Municipal Court in the City Hall, K,o"a & 

Nevocla, Colorado Springs, Colorado, on thel ________ day of, _________ ----A. D. 19 __ , 

al ___________ ,o'c1oc~'_\., Ihen and Ihere 10 teslify Ihe Iruth in a matter wherein The City of 

Colorado Springl i. Plainliff, and ___________ _ 

Defendanl __ , and '''is you are nol 10 omit, under penalty of Ihe law. 

Given under my hand and leal thiLI-----!'A7 of ~ D. 19 

L~~~~-'-: ~~~r.~ .. .1~~V4~~4~.~S~_-_ 
Municipal Judge. 

(back side) 

SUBPOENA 
MUNICIPAL COURT 

CITY OF COLORADO SPRINGS 

THE PEOPLE OF 

THE CITY OF COLORADO SPRINGS 

and 
THE STATE OF COlORADO 

versus 

Servedl ___________________ • 19 __ 

By Personally Delivering 10 

Nome 

Address ______________________ _ 

Bailiff or Officer 

as 7,/2 

, 
I 



One could conclude that the only , way to ensure that 
persons served with subpoenas adequately obey the 
notice is if the subpoena is served personally. 
Only in that instance would a witness ex~st to 
testify of the failure of the person served to obey 
the subpoena. Actual practice, however~ reflects 
that the City Attorney's Office provides for most 
subpoenas being delivered by mail. Only a small 
percent is assigned to the Marshal's Office to be 
served. This mail-out policy has been in effect 
for some time and is followed because it is sub
stantially less costly than personal delivery. 
The only subpoenas that are currently hand deliv
ered are those involving complaining witnesses, 
except for shoplifting cases and cases initiated 
from the Detoxification Center. 

1."\ show cause order is issued for an individual v/ho 
fails to comply wi t.h the orde.r of the court. A 
copy of one of the show cause orders used is pre
sented in Figure IX-5. It is p~epared by the 
City Attorney's Office, Probation Office, or 
court, and signed by the judge who issued the 
order. It directs the named person to appear 
in court to show why he/she should not be held 
in contempt of court for failure to comply with 
the court's written instructions. 

In 1981, 253 show cause orders were assigned to 
the Marshal's Office to be served. Of this amount, 
152, or 60.1 pe~cent, were served, the majority of 
which were by hand delivery. 

Bad checks are received by the Violations Bureau and 
the City Clerk-Treasurer's Office. Normally, clerical 
personnel attempt tocontGlc:t the individual who wrote 
the check to gain restitution. A number of these 
checks are assigned to be worked by the City Marshal's 
Office. In 1981, 123 bad checks were assigned to the 
Marshal's Office with 78, or 63.4 percent, being 
successfully followed up on. 
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FIGURE IX-5 

SHOW CAUSE ORDER 

MUNICIPAL COURT, COLORADO SPRINGS, EL PASO COUNTY, STATE OF COLORADO 

Case No. ____ Summons & Complaint No. 

ORDER TO SHOW CAUSE 

vs. 

Defendant. 

TO: 

It appearing to this Court that you have failed to comply with the 
terms and conditions of your DEFERRED PROSECUTION/SENTENCING, to wit: 

whi ch was granted on the ____ day of _ _____ ~ __ ,' 19 __ , 

YOU ARE HEREBY ORDERED to appear before me fn Division of 
the Municipal Court in the City Hall, Kiowa Street and Nevada Avenue 

on the ____ day of , A. D. 19 __ ; at ___ _ 

0' clock _ .. M, then and there to SHOW CAUSE why your previously deferred 
prosecution/sentencing should not be entered against you. 

Gi ven under my hand and sea 1 thi s __ .. ___ day of ____ _ 

A.D. 19 ___ . 

Served 

Name 
Addre'ss 

Municipal Judge 

, 19 __ , by personally delivering to: 

Marshal or Of ricer 
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V. Prisoner Transportation/Courtroom Security/Handling 
of Cash Receipts 

A. Prisoner Transportation 

Not only is the Marshal's Office responsible for 
transporting persons to County Jail, but also for 
the movement of prisoners arrested for violation 
of municipal laws from the County Jail to the 
municipal courtrooms and their return. A Harsha1 
will travel to the County Jail, using the Marshal's 
Office van, and deliver prisoners to the Municipal 
Court. Prisoner transportation is accomplished by 
one Marshal, with the exception of those instances 
when four or more prisoners are to be transported. 
In this instance, two Marshals are assigned such 
duty. A review of the 1981 and 1982 prisoner 
transportation records revealed that an average 
of three prisoners are transported daily Monday 
through Friday; however, the number of prisoners 
transported is highest on Honday mornings when as 
many as ten prisoners can be transported from the 
County Jail to Municipal Court. 

On January 1, 1983, a policy became effective which 
permits the El Paso County Jail and the Marshal's 
Office to issue personal recognizance bonds to indi
viduals whose bond on a Municipal Court warrant is 
$100 or less. This policy is effective only after 
the individual has attempted and exhausted all means 
to raise bond money. Currently, there are 166 munic
ipal ordinances with set bond amounts. Of these ordi
nances, only 29 are not payable without a required 
cour~ appearance. 

B. Courtroom Security 

The Marshal's Office always has at least one ~arsha1 
available to respond to the courtrooms or Violations 
Bureau in case of problems. In addition, the Marshal 
or Marshals transporting the prisoners are required 
to remain with same until their return to the County 
Jail. Further, police officers who are either spec
tators or witnesses retain their guns in their hol
sters while in the courtroom. They may keep them on 
their person while testifying unless there is an 
objection from the defendant or defense counsel, in 
which case the court will make a ruling. 

IX-22 

C. Handling of Cash Receipts 

Marshals handle cash with regard to (l) servicing 
warrants, (2) following up on bad checks, (3) col
lecting bond fee monies at County Jail, (4) receipt 
of cash at the counter, and (5) transporting receipts 
to and from the Violations Bureau to the City Clerk's 
Office on a daily basis. As previously discussed, 
when a warrant has been served, the defendant can 
pay the warrant service fee and the ticket amount 
or bond amount and fee or go to jail. Thus, funds/ 
receipts are accepted in the field. If he does not 
have sufficient funds to pay the violation and fee 
or bond amount and fee, he will be transported to 
jail and be given the opportunity to post bond. 
Money is picked up by the Harshal's Office at the 
County Jail in the form of cash receipts and cash 
bonds. All these monies, plus monies received at 
the Marshal's Office counter, are transported to 
the Violations Bureau and from there to the City 
Clerk's Office. The Marshal's Office does not 
handle monies paid into parking meters, nor do 
they collect or handle monies from parking fines. 
Parking meter funds are picked up by Traffic 
Engineering and parking meter fines paid on time 
are paid to the Violations Bureau. 
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VI. Parking Enforcement 

A. Overview 

Chapter 4, Article 6, Section 103(e), provides the 
authority by which the Marshal's Office enforces all 
parking ordinances of the City. This responsibility 
was transferred from the Colorado Springs Police 
Department to the Marshal's Office in mid-1979. 
Parking enforcement occurs during normal business 
hours Monday through Saturday. 

U. On-Street Parking Program 

There are 2,204 parking meters installed in the 
City of Colorado Springs. The type parking meter 
used by the City for regulating parking is a mechan
ical time-measuring device. Table IX-2 identifies 
the different classes of parking meters installed. 
Currently, there are 93 meters restricting parking 
to one hour or less, 925 one-hour restricted park
ing meters, 1,052 two-hour restricted parking meters, 
and 82 parking meters with restriction in excess of 
two hours. This table also reflects the historical 
trends of installed meters between 1974 and 1982. 
Note that there is very little change in the total 
number of parking meters installed over that period. 
The composition of meters installed over that period 
of time, however, has changed considerably. There 
has been a definite trend from one-hour to two-hour 
restricted meters, as demonstrated in Figure IX-6. 

TABLE IX-2 

NUMBER OF PARKING METERS 
BY CLASS 

Class of Meter 

Less More 
Than Than 

Years 1 Hour 1 Hour 2 Hours 2 Hours Total 

1974 108 1,313 512 183 2,116 

1975 99 1,226 542 221 2,088 

1976 94 1,239 706 113 2,152 

1977 96 1,132 816 85 2,129 

1978 94 1,104 863 81 2,142 

1979 92 1,101 884 82 2,159 

1980 83 889 1,091 82 2.144 

1981 87 921 1.109 u'2 2,199 

1982 93 925 1.052 82 2,204 
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FIGURE IX-6 

NUMBER OF ONE- AND TWO-HOUR 
METERS INSTALLED IN COLORADO SPRINGS 

1974-1982 

(See Table IX-2) 
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Figures IX-7 and IX-8 depict the locations of park
ing meters in the City of Colorado Springs by time 
limitation. As reflected in these figures, the 
majority of the meters are in the downtown area 
with a small number of meters located in the vicin
ity of Colorado Avenue between 24th and 27th Streets. 
In the downtown area, meters extend from Cache La Poudre 
Street to the north to Horeno Avenue to the south and 
from Sierre Madre Street to the west to Corona Street 
to the east. The majority of meters with less than 
one-hour restrictions are in front of or adjacent 
to public buildings. The more central downtown area 
is served with one-hour restricted parking with out
lying areas restricted by first two-hour and then 
four-hour parking. 

The areas in which parking meters are installed has 
been separated into four parking enforcement districts, 
as reflected in Figure IX-9. A parking enforcement 
officer is assigned to each of these areas to enforce 
parking regulations. Districts 1, 2, and 3 serve the 
immediate downtown area. District 4 handles the periph
ery of the downtown area as well as the westside 
of Colorado Springs. Parking regulations enforced 
are those dealing with parking meters, alley park-
ing, handicapped parking, specified parking areas, 
and various illegal parking methods. Responsibility 
for enforcing parking laws is city-wide. 

According to Chapter 22, Article 1, Section 309, 
of the City Code, it is the duty of the traffic 
Engineer to determine the installation and proper 
timing and maintenance of official traffic control 
devices. This includes the installation of parking 
meters, desig'nating parking meter spaces and estab
lishing time limitations and rates; therefore, such 
determinations are by engineering and traffic inves
tigations and analysis. Chapter 22, Article 15 , 
addresses the installation and design of parking 
meters, the selection of parking meter spaces, the 
depositing of coins or tokens and time limits, the 
tampering with meters, permits for extended use of 
parking meters, and the collection of monies. 

Parking meters are installed when the Traffic Engineer 
determines that adequate off-street parking is not 
available to accommodate trade traffic in a commercial 
area. Changes in location and time limitations normally 
are originated by requests received from the business 
community. When a request is received for the change 
of the time limitation on a meter(s), a survey is con-

IX-26 

1 

l 

--l 

I 

I , , 



,..... Iiiiiit _ • 
4 ""<t 

r 

\ 

H 
:>< 
I 

N 
-..,J 

FIGURE IX-7 

TIME ZONES AND 
PARKING METER LOCATIONS 
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TIME ZONES AND 
PA~~ING METER LOCATIONS 
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ducted. The survey will include all businesses in the 
entire block in order to determine the viewpoint of 
all regarding the proposed change. 

!vIinimal parking enforcement results in overtime park
ing, which typically can result in a shortage of avail
able parking space. Insufficient parking can result 
in illegal parking such as alley parking and parking 
in areas designated for other use. 

Regarding meter maintenance complaints, traffic engi
neer meter maintenance personnel visit the City's 
Violations Bureau twice a day to pick up complaints 
made by citizens regarding the function of meters. 
Information obtained from the Traffic Engineer's 
Office indicates that meters for which complaints 
are received are checked within one working day 
and repaired as necessary. 

C. Revenues, Fees, and Fines 

Honies collected through parking meters are deposited 
in the Parking r1eter Fund. Such monies are used to 
purchase, lease, or otherwise acquire and install as 
many parking meters as may be necessary and to acquire 
off-street parking facilities for the purpose of pro
moting and advancing the proper and safe use of City 
streets by automobiles, motor vehicles, and pedestrians. 

Figure IX-lO depicts the amount of revenue derived 
from monies deposited in parking meters between 
1974 and 1982. As previously indicated, the meters 
installed in the City of Colorado Springs have not 
changed appreciably in recent years and, therefore, 
only a slight revenue increase was experienced 
between 1975 and 1981. p~ increase in the parking 
fee is the cause of the revenue jump in 1982, which 
totaled $283,323. The amounts shown in this figure 
also include revenues derived from meter hood per
mits from 1967 forward. 

Fines paid for parking meter violations are not 
deposited in the Parking Meter Fund: instead, they 
are deposited in the General Fund, except fines 
collected from Airport parking violations are sent 
to the Airport Enterprise Fund. The more conullon 
fines range from $2 to $10 (see Table IX-3). 
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FIGURE IX-I0 

REVENUE FROM PARKING METERS 
(INCLUDING METER HOODS) 

1974-1982 

1978 1979 1980 1981 

YEARS 

----, 
1982 

Year 

1974 
1975 
1976 
1977 
1:'78 
1979 
1980 
1981 
1982 

Dollar 
Amount 

$197,102 
190,630 
202,204 
211,957 
230,793 
231,331 
245,191 
267,208 
283,373 
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TABLE IX-3 

CURRENT PARKING METER LAWS 
WHICH ARE MORE FREQUENTLY VIOLATED AND FINES 

Code 

22-1S-104(C) 

22-15-104 (D) 

22-15-103(B) 

22-11-105 

22-14-106 

22-12-101 

Description 

Meter Violation 

Overtime Parking 

Not Parkin~ Within 
Meter Spaces 

Alley Parking 

Standing In Restricte~ 
Parking Zone 

Parking in Specified 
Places 

Fine 

$ 2.00 

5.00 

5.00 

10.00 

10.00 

10.00 

Figure IX-ll presents the amount of parking fine 
revenue that has been derived from the City's 
parking enforcement program for 1974 through 
1982. The number of parking citations issued 
has increased over this period only slightly. 
This accounts for the slight increase in revenue 
derived from parking meter fines, with the excep
tion of 1982 at which time the level of parking 
meter fines was increased. 

According to Colorado Springs Police Department 
annual reports, the number of parking meter cita
tions issued in 1970, 1971, 1972, and 1973 totaled 
65,089, 66,307, 37,804, and 52,210, respectively. 
Figure IX-12 presents the face side of a parking 
meter citation. 
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FIGURE IX-11 

REVENUE FROM PARKING METER FINES 
1974-1982 

1977 1978 1979 1980 1981 

• YEARS 

o 

1 
1982 

Year 

1974 
1975 
1976 
1977 
1978 
1979 
1980 
1981 
1982 

Parking 
Fines 

$ 77,259 
79,646 
90,684 

103,590 
94,846 

108,231 
105,858 
105,871 
145,842 
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Statistics are not readily available for 1974 
through 1978. The number of citations written 
for 1979, 1980" 1981, and 1982 totaled 52,816, 
66,110, 67,904, and 59,290, respectively. 
Although variations exist from year to year, 
the statistics basically reveal that the number 
of parking meter citations issued in recent years 
has neither increased nor decreased substantially 
over time. Each parking enforcement officer pro
duces approximately 15,400 parking citations per 
year, or about 65 per workday. 

D. Boot Program 

The Harshal's Office makes use of a Boot Program 
for those who either refuse or forget to pay their 
parking meter fines. A boot is a device which 
immobilizes a vehicle when applied to its wheel. 
The Boot List is prepared utilizing the license 
number of the vehicle for which there are several 
unpaid parking meter fines. This list is used by 
the four parking enforcement officers as a follow
up device for enforcing the payment of such fines. 
The boot device is applied by the parking enforce
ment officer whenever he comes in contact with a 
vehicle on the Boot List. 

,According to the Harshal's Office, an average of 
13 immobilization boot orders are effected each 
month. At the time this study was being conducted, 
there were 1,040 vehicles on the immobilization 
Boot List. 

E. Excusing of Parking Tickets 

Chapter 4, Article 5, Section 105, of the City Code 
provides the legal basis for excusing parking cita
tions. It provides that vehicles for which parking 
citations were written may be excused by the referee 
upon the recommendation of the City !-tanager or the 
Chief of Police. The types of vehicles for which 
parking citations may be excused include: 

1. Government vehicles when used on official 
business. 

2. Law enforcement vehicles. 

3. Privately owned vehicles: 

a. If on official City business, on approval 
of the immediate supervisor of the cited 
employee; 
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b. Press, if parked within two blocks of City 
or County buildings and covering City govern
ment-related activities, on approval of the 
Public Affairs Administrator; 

c. Jurors, actual court attendance on first 
jury day for all local courts, on approval 
of the Jury Commissioner or judge of the 
respective court; 

d. Defendants and witnesses attending Municipal 
Court on approval of the Clerk of the Court 
or a municipal judge. 

During the period in which the study of the Marshalls 
Office was conducted, it was noted that this policy 
is not complied with in all instances. 

To determine the extent and nature of the problem, 
a two-day survey was conducted on April 22 and 25, 
1983. The survey included identifying the number 
of tickets written against the number of tickets 
received by the Violations Bureau that had been 
excused. In addition, the fine amount for the 
violation excused and the agency responsible for 
the excused ticket was identified. 

The number of tickets written by parking enforcement 
officers totaled 917, with 265 written on Friday, 
April 22, and 652 written on Monday, April 25. The 
number of excused tickets received by the Violations 
Bureau on these two days totaled 136. The number 
of tickets excused represents 14.8 percent of the 
tickets written during the survey period. 

Table IX-4 identifies the agencies responsible for 
the tickets excused, the number of tickets excused, 
the value of the tickets excused, and the percent 
that each agency excused of the total. Of the 136 
tickets excused, 117 were of a $2 value, 6 were of 
a $5 value, 10 were of a $10 value, and 1 of a $30 
value. The value of these tickets totaled $414. 
The Police Department excused a total of 75 tickets, 
or 52.2 percent of the total. The Colorado State 
Department of Probation excused a total of 37 tick
ets, or 27.2 percent of the total. 
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TABLE IX-4 

EXCUSED PARKING TICKETS 
APRIL 22 & 25. 1983 

BY AGEIICY 

Violation Value 
% 

Total Total Total Ac;ency 2.00 5.00 10.00 ~ Tickets Dollars Excused 

Colorado Springs 
~1arsha1' s Office 2 2 4 $ 24 2.9% Museum 8 8 16 5.9' Police Department 67 8 75 214 55.2% Support Services 2 1 3 50 2.2\ City :Ianager 6 6 12 4.4% 

State of Colorado 
'Probation 32 5 37 89 27.2% 

t.;nidentified 2 !. _3 _9 2.2% 

TOTAL 117 6 ~!. 1 136 414 

Table IX-5 identifies the reasons for excusing such 
tickets. Note that no reason was given for several 
of the tickets excused. Also, the majority of the 
violations were for either personal cars involving 
City business or City cars of an unmarked type. 
Tickets excused by the City Manager's Office were 
upon the recommendation of City department heads. 

It is generally believed that there is plenty of off
street parking and on-street parking available. Short
term parking is available in both City parking garages. 
The problem of meter violations occurs because of the 
unwillingness of employees and citizens to park in the 
available spaces and to walk the distance to their 
destination. The general attitude is to park as 
close as possible to their intended destination in 
a defined parking space and to not pay, plug the 
meter, or let the meter go into overtime, or park 
in an alley or curb side not reserved for parking. 
The Colorado Springs Police Department and the 
State of Colorado Department of Probation were 
responsible for excusing 82.4 percent of the 
excused tickets. 
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~ency 

Colorado Springs 

Marshal's Office 

Huseum 

Police Department 

Support Services 

City Manager 

State of Colorado 
Probation 

Unidentified 

TABLE IX-5 

REASONS GIVEN FOR 
EXCUSED PARKING TICKETS 

APRIL 22 & 25, 1983 

Violation 
Value 

2 - $ 2.00 
2 - $10.00 

B - $ 2.00 

7 - $ 2.00 
1 - $ 2.00 
1 - $ 2.00 

4 - $ 2.00 
34 - $ 2.00 

9 - $ 2.00 

11 - $ 2.00 

2 - $10.00 

6 - ;;10.00 

1 - $1.0.00 
1 - $10.00 
1 - $30.00 

J - $ 2.00 
1 - $ 2.00 
1 - $ 2.00 
1 - $ 2.00 

25 - $ 2.00 
5 - $ 5.00 

1 - ~ 2.00 
1 $ 2.00 
1 - $ 5.00 

IX-37 

Henson 

No reason given 
No reason given 

Museum Business 

Fire Vehicle (unmarked) 
FBI Vehicle 
uistrict Attorney Personal 

Vehicle 
Vehicle '\'0 Be Auctioned 
Police Vehicle (unmC!lrked) 
Police Volunteer Personal 

Vehicles 
Police Officer Personal 

Vehicle - Court 
Police Officer Personal 

Vehicle - Court 
Polico Vehicle (unmarked) 

City Vehicle 
CAB Contractor 
City Vehicle (parking in 

fire lane) 

Citizen Vehicle - Meeting 
Liquor Board Meeting 
Citizen - CAB Business 
Ci ty Employee - C.1\8 Business 

EmploYAc Vehicle - Business 
En~loyen Vehicle - Business 

Farmer. and Rancher 
No reason given 
No Cl!aSOn given 

to 

1 
j 
~ 

1 
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VII. Improved Operational Approaches 

The Police Study Project Phase I effort addressed the 
need to allocate personnel to better equalize the calls 
for service work load, as this was the first necessary 
step toward developing an improved management patrol 
program. In the Phase I effort, it was found that 
approximately 33 percent of the officers' time in 1981 
was uncommitted. It was concluded that this was a sig-
nificant amount of time which could be used for directed 
patrol, crime prevention, and other constructive activ
ities. Phase I implementation has been monitored and 
found that the amount of uncommitted time has increased. 
In 1981, calls for service and cover calls consumed 
28.6 percent of on-duty time. As a result of monitoring 
Phase I, it was found that this percentage decreased to 
25 percent in November 1982, to 23 percent in December, 
and to 22 percent in January 1983. This decrease is as 
a result of having increased staff available, a reduced 
work load, and work schedules now better temporally cor
related to work load. 

A significant effort in Phase II is the development of 
an improved patrol management program. Monitoring of 
Phase I indicates that a good amount of increase in 
directed patrol is taking place. Chapter II, which dealt 
with the investigation of reported crime, revealed that 
patrol will be asked to play a significantly increased 
role in follow-up investigations of reported crime. 
Chapter V revealed that patrol will play an increased 
role in DUI enforcement and other traffic enforcement 
activities. Chapter VI, which addresses tactical opera
tions, revealed that the S.A.C.S. Unit is proposed for 
disbanding with their functions being transferred to the 
Patrol Bureau. Chapter X which follows addresses organi
zational analysis and will in part describe systems and 
processes through which patrol's time will be better 
utilized. One such process involves a computerized 
document servicing program which will be used to assist 
in managing County Court Misdemeanor Warrant and District 
Court Felony vJarrant Servicing Programs. 

As previously discussed, the majority of the Marshal's 
Office resources are involved in the processing of legal 
documents. Ninety percent of the documents served involved 
warrants and subpoenas only. It has been determined that 
this entire document servicing activity could be trans
ferred to the Police Department for servicing by police 
officers in the Patrol Bureau during the time that would 
otherwise be uncommitted. The transfer of these activi
ties would permit approximately half the Marshal's Office 
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positions to be either eliminated or to be assigned to 
other activities. There are various Police Department 
activities they could successfully accomplish. 

Although the servicing of subpoenas is a high priority 
work load responsibility for the Harshal's Office, it 
is a relatively non-conflict service provided. Patrol 
time currently exists to assume this document service 
responsibility; however, should this uncommitted time 
eventually be consumed by responsibilities of a more 
police duty nature, the servicing of subpoenas could 
be assigned to another job category. 

It would be in the City's interest to transfer the 
darshal's Office to the jurisdiction of the Police 
Department. A program could be developed to gradu-
ally transfer the document service activities to the 
Patrol Bureau. The Chief Harshal and four of the six 
Marshals could be re-classified to Chief Police Service 
Aide and Police Service Aide, respectively. The police 
service aides could be used to perform the desk function 
at Headquarters and the East Substation and to support 
the Patrol Bureau in operating the D.U.I. program. It 
would permit the transfer of two police officers and 
one police sergeant to field duty. The chief police 
service aide ~ould supervise these activities plus 
that of the ~.'eleserve Program. The other two L'1arshals 
\V'ould be re-classified to Security Officer and continue 
the responsibilities of courtroom security, prisoner 
transport, and the transportation of cash. They would 
be supported during sick leave t vacation, and holidays 
by police officers. The administrative clerk II could 
be assigned to perform case packaging responsibilities 
in the General Investigations Division. The clerk 
dispatcher could be re-classified to Dispatcher to 
assist in the radio room. The four parking enforcement 
officers could be transferred to the Patrol Bureau and 
report to the day shift traffic sergeant. The Depart
ment is quite deficient in secretarial assistance and 
the Marshal's Office secretary could be utilized in a 
number of different activity areas. 

It is considered that the responsib~lities, expericnce~ 
and education required to serve as a police service aide 
are of the same level as a Marshal. '1'his being the case, 
it is appropriate that the incumbents in the Marshal 
positions be given the opportunity to apply for and be 
employed by the Police Department as police service 
aides. Incumbents in the other positions should be 
afforded the same benefit. 
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The Harshal's Office Warrant Letter Program should be 
continued and expanded. The Police Department, once 
the Marshal's Office has been transferred into its 
jurisdiction, should develop and utilize a second 
letter prior to attempting to hand deliver the war
rant. The first letter should continue giving the 
defendant seven days in which to appear at the Viola
tions Bureau. If the defendant fails to appear, a 
second letter more descriptive of the process that 
will follow if he fails to appear before the Violations 
Bureau should be sent. The second letter should require 
his appearance within five days or less. 

The Harshal's Office Boot Program can be improved. Cur
rently, a defendant within 72 hours must rnake payment of 
the parking penalty assessment. If the defendant lives 
in El Paso COU:;1ty and fails to do so, a notice is sup
posed to be sent. No follow-up notice is sent if he 
lives outside El Paso County. \\Then several tickets 
against the same car (registered in El Paso County)accu
mulate, the car license number is taken from the delinquent 
file and added to the Boot List. There is no interface 
between the delinquent file and the Boot List and the 
Police Department's Want and Warrant Program. Also, the 
Boot List is not kept up-to-date at all times. 

The license plate number for vehicles involving three 
or more parking tickets should be added to the Police 
Department's Want and Warrant Program, the Boot List 
being developed from this entry point. Also, out-of
state vehicles not associated with military bases and 
those added to the Boot List prior to two years from 
the current list should be deleted. Of the 1,040 
vehicles that were on the Boot List at the time of 
the study, 207 vehicles were from out-of-state, it 
being unknown how many of these were owned by person
nel assigned to Fort Carson and the other military 
bases in the area. Follow-up delinquent notices should 
be sent El Paso County residents and other in-state 
residents in each instance. 

Currently, there are three policing agencies servicing 
warrants in the Colorado Springs area. They are the 
Marshal's Office, the Colorado Springs Police Depart
ment, and the El Paso County Sheriff's Office. It is 
very possible that two or more of these agencies may 
simultaneously attempt to arrest the same suspect on 
various warrants. Not only is this a waste of manpower, 
but problems could develop from a defendant in which case 
a lesser warrant is being served on the defendant and, at 
the same time, there are felony warrants outstanding. 
The ilarshal's Office does not have a computer capability 
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positions to be either eliminated or to be assigned to 
other activities. There are various Police Department 
activities they could successfully accomplish. 

Although the servicing of subpoenas is a high priority 
work load responsibility for the Marshal's Office, it 
is a relatively non-conflict service provided. Patrol 
time currently exists to assume this document service 
responsibility; however, should this uncommitted time 
eventually be consumed by responsibilities of a more 
police duty nature, the servicing of subpoenas could 
be assigned to another job category. 

It would be in the City's interest to transfer the 
darshal's Office to the jurisdiction of the Police 
Department. A program could be developed to gradu-
ally transfer the document· service activities to the 
Patrol Bureau. The Chief Harshal and four of the six 
Marshals could be re-classified to Chief Police Service 
Aide and Police Service Aide, respectively. The police 
service aides could be used to perform the desk function 
at Headquarters and the East Substation and to support 
the Patrol Bureau in operating the D.U.I. program. It 
would permit the transfer of two police officers and 
one police sergeant to field duty. The chief police 
service aide could supervise these activities plus 
that of the Teleserve Program. The other two i"1.arshals 
would be re-classified to Security Officer and continue 
the responsibilities of courtroom security, prisoner 
transport, and the transportation of cash. They would 
be supported during sick leave, vacation, and holidays 
by police officers. The administrative clerk II could 
be assigned to perform case packaging responsibilities 
in the General Investigations Division. The clerk 
dispatcher could be re-classified to Dispatcher to 
assist in the radio room. The four parking enforcement 
officers could be transferred to the Patrol Bureau and 
report to the day shift traffic sergeant. The Depart
ment is quite deficient in secretarial assistance and 
the Marshal's Office secretary could be utilized in a 
number of different activity areas. 

It is considered that the responsibilities, experience, 
and education required to serve as a police service aide 
are of the same level as a Marshal. This being the case, 
it is appropriate that the incumbents in the Marshal 
positions be given the opportunity to apply for and be 
employed by the Police Department as police service 
aides. Incumbents in the other positions should be 
afforded the same benefit. 
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The Marshal's Office Warrant Letter Program should be 
continued and expanded. The Police Department, once 
the Harshal's Office has been transferred into its 
jurisdiction, should develop and utilize a second 
letter prior to attempting to hand deliver the war
rant. The first letter should continue giving the 
defendant seven days in which to appear at the Viola
tions Bureau. If the defendant fails to appear, a 
second letter more descriptive of the process that 
will follow if he fails to appear before the Violations 
Bureau should be sent. The second letter should require 
his appearance within five days or less. 

The l1arshal's Office Boot Program can be improved. Cur
rently, ~ defendant within 72 hours must make payment of 
the park~ng penalty assessment. If the defendant lives 
in El Paso County and fails to do so, a notice is sup
posed to be sent. No follow-up notice is sent if he 
lives outside El Paso County. When several tickets 
against the same car (registered in El Paso County)accu
m~late, the car license number is taken from the delinquent 
f~le and added to the Boot List. There is no interface 
between the delinquent file and the Boot List and the 
Police Department's Want and Warrant Program. Also the . . ' Boot L~st ~s not kept up-to-date at all times. 

The license plate number for vehicles involving three 
or more parking tickets should be added to the Police 
Department's Want and Warrant Program, the Boot List 
being developed from this entry point. Also, out-of
state vehicles not associated with military bases and 
those added to the Boot List prior to two years from 
the current list l should be deleted. Of the 1 040 
vehicles that were on the Boot List at the ti~e of 
the study, 207 vehicles were from out-of-state, it 
being unknown how many of these were owned by person
nel assigned to Fort Carson and the other military 
bases in the area. Follow-up delinquent notices should 
be sent El Paso County residents and other in-state 
residents in each instance. 

Currently, there are three pOlicing agencies servicing 
warrants in the Colorado Springs area. They are the 
Marshal's Office, the Colorado Springs Police Depart
ment, and the El Paso County Sheriff's Office. It is 
very possiLle 'chat two or more of these agencies may 
simultaneously attempt to arrest the same suspect on 
various warrants. Not only is this a waste of manpower, 
but problems could develop from a defendant in which case 
a lesser warrant is being served on the defendant and, at 
the ~ame ti~e, th7re are felony warrants outstanding. 
The ~arshal s Off1ce does not have a computer capability 
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to determine whether another agency has outstanding wants 
on an individual. The transfer of the servicing programs 
from the Marshal's Office to the Police Department will 
eliminate much of this problem. 

Chapter 4, Article 5, section 105, of the city Code pro
vides only the referee upon recommendation of the City 
l-lanager or Chief of police has the authority to excuse 
parking citations. This section of th7 code n~eds ~o 
be updated. Recommendations for excus~ng park1ng.t~ck
ets should be restricted to the City Manager or h1s 
designee. Also, the basis on which sucb recommendations 
may be made should be expanded to include those instan~es 
which there is a clearly meritorious defense for the c1ta
tion. A policy should be prepared for consideration by 
the City Manager which addresses the procedural process 
for compliance with this revised code section. 

Authored By: 

ames A. Rank1ne 
olice Lieutenant 

• R. Hayden ' 
Police Officer 
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CHAPTER X 

ORGANIZATIONAL ANALYSIS 

SUMHARY 

Recommendations proposing organizational change were included 
in almost all of the previous chapters. A new organizational 
strategy, which incorporates all of the prior recommendations 
for organizational change, is included in this chapter. 

The Police Department. is currently comprised of four bureaus, 
the Operations Bureau, the Inspection Services Bureau, the 
Staff Services Bureau, and the Support Services Bureau, each 
headed by a deputy chief. This configuration has been in 
effect since November, 1974. By far, the largest bureau 
is the Operations Bureau, which is comprised of the Inves
tigations Division and the Patrol Division. The Operations 
Bureau includes 348 positions, or 68.5 percent of the Depart
ment employment authority. Department employment authority 
totals 508, with 121 civilians and 387 uniformed officers. 

The proposed organizational strategy includes three bureaus 
and an Executive Support Office. The Patrol Bureau, the 
Investigations Bureau, and the Executive Support Office are 
to be headed by deputy chiefs. The Administrative Bureau 
is to be headed by a director of administration, which will 
initially be filled by one of the existing deputy chiefs. 

The proposed organization strategy provides for the Depart
mentis budget programs being expanded from seven to nine; 
substantially improves position and budget span of control; 
includes 11 new administrative/management positions, to be 
offset by the reduction of uniformed positions of various 
ranks, from various organizational units; provides for the 
consolidation of all undercover investigative activities; 
substantially improves uniformed field operations lines of 
authority; permits the Department's management concept to 
be expanded through the exemption of police captains from 
the Civil Service system; incorporates position authorities 
transferred from the Marshalls Office; and establishes an 
Operations Support Division in the Executive Support Office 
in which to consolidate and develop an integrated management 
information system and develop improved management capabili
ties for utilizing such information generated. 

Eleven police officer positions were eliminated from the 
Department employment authority as a result of the Phase I 
study, and it has been found that additional police officer 
positions can be eliminated due to the Department's con
tinuing reduced work load. Inasmuch as almost all of the 
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Department's police officer positions are filled, reductions 
will take.place over time. Such reductions will permit the 
~iring of civilian man~gers and technical personnel required 
~n such areas as plann~ng, computers, financial administration, 
and property management. The Department does not require 
additional position authorities, it simply needs a different 
mix of existing position authority. 
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( 1) 

RECOMl."1ENDATIONS 

Approve the Police Department implementing the pro
posed organizational strategy presented in Figure X-2. 

(2) Approve the budget program structure presented in 
Table X-2. 

(3) 

(4) 

(5 ) 

Approve the proposed reclassification of positions 
presented in Table X-3. 

Initiate action to exempt future police captains from 
the Civil Service System. 

Direct the Police Department to prepare a master plan 
by which all Phase II recommendations may, on a timely 
basis, be realized, including the conducting of a space 
study by which new facility construction is addressed~ 
with this roaster plan being administered by the Steen.ng 
Committee. 
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I. 

STUDY FINDINGS 

Introduction 

This final chapter presents a new organizational 
strategy by which the Department can better complete 
its mission. The basis of the proposed strategy are 
the findings and recommendations from the Phase I and 
Phase II study processes. 

Most of the chapters of this report include recom
mendations for organizational change. A considerable 
amount of organizational change was proposed in 
Chapter II with regard ~o the general investigative 
process, Chapter III with regard to undercover inves
tigative operations, and Chapte.t' V as it concerns 
traffic operational ~pproaches. Chapter VI proposed 
that the S.A.C.S. operations be discontinued and that 
S.W.A.T./Explosive unit responsibilities incorporate 
certain special investigative activities. Chapter VII 
proposed a reconstruction of training operations, and 
Chapter IX proposed eliminating the Marshal's Office, 
with the Police Department absorbing its personnel 
and responsibilities. The organizational strategy 
proposed in this chapter meld all of the organizational 
recommendations from the prior chapters into a single 
comprehensive organizational strategy. 
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II. Current Organizational Overview 

Table X-l presents the Police Department's current 
employment authority by budget program as of June 
1983. Department authority totals 508, with 121 
civilian and 387 uniformed (sworn) officer positions. 
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COLOIlAI)(1 ~PIl[NC;~ 1'01,1('1': IJIo:I'AWI'MI':N'r 
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• Police Budget Proqrams 

'JllO 
J 1),0 
J 110 
3)40 
31'10 
3170 
) 1 UO 

:!].!. J,!-, 

PoJic~ - Admlnislration 
(;ommuni.ty Hl"lrvil.'l~s 
Staff Servicl'R 
I'nv(!stiqatioTlB 
Unifo~mcd Services 
Inspection Services 
Police - Training 

X-5 

1 
4 

2 309 
1 

2 49 

1 
~9 

4 
§. ~, 

~ 508 

I 
1 , 



r-, ~, -_ .... ,... .• -.......-~...,. .. ....-... - - ~~ 

The organizational structure wi,thin which these posi
tions are utilized is presented in Figure X-l. This 
organization chart reflects that the Department is 
comprised of four bureaus, the Operations Bureau, the 
Inspection Services Bureau, the Staff Services Bureau, 
and the Support Services Bureau, with each headed by 
a deputy chief. 

Table X-l and Figure X-l vividly demonstrate the extent 
to which span of control and lines-of-authority problems 
exist in the current organization. The deputy chief 
over the Support Services Bureau is r~sponsible for 
30 positions, or only 5.9 percent of Department employ
ment, and the deputy chief over the Inspection Services 
Bureau is responsible for 15 positions, or only 3.0 
percent of Department employment. The deputy chief 
over the Staff Services Bureau, on the other hand, 
is responsible for 112 positions, or 22 percent of 
Department employment, with the deputy chief over the 
Operations Bureau being responsible for 348 positions, 
or 68.5 'percent of Department employment. Similar 
span-of-control problems exist at the police captain 
level. 

Lines of authority problems can be demonstrated by 
the number of one-on-one relationships of police cap
tains to deputy chiefs and police sergeants to police 
lieutenants. In some cases, police officers report 
directly to deputy chiefs. The Department does not 
make proper use of its management-level positions. 
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III. Development Phase 

All Project staff and the Department's fDur police 
captains provided input to the development of the 
proposed organizational strategy. Organizational 
goals considered in the development of this strategy 
included: 

1. Must provide a reasonable span of control 
throughout the organizational structure. 

2. Must provide for improved lines of authority 
with strong provisions for work load account
ability. 

3. Should make use of matrix organizational 
approaches, emphasizing a "team building" 
concept. 

4. Must provide for substantially improved infor
mation for decision-making, communications, 
and coordination. 

5. Must place substantial emphasis on work flow 
relationships and task similarities. 

6. Must consider the need for an upgrade in man
agement and technical Skills. 

7. Must be directed toward a police generalist, 
but with career orientation. 
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IV. Proposed Strategy 

The organizational structure proposed is identified 
in Figure X-2, with the proposed employment authority 
presented by a new budget program structure in Table X-2. 
The proposed reorganization strategy presents a manage
ment structure which makes use of a Director of Admin
istration and three deputy chiefs. The Director of 
Administration is to supervise the proposed Administrative 
Bureau, with one of the three deputy chie£ssupervising 
the Patrol Bureau, one supervising the Investigations 
Bureau, and one supervising the Executive Support Office. 

Job Title 

Civilian 

Youth & Victim Srvc Mnqr 
Youth & Victim Srvc Couns 
Police Volunteer Coord 
Police ~'raininq Spec 
P,jlicC:! ProJect D~rector 
crime Prevention Spec 
c;.dme Anal:ist 
~stems IInalyst 
Prol rammer Spec Sen10r 
Programmer 
IIdmin~strat~ve Coord I 
Photoc rapfi~c Tech 
Police Impound Lot Supv 
1.0. Tech Supv 
!.D. ~'ech II 
I. D. ~'ech I 
Evidence Custodian Asst 
Poilce civil :i:nves\';.:Lgator 
crime Scene Tech 
Pulic(J Impound Lot Attdt 
Polict.! Vehicle Coord 
iITWiJ tcher 
~ Srvc Worker III 
Police Complaint Clerk 
Po1~ce Clerk 
aerk- IIdm TV 
Clork IIdm III 
cTei:k IIdm I I 
scc::etarv Adm 
Secretary Sen~or 
~9'£!_etar:i 
f!.~~_reti1r;i Legal 
Key Entrv coordinator 
~e~t.ry 0 era tor 
Clerk T:ipist Sen10r 
~l_erk T:i~l.st 
11,110 ('oord II 
Data-;;Ia~e:: 
~s teJns Manaqer 
~~.r:!'-~ Resource f".ngr 
Sen~or CrJme Ana :ist 
ComiJut-;t: Operator I 
Prln Adm Ofhcer 
ChIQT-IIdm OfJ cer 
Dlr:ectCi""rofAdmin 
HtaCf Proqrams Superv sor 

Subtotal 

TABLE X-2 

COLORADO SPRINGS POLICE DEPARTMENT 
PROPOSED EMPT.OYMEN'l' IIU~'1I0Rl TY 

BY BUDGET PROGRAM, JUNE 1983 

Total 
* Du,~ l'roqrnm Authority 

3110 3120 3130 3140 3150 3160 3170 3180 3190 

8 B 

1 1 
-, 

1 I 
3 4 
2 2 
1 ::I 
4 4 

1 1 
"T 

I 1 

1 9 10 
6 6 

1 1 
1 

1 
4 4 

1 
9 9 

1 1 
11 

5 5 
2 -y-

1 
2-----,. 1 14 1 --I---

...!. 1 ---r 4 
3 1 2 8 

5 5 
1 1 
5 I 7 

_t 
1 1 

1 1 

2 2 
2 
2 
I 

38 15 J II :to :>:t 136 
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COLORADO SPRINGS POLICF. DEPARTMENT 
PROPOSED EMPLOYMENT AUTHORITY 

BY BUDGET PROGRAM, JUNE 1983 
(Continued) 

Job Title • Budget Program 
Total 

Authority 
3110 3120 3130 l!iQ. 3150 3160 3170 3180 

Marshal's Office 

Parkin9 Enforcement Offcr 4 4 
Marshal Chief 
Marshal 
Secretarv- 1 1 
Clerk D~spatcher 
Clerk Adm Tl 1 

D~Te¥- PSA 4 4 
en e PSA 1 
securIty OHlcer 2- 2 
D~spatcher 1 I 

Subtotal 1. 1 2 5 4 1 14 

if~E!!'ed 

Pol icc Chief 1 1 
Poll.Cc Deputy Chi.ef 1 1 ) 3 
'Pollce 0 leer 0 45 29 2 5:5 65 l<4 6 9 305 
Police Corporal 1 1 
!~olice Sergeant 7 8 6 1 8 8 8 2 4 52 
Police Lieutenant 2 3 2 I 1 1 2 2 15 
Pol~ce CaEtaln 1 1 1 1 1 6 

Subtotal 22 g ~ 5 65 75 94 11 15 383 

T01'AL 

3110 
3120 
3130 
3140 
3150 
3160 
3170 
3180 
3190 

61 74 

• Police Budget Programs 

Title 

Executive Office 
General Investigations 
Special Investig~tions 
Patrol Administration 
Patrol - Day Shift 
Patrol - Midnights 
Patrol - Swings 

94 

Administrative Management Services 
Administrative Communications 

Some of the highlights of the proposed organization 
strategy are as follows: 

1. Expands the number of Department budget pro
grams from seven to nine for improved financial 
planning arld control. 

2. Substantially improves position and budget 
span of control, with the Director of Admin
istration being responsible for 99 positions 
and two budget programs, the deputy chief of 
the Patrol Bureau being responsible for 256 
positions and four budget programs, the deputy 

X-25 

i , 
i 

i 
I 



, , ... - '"""'t" 

I -
~ 
" ~ " 

III 
.Ilj 
Iii 

i~ 
f; 
, 

--- - ------------r------

chief of the Executive Office being respon
sible for 61 positions and one budget program, 
and the depl.lty chief of the Investigations 
Bureau being responsible for 117 positions 
and two budget programs. 

3. Includes 11 administrative/management positions, 
to be offset by the reduction of uniformed posi
tions of various rank, for purposes of improving 
management and technical support. 

4. Establishes a Special Operations Division in 
which undercover investigative activities, 
currently dispersed throughout the Department, 
are to be consolidated. 

5. Substantially improves uniformed field opera
tions lines of authority by placing all such 
operations under the direct supervision of 
a deputy chief and placing a police captain 
over 8ach shift, with responsibility over 
all uniformed field activities on his shift 
every day of the year. 

6. To expand the Department's management concept 
requires that police captains be exempt from 
Civil Service. 

7. Establishes an Operations Support Division 
in the Executive Support Office in which to 
consolidate and develop an integrated manage
ment information system and develop improved 
management capabilities for utilizing the 
information generated. This is probably the 
most important element of the proposed reor
ganization. 

8. Establishes a Staff Resources Section in which 
to develop a comprehensive training and per
sonnel component. 

It is believed that the proposed organization re
establishes simplicity of structure, unity of purpose, 
with clear lines of authority throughout. 

Insight to the activities proposed for the various 
bureaus and Executive Office is provided below: 

A. Administrative Bureau 

The Administrative Bureau is proposed to be commanded 
by a Director of Administration. In addition to 
the director, the program will be staffed by 4 
police lieutenants, 6 police sergeants, 1 police 
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corporal, 15 police officers, and 73 n?n~sworn. 
personnel. Three of the non-sworn pos~t~ons.w~ll 
initially be staffed by sworn officers and w~l~ 
be civilianized upon their retirement, or poss~bly 
upon the retiremi~nt of an officer o~ 7q';lal. ran~. 
The positions slated for eventual c~~~1~an~z~t7on 
are one Principal Administrativ7 Off7cer pos~t~on 
initially to be filled by a pol~ce l~eu~e~a~t, 
one Chief Administrative Officer to b7 ~n~t~ally 
filled by a police capt~i~, and ~he D~rector o~ 
Administration to be in~t~ally f~lled by a pol~ce 
deputy chief. 

The Administrative Bureau is to be composed of 
two divisions, the 14anagement Services Division 
and the Communications Division. A budget.p:o~ram 
is proposed to represent each of the two d~v~s~ons. 

1. Management Services Division 

a. Staff Resources Seotion 

This section will be.commanded by a.P?lice 
lieutenant and will ~nclude the Tra~n~ng 
unit and the Staff Program Unit. The . 
Training Unit will be staffed by one pol~ce 
sergeant, four police officers,.and ?ne 
Police Training Specialist. th~s un~t 
will plan and conduct recr';lit and.r7serve 
academies, general in-serv~ce tra~n~ng 
programs, educational reimbursement p:o
grams, and firearms trai~ing. The un~t 
is to also provide funct~onal superv~s~on 
over the field training program, as w711 
as review, recommend, and record spec~al
ized in-service training efforts. 

The Staff program Unit is to be staffed 
by one Staff Progr~ supe:visor (non-sworn 
position), one pol~ce off~ce:, an~ on7 Administrative Clerk IV. Th~s un~t w~ll 
coordinate the Department's volunteer pro
gram, employment processing, perso~nel 
records career development, rotat~onal 
program:: affirmative hiring, ~s well as 
employment policies and pract~ces. 

b. Court Liaison Section 

This section is to consist of one.poli?e 
lieutenant who will receive and d~ssemknate 
court notices and subpoenas fr?m loc~l! 
state, and federal courts. Th~s pos~t~on 
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will also make appropriate notifications, 
reference court cancellations and act as 
a liaison between the Department and various 
courts to alleviate conflicts pertaining 
to scheduling and other areas as needed. 

Financial and Property Management Section 

This section will be ~ommanded by a Princi
pal Administrative Offi~er, initially ~o 
be filled by a police l~eutenant and w~ll 
include the Budget and Finance, Evidence, 
and Supply/Impound Lot units. The Budget 
and Finance unit will be staffed by one 
Administrative Coordinator I, one Adminis
trative Clerk IV, and one Administrative 
Clerk II. Responsibilities for this u.nit 
will include the handling of Department 
business transactions and the development 
and administration of a comprehensive 
computerized budget system, with reports 
to program managers being generated every 
28-day pe:A:'iod. 

'rhe Evidence Unit is to be staffed by one 
police sergeant, one police officer, ~nd 
one Evidence custodian assistar,.t. Th~s 
uni t is to be responsible for t.he receipt, 
storage, and processing of crLninal evi
dence and found personal proparty. 

The Supply/Impound Lot unit is to be staffed 
by one police corporal, one Impound Lot 
supervisor, four Impound Lot attendants! 
one Police Vehicle Coordinator, one Adm~n
istrative Clerk III, and one Building 
Services worker. This unit is to be respon
sible for the Police Impound Lot, building 
services, business systems, the Department's 
fixed asset inventory and control, fleet 
administration, and abandoned vehicles. 

Communications Division 

This division is to be commanded by a Chief 
Administrative Officer, initially to be filled 
by a police captain, and will include ~he Records 
and Identification Section and the Rad~o Room 
Section. 

a. Records and Identification Section 

This section will be staffed by 1 police 
lieutenant, 1 I.D. Tech supervisor, 14 
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Administrative Clerk lIs, 6 1.0. Tech Is, 
and 9 1.0. Tech lIs. This unit is to 
continue its present responsibilities 
of maintaining the centralized criminal 
records system through collection, dis
semination, and storage of reports; 
entering, retrieving, and disseminating 
information from automated police sys
tems ,; maintaining an archive system for 
the Department's records; providing 
fingerprint service for the Department 
and the public; being responsible for 
booking and handling of prisoners; and 
managing and supplying iden'cification 
information on persons and property for 
the Department and other criminal justice 
agencies in accordance with the law and 
establishe1 procedures. 

b. Communications Section 

This section will be staffed by 1 police 
lieutenant, 4 police sergeants, 10 civil
ian dispatchers, 9 police officers, and 
11 complaint clerks. This section pro
vides for the efficient continuing 
availability of Department resources 
through radio communications; receives 
calls i:or service to the Department; 
initiat;es immediate conununications to 
fieJ. .. d mobile units and with other crim
inal justice agencies pertaining to all 
major crimes occurring within this jur
isdiction, when appropriate; and maintains 
records of all vehicles towed within the 
corporate City limits. 

Several of these sections and units will change 
in terms of organizational reporting relation
ships only. Very little change is proposed with 
regard to operational approaches, numbers and 
levels of staff positions, and job duties. The 
majority of these activities are currently the 
responsibility of the deputy chief in charge of 
the Staff Services Bureau. The court liaison 
activity is currently the responsibility of the 
deputy chief in charge of the Inspection Services 
Bureau and the training activities are currently 
the responsibility of the police captain in the 
Support Services Bureau. 
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B. Patrol Bureau 

The Patrol Bureau, to be commanded by a deputy 
chief, will include 3 police captains, 4 police 
lieutenants, 25 police sergeants, 206 police 
officers, 4 parking enforcement officers, 1 
senior secretary, 1 clerk typist, 1 Crime Pre
vention Specialist, 1 Chief Public Service Aide, 
4 Public Service Aides, and 5 police clerks. 
Total staffing will be 256 sworn and non-sworn 
personnel. The bureau will represent four budget 
programs, one for each of the patrol shifts and 
one for the Administrative Support Unit. 

1. Patrol Shift #1 

This patrol shift, and the other shifts, are 
proposed to be commanded by a police captain, 
rather than a lieutenant as is the present 
case, who will be assisted by a police lieu
tenant and a police sergeant. To ensure that 
the Department's top management ranks are 
always responsive to the Chief of Police, 
the rank of police captain, excepting those 
currently in rank, should be exempt from 
Civil Service. Shift #1 generally represents 
the day shift and includes the number of 
positions relative to work load occurring 
in daylight hours. The day traffic activ
ities will be supervised by a police sergeant 
who will supervise six traffic officers and 
four parking enforcement officers, the latter 
of whom are proposed to be consolidated from 
the Marshal's Office. Patrol is proposed 
to continue to be organized according to east 
and west work load requirements. As such, 
three police sergeants are proposed to super
vise the activities of each side of town, 
with 22 and 27 police officers assigned east 
and west, respectively. 

2. Patrol Shift #2 

The only difference between staffing of Shift #2 
and Shift #1 is with regard to the number of 
officers required to handle the swi~g shift 
work load. The swing shift normally experi
ences a greater number of calls for service, 
including traffic accidents, than the other 
shifts. The number of traffic officers on 
this shift totals 11, and the number of police 
officers east and west totals 34 and 39, respec
tively. 
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3. Patrol Shift #3 

The organizational approach of Shift #3, 
commonly designated as the graveyard shift, 
is identical with that for Shifts #1 and #2. 
Eight traffic officers are provided, plus 26 
and 31 police officers to accommodate the east 
and west work loads, respectively. The pri
mary responsibility of traffic officers on 
this shift is the D.U.I. program. 

4. Administrative Support 

The Administrative Support Unit is to be 
commanded by a police lieutenant who will 
command three different areas of responsi
bility. The administrative lieutenant will 
manage the clerical staff for the Patrol 
Bureau; staff assigned to program management 
responsibilities~ and staff assigned to the 
desk, teleserve, and intoxilizer activities. 
Program management activities include coordi
nation of the police reserve program, Neighbor
hood Watch Programs, school liaison, and 
planning and research activities, including 
planning and coordinating the traffic program. 
The desk, teleserve, and intoxilizer activities 
are to be staffed by police clerks and a new 
classification titled, "Public Service Aide." 
These latter poitions are to be filled by 
incumbents currently holding Marshal positions, 
which organizational change is addressed in 
Chapter IX. 
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C. Investigations Bureau 

The Investigations Bureau will be headed by a 
deputy chief and will comprise two divisions, 
the General Investigations Division and the 
Special operations Division. The General Inves
tigations will include 74 positions, and the 
Special Operations Division 43 positions, for 
a total of 117 positions in the bureau. Each 
of the divisions will be represented by a budget 
program. 

1. General Investigations Division 

The General Investigations Division will be 
commanded by a police captain and will be 
staffed by 3 police lieutenants, 8 police 
sergeants, 45 police officers, 8 youth and 
victim counselors, 2 se~retaries, 1 clerk 
typist, 2 Administrative Clerk lIs, 1 photo 
technician, and 1 crime scene technician. 
The division is divided into an Administra
tive Support Unit and three sections, which 
include the General Services Section, Juvenile 
Sex Crimes Section, and Special Services Sec
tion. 

a. Administrative Support 

This unit is to be staffed by two police 
officers, two secretaries, and a clerk 
typist. Unit activities include poly
graph operations; case coordination, 
including case packaging and report prep
aration; and clerical services. 

b. General Services Section 

The General Services Section consists 
of three teams, which are desi~nated 
Team A, Team B, and Team D. Team A 
consists of a police sergeant and seven 
police officers. This unit is to be 
responsible for coordinating felony 
fugitive apprehensions; robbery inves
tigations; and alarms, including the main
taining of the current AID (portable) 
alarms and cameras and false alarm 
follow-up in conjunction with the City's 
false alarm ordinance. Team B is to be 
staffed by one police sergeant and seven 
police officers and is to be responsible 
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for homicide investigations, serious 
assault, and those other person cases 
referred to the unit. Team D is to con
sist of one police sergeant and eight 
police officers and is to be responsible 
for various property cases involving 
burglaries, theft of rental properties, 
and other cases as may be assigned. 

c. Juvenile Sex Crime Section 

This section is to be headed by a police 
lieutenant and consists of two units, 
designated as the Sex Crimes Unit and the 
Juvenile Unit. The Sex Crimes Unit con
sists of one police sergeant, four police 
officers, and four youth and victim coun
selors. The Yoath and Victim Services 
manager position is proposed to be reclas
sified to Administrative Coordinator II. 
This unit is to be responsible for inves
tigating rape and other sex crimes by 
and against adults and juveniles. The 
professional counselors assigned to the 
unit are to provide counseling to victims 
and victim's families. The Juvenile Unit 
is to be staffed by one police sergeant, 
four police officers, and four youth and 
victim counselors. The unit is to be 
responsible: for investigating those crimes 
committed by and against juveniles, except 
sex crimes. The assigned counselors are 
to provide counseling to juvenile offenders 
and victims as well as to the families of 
each. 

d. Special Services Section 

This section is to be conwanded by a police 
lieutenant, and is to consist of two teams, 
designated Team C and Team E, and the For
ensic U{lit. Team C is to be staffed by 
one police sergeant and six police officers 
and is to be responsible for those crimes 
involving checks, fraud, auto theft, bur
glary of motor vehicles, larceny of motor 
vehicles, and white collar crimes. Team E 
is to be headed by a police sergeant and 
staffed by five police officers and two 
Administrative Clerk lIs. This team is 
to be responsible for coilecting and main
taining all pawn tickets, enforcing the 
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City's pawn ordinanc7, mai~taining lists 
of stolen gold and s~lver ~tems, and. 
acting as liaison with the gold and s~l
ver dealers. The Forensic unit is to 
be staffed by one police sergean~,.two 
police officers, one photo techn~c~an, 
and one crime scene technician. The 
unit is to continue being responsible 
for the services provided at crime scenes 
and for rendering general crime labora
tory support. Additionally, the unit 
is to ensure that a sufficient nu~ber 
of officers in the field are trained to 
assist in field processing efforts. 

The proposed organization includes several opera
tions which currently operate away from the 
Investigations Division. Included in the pro
posed organization are hit and run investigations, 
which is currently performed by the Traffic Sec
tion· the alarms management program, which cur
rently functions in Specia~ Ope7ation~; the Pawn 
Shop Detail and the Forens~c Un~t, wh~ch currently 
function wi thin the Staff Services Bure.au; and 
Youth and Victim Counselor Services, which cur
rently function in the Support Services Bureau. 
The effect of the proposed organizat~onal ~tra~egy 
is to improve span of control, make ~nvest~gat~ve 
teams more specialized and ye~ prov~de a bro~de7 
range of assignments for the ~nvest~gators ~~th~n 
each of the teams, improve the overall serv~ce 
level to victims and victim relatives, and to 
provide all essential support services un~e7 ~he 
command of the captain in charge of the d~v~s~on. 

2. Special Operations Division 

This division is to be commanded by a police 
captain and will additionally consist of 2 
police lieutenants, 6 polic7 sergeants,.29 
police officers, 2 secretar~es, 2 sec~r7t¥ 
officers, and 1 crime analyst. The d~v~s~on 
will comprise two sections, the Special . 
Criminal Apprehension Team (S.C.A.T.) Sect~on 
and the Tactical Section. 

a. S.C.A.T. Section 

This section is to be headed by a police 
lieutenant and will consist of the Depart
ment's component of the O.C.S.F., a 
Metropolitan Narcotics Unit, and a Metro
politan Vice Unit. The activities of 
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these units are obvious and are fully 
explained in Chapter IX. 

b. Tactical Section 

The Tactical Section is to be headed by 
a police lieutenant and will consist of 
three units, the Security Unit, the 
S.W.A.T./Explosives Unit, and the Intel
ligence Unit. The Security Unit will 
be responsible for airport security, 
security provided for the City Adminis
tration building and utilities building, 
and security provided for the 14unicipal 
Court, the lat,ter which includes prisoner 
transportation and transportation of 
receipts. The primary responsibilities 
of the S.W.A.T./Explosives Unit are 
S.W.A.T., tactical, and explosive type 
calls for service. In addition, they 
are to be given special assignments, to 
include the Nevada Avenue detail; Memo
rial Park detail; V.I.P. protection; 
felony warrant service; and assistance 
in intelligence surveillance and in 
narcotics, vice, and other special under
cover investigative activities. The 
Intelligence Unit is to continue per
forming the same kind and level of intel
ligence gathering and disseminating effort 
currently provided. Additionally, it 
will administer all the divisions' filing 
systems. 

The concept behind the formation of this 
division is the consolidation of all key 
undercover investigative activities. 

D. Executive Support Office 

The Executive Support Office is to be headed by 
a deputy chief and additi~nally will be staffed 
by 1 police captain, 2 police lieutenants, 7 
police sergeants, 10 police officers, and 38 
civilians. This office is to be responsible for 
psychological services which will continue being 
provided under a personal services contract; 
attorney services provided by the City Attorney's 
Office; and such legal assistance as the assigned 
attorney may require, internal affairs, public 
information, and operations support activities. 
Discussion of the latter three activity areas 
is discussed below: 
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1. Internal Affairs 

The Internal Affairs Office is to be staffed 
by a police lieutenant and two police ser
geants. This unit will continue investigating 
all formal complaints alleging officer mis'
conduct and will coordinate independent 
internal investigations as directed. Position 
authority has been increased to ensure that 
all complaints are thoroughly investigated 
and resolved. 

2. Public Information 

The Public Information Office will be staffed 
by a police lieutenant who will plan and 
administer the Department's public relations 
program. This is a new office and is meant 
to coordinate the release of all public infor
mation and, with the exception of press 
releases made by the Chief, will make the 
majority of all other press statements. 
Release of all such information will ue 
coordinated with the City's Public Affairs 
Office. 

3. Operations Support Division 

This division is to be under the command of 
a police captain and is to consist of three 
sections, which are Computer Services Section, 
Operations Resource Section, and the Planning 
and Research Section. This division is being 
formed by the consolidation of departmental 
activities necessary to accomplish a compre
hensive information system, to ensure that 
all Department resources are drawn upon in 
investigating offense reports, servicing 
warrants, supporting directed patrol, and 
other assignments. This organizational unit, 
more than any other in the Department, is 
critical to the improvement of productivity, 
efficiency, and overall quality of service 
provided to the community. 

a. Computer Services Section 

This section will be headed by a data 
manager and will be comprised of i:.wo 
units, the Systems Development Unit and 
the Systems Operations Unit. The Systems 
Development Unit will be headed by a 
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systems manager and will additionally 
be staffed by two systems analysts, a 
systems programmer, and four programmers. 
This unit will continue the developmental 
work on the Department's Computer Aided 
Dispatch system and will complete the 
plans and programming necessary to accom
plish the consolidation and development 
of the Department's information system. 

The Systems Operations unit will be 
headed by a police sergeant and will 
additionally be staffed by a key entry 
coordinator, five key entry operators, 
and two computer operators. This unit 
will opera'te and maintain the Computer 
Aided Dispatch system and provide sup
port for the Department's micro-computer 
operations and word processing services. 

b. Operations Resource Section 

This section will be headed by an Opera
tions Resource manager and will be com
prised of two units, one of which is the 
Crime Analysis Unit and the other is the 
Ca~e Management Unit. 

The Crime Analysis Unit will be headed 
by a senior crime analyst and will addi
tionally be staffed by three crime ana
lysts, one 1.0. Tech II, three police 
officers, and one Administrative Coordi
nator II. This unit will be responsible 
for maintaining the career criminal pro
gram, the enhancing of offense report,s, 
the identification of crime patterns, 
the single fingerprint retrieval program, 
the Crime Stoppers Program, and will sup
port directed patrol assignments. 

The Case Management Unit will consist 
of two police sergeants, two police 
officers, an Administrative Clerk II, 
one senior clerk typist, and five clerk 
typists. This unit will be responsible 
for reviewing all offense reports and 
determining which have sufficient solv
ability factors or are particularly severe 
or are sufficiently urgent to dictate 
assignment. It will assign offense 
reports to the various bureaus, monitor 
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and control such offense report assign
ments, and make assignments on the 
servicing of warrants, complaints, and 
subpoena servicing program. Clerical 
resources are provided for offense 
reports plus supplements and to assist 
in tracking all assignments made by the 
Case Management Unit. 

c. Planning and Research Section 

This section will be headed by a prin
cipal administrative officer and will 
cumprise two units, the Operations Anal
ysis Unit and the Planning Unit. The 
Operations Analysis unit will consist 
of one police sergeant and four police 
officers and will be responsible for 
various operational analysis and police 
study implementation coordination. The 
Planning Unit will be staffed by one 
police sergeant and one police officer 
and will be responsible for intra- and 
inter-governmental relations, grant 
programs, the Department's legislative 
program, goal setting and monitoring, 
policy evaluation and revision, and the 
coordination with other departments in 
community environmental design. 

The proposed organization appears to include 25 posi
tions more than the Department is currently authorized. 
Fourteen of these positions are due to the absorption 
of positions from the Marshal's Office. The remaining 
11 simply reflect the Department's need for increased 
management and technical support. 

Table X-3 identifies 21 classifications which are 
proposed to be deleted from current employment author
ity and 32 classifications which are proposed to be 
added, for what appears to be a net increase of 11 
positions. However, this increased position authority 
is to be offset by the attrition of 11 police officer 
position authorities of various ranks. Due to budget 
constraints, the management and technical positions 
·should not be filled until the police officer posi
tions have been vacated and eliminated. 
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TABLE X-3 

BUDGET YEAR 1983 
COLORADO SPRINGS POLICE DEPARTI>1ENT 

PROPOSED EMPLOYMENT CHANGES 

Job Title 
Deleted Classifications 

Police Volunteer Coord. 
Youth/Victim Manager 
Youth/Victim Counsel 
Police Project Dir. 
Police Deputy Chief 
Police Officer 
Police Lieutenant 
Chief lvlarshal 
Lvlarshal 
Clerk/Dispatcher 

Total 

Proposed 
Classifications 

Admin. Coordinator II 
Staff Programs Supv. 
Crime Analyst 
Systems Analyst 
Programmer 
Secretary 
Computer Operator I 
Data l'1anager 
Systems Ivlanager 
Opere Resource Mgr. 
Senior Crime Analyst 
Prine Adm. Officer 
Chief Adm. Officer 
Director of Admin. 
Police Sergeant 
Deputy Police Srvc Aide 
Chief Police Srvc Aide 
Security Officer 
Dispatcher 
Police Captain 

'I'ota! 

Monthly 
position 

No. Salar:l 

1 $2,324 
1 2,461 
1 2,183 
1 2,877 
1 3,516 
4 1,997 
4 2,757 
1 2,018 
6 1,595 
1 

21 (1) 
1,184 

1 $2,296 
1 2,324 
1 2,183 
1 2,648 
3 1,972 
1 1,184 
'2 1,369 
1 3,214 
1 2,353 
1 2,877 
1 2,353 
2 2,757 
2 3,214 
1 4,188 
3 2,353 
4 1,595 
1 2,018 
2 1,595 
1 1,184 
2 3,214 

32 

Total 
Annual 
Salar:l 

$ 27,888 
29,532 
26,196 
34,524 
42,192 
95,856 

132,336 
24,216 

114,840 
14,208 

$ 27,552 
27,888 
26,196 
31,776 
70,992 
14,208 
32,856 
38,568 
28,236 
34,524 
28,236 
66,168 
77,136 
50,256 
84,708 
76,560 
24,216 
38,280 
14,208 
77,136 

NOTE: Does not include planned deletion of 11 police officer 
positions. 
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The affect of these position changes is a move toward 
the use of professional civilian managers throughout 
the Department. The Department has not previously 
met the urgent demand that exists for highly skilled 
professionals in such areas as planning, computers, 
financial administration, and property management. 
The typical skills of a police officer are unrelated 
to the expertise needed to guide and ensure continuity 
within these functions; however, officers may be 
trained to perform some of these positions. As 
identified in the Career Development chapter, addi
tional civilianization will be required in the future, 
thus freeing officers for patrol duty. 

Eleven police officer positions were eliminated from 
Uepartment employment authority as a result of the 
Phase I study, and it has been found that an addi
tional 11 police officer authorities of various ranks 
can be eliminated because of the Department's con
tinuing reduced work load. Offsetting police officer 
reductions at various ranks will permit the hiring 
of civilian managers and technical personnel without 
increasing the Department's salary account. There 
will be a slight increase in salaries due to the 
upgrade of certain positions. The Department does 
not require additional position authorities. It 
simply needs a different mix of existing position 
authority. 
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v. Implementation Phase 

In addition to the recommendations for organizational 
change presented in this and previous chapters, many 
recommendations have been made with regard to the 
need to improve processes, procedures, policies, and 
operational approaches. The vehicle needed to provide 
a central focus and reference for the proposed reor
ganization and implementation of all of these r 7 com
mendations is a master plan. The master plan w~ll 
identify the what, who, when, why, and where issues 
regarding all of these changes. The proposed recom
mendations will require that decisions be made on 
personnel assignments, space utilization, ~e~elo~ment 
of new policies and procedures, budget mod~f~cat~ons, 
vehicle assignments, job functions etc. A proper 
sequence and change mechanism must be established. 

Management will need to play the primary role in the 
development of the master plan and the implementation 
of the reorganization plus other required changes. 
Since this is the final phase of the Police Study 
Project, project staff, upon their return, can be 
used for the development of the master plan. Once 
the master plan is complete, meetings should be held 
with organizational supervisors informing them of 
all aspects of the plan,and the 7esJ?onsibiliti7s that 
eaCh of the superiors w~ll have ~n 1mplementat~on. 
Implementation issues, tasks, and responsibilities 
should be defined with specific assignments made. 
A rational and finite implementation sequence and 
time frame is critical for successful implementation. 
An orientation program for effecting the change should 
be conducted to ensure that all members of the Depart
ment are aware of the actions to be taken, thus 
ensuring a smooth transition. The Steering Committee 
should monitor the master plan implementation. 

Once implemented, adjustments to the new organiza
tional structure and new systems should not be made 
without proper management authorization. Unless there 
are clear reasons otherwise, only minor adjustments 
should be permitted until the new organization and 
systems have had a chance to prove themselves. A 
trial period should miniml~ly be for a six- to twelve
month period. Personnel,i~ ~he management un~t of 
the Operations Support D~v1s1~n sho~ld est~bl~s~ an 
effective monitoring system w1th wh1ch to ~dent1fy 
any significant problems ~hat might be developing 
and to have the facts available with which to make 
appropriate adjustments. The Steering Committee 
should oversee the monitoring process for at least 
one year. 
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1-1ajor stumbling blocks to the reorganization that 
might be expected include personnel who may be 
resistant to change; insufficient clerical support; 
inadequate equipment, both of an administrative 
and technical nature; and inadequacy of Department 
facilities. Management capabilities must be improved 
and it is for this reason that the Department's 
employment authority has been recommended to be 
expanded. Additional administrative, management, 
and clerical support, however, will be required. 
Also, additional civilianization of positions now 
occupied by police officers·that do not require the 
power of arrest should be considered. The Depart
ment's existing work load seems to indicate that 
additional police officers may not be required for 
some time. 

Investigative findings from the study of undercover 
investigative activities indicate the need for addi
tional specialized equipment necessary to conduct 
undercover investigative activities. There appears 
to be a need for additional binoculars, spotting 
scopes, privacy radios, radio chargers, cameras, 
recorders, and microphones. There is need for 
improved word processing equipment throughout the 
Department. Some of these equipment needs may impact 
on the implementation of this study's recommendations. 

In mid-1981, a contract was awarded to Cannell and 
Chaffin Interiors to conduct a space study of police 
facilities. The study, however, was restricted to 
those police operations located in the downtown area 
only. The results of that study revealed that the 
police operations studied would require an additional 
30,500 square feet in 1983. This study did not 
incorporate the sUbstantial number of police opera
tions located out of the dO~ltown area. 

The Police Department appears to have an extreme 
shortage of space for all of its operations. Depart
ment employment has grown steadily over the years, 
with modern, but space-consuming, systems and pro
cesses being implemented. The Department should 
conduct a comprehensive space study giving consider
ation to growth potential, community growth patterns, 
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siting requirements, and intra-organizational rela
tionships. Once the amount, type, and location of 
space required is known, the Department should con
sider the benefit of asking the community to approve 
a general obligation bond issue with which to finance 
the design and construction of such facilities. 
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