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Introduction

The Virginia Task Force on Criminal Justice Goals and Objectives was N\}
formed in the summer of 1975 to establish goals, objectives and priorities
for Virginia's criminal justice system. The task force was a joint project
of the Virginia State Crime Commission and the Council on Criminal Justice
and was funded by a grant from the federal government's Law Enfercement
Assistance Administration (LEAA) and matching funds from the Commonwealth,

The task force continued on the stﬁte and local level much 6f the
work performed at the national level by the National Advisory Commission
.on Criminal Justice Standards and Goals (NAC) and the American Bar
Association (ABA). Both the NAC and the ABA formulated a set of national
sggndards and goals for the improvement of the criminal justice system.

These national standards and goals were never intended or expected to
be accepted and implemented verbatim by all states and local communities.
The purpose of the national standards was to prompt study and discussion
which &ould lead to each jurisdiction adopting, amending or rejecting any
specific standard. To emphasize the advisory nature of this study process
and to dispel any misimpression that mandatory standards were heing for-
mulated, Virginia has deleted all references to the word standards and
has used exclusively, the terms goals and objectives.

The study and discussion proceés began in Virginia when the Virginia

State Crime Commission and the Council on Criminal Justice formed a Joint



Executive Committee to select task force members and set policy and
procedure for‘thé*0peration of the task force. Recbgnizing that the rising

i3

crime rate is of concern to all Virginians, the Joint Executive Committee
-;eléctéd task force members from the three branches of state and local
1?’ government, as well as from industry, education and citizens groups. To
i} v ﬁhe extent possible the Joint Executive Committee also endeavored to select
h \~Eask force members from all geographic areas of Virginia.
. It was also recognized that the criminal justice system has become
so complex and contains so many separate components (e.g., state police,
municipalfﬁolice, sheriffs, corrections officials, judges, prosecutors,
defense counsel, etc.) that frequently these séparate components are
unaware of, or unwilling to consider the needs of the other elements of
the criminal justice system. The Joint Executive Committee concluded
that the diverge‘membership of the task force would encourage an inter-’
disciplinary approach to the criminal justice systam. A staff of criminal
justice professionals was employed to assist the task force, but task force
vmembership was nqt restricted to criminal justice ﬁrofessionals. The Joint
Executive Committée designed the task force to bring together and promote
interaction between criminal justice professionals and other elements - .
of society.
When the task-?ofce and staff were selected, the task force began its
work by studying a comparison of the national standards with existing f'
Virginia law and practice.v Under the direéiionﬁofAthe Division of Justice

and Crime Prevention (DJCP) comparative analyses were prepared in the

_specific areéas of courts, police and corrections. In addition DJCP prepared

xvi
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a general volume qompafing all ABA standards with existing Virginia law.
and practice. ‘These four volumes of comparative analyses served as the
basic working documents for the task force. For the most part the com-
parative analyses did not make judgments but merely attempted to factually
report any differences between the criminal justice system in Virginia
and the national standards.

The task force was charged with making the judgments as to which
national standards should be adopted as desirable practice in Virginia. l

The task force was instructed to gilve due deference to the NAC and ABA

standards as reflecting the views of many distinguished experts, but the

task force was cautioned to analyze the national standards from a Virginia 2

e

perspective, and to adopt only those goals which were appr@priatg for the
_Virginia criminal justice system. :
The task force was also insiructed to select desirable goals for Y
Virginia, assuming that the necessary financial resources were available.
Thus the task force did not conduct a detailed financial analysis, nor did
the task force necessarily spell out the specific methods of achieving
every goal. Some goals are quite specific aﬁd recommend amendment of
particular statutes and regulations. However, other goals merely set the
general direction for the Virginia criminal justice system and leave the
specifics to be worked out in the future. The task force recognized that
most criminal justice professionals are necessarily‘involved with day-to-
day operations and frequently cannot afford the time to plan for "the
long run." Freed from responsibility for the daily operation of the

present criminal justice system, the task force endeavored to concern

xvii
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itself with the direction of the Virginia criminal justice system in

the future.
The actual formulation of goals for Virginia's criminal justice

system began in the summer of 1975 when the task force was divided into

Kkjeree separate task forces concentrating on the areas of Courts, Police

and Corrections. Although there was communication between the three task
fo;;es, ultimatelyveach task force functioned independently in that only
members of the Courts task force voted on the Courts goals; only members
of the Police task force voted on the Police goals; and only members of
the Corrections task force voted on the Corrections goals. Thus it is
important to note that the goals adopted by each task force reflect only

the views of that task force. The goals adopted by one task force are not

necessarily approved or disapproved by the other task forces. The only

™ W o

exception to the independent functioning of the task forces occurred when
a goal ef one task force was found to be in conflict with the goal of
another~tesk force. In such cases the conflict was resolved by the vote
of all task forces. |

_The independence of the task forees is also reflected in the scope
end tenor of their reports. Each task force approached its subject from
a ‘slightly different perspective and thus tailored its goals to reflect
this perspective. While it is hoped that this report may be considered
as a whole and can be seen as addressing the entire criminal justice system,
ankunderSCanding of the Courts, Poliae and Corrections goals can best be
achieved by keeping in mind the basic approach of each group, as set out
below.

R

kN
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COURTS

Upon examination of the functioning of Virginia Courts, the Courts
task force contluded that Virginia was indeed fortunate in that it does
not experience lengthy delays and the crisis atmosphere that accompanies
the trial and appe;l process in many other states. Since the Virginia
courts were found to be functioning well, the task force found no need
for major restructuring or broad innovative suggestions. The task force ! {S)
contented itself with proposing minor adjustments and improvements in }
what was already a well-functioning system. This approach accounts for
the small number end limited scope of the Courts goals.
POLICE

The Police task force was concerned with all aspects of law enforce-
ment, and the term "police" is used in a generic sense to encompass all
law enforcement agencies having personnel with general peace officer
powers. The term police chief executive is also used broadly to identify
the key individual at the head of every law enforcement agency, such
individual having administrative responsibility for the policies and
performance of the agency. Thus the term "police chief éxecutive" includes
those individuals who may have the official title of chief of police,
sheriff, superintendant, colonel or commissioner.

In Virginia, law enforcement is primarily the responsibility of local )

i
/

i o e
government, thus there is not the same uniformity of procedure in law f (f%;/ﬁ
enforcement as exists in the state courts. The Police—task force was w’ﬂ\[
aware that many of the goals adopted are already existing practice in

some localities. The task force made no attempt to ascertain whether a

xix




gbal was already the existing practice in le, 50% or 90% of the localities.
The police task force's perspective was to propose goals that should be
co;éidered by all localities. The task force attempted to draft a report
that could be examined by every p;lice chief executive as the task force's
view on how a law enforcement agency could best function. Thus unlike the
\3~[~ Courts task force's approach of minor improvements to the existing system,
the police goals are intended as a comprehensive "how to do it" manual.
- CORRECTIONS
' The Corrections task force did not confine itself to a limited
examination of major institutions or the functioning of the Virginia
M Department of Corrections. The task force was concerned with the broad
-“‘ range of the community's possible reactions (e.g., parole, probation,
onfinement, etc.) to a convicted offender. Like the Police task force,
and unlike the Courts task force, the Cofrections task force did not
confine itself to minor adjustments to the existing system. Rather, the
task force engaged in a broad examination of the concept of punishment
.i and corrections. This broad approach is perhaps best typified by the
; ,

- initial goal of the Corrections report which calls for "total system"
f

L\Eianning.

Working independently, each task force held meetings from October,

1975 to September 1$76. The interim goals adopted at these meetings were

reported by the Task Force Reporter, a newsletter distributed to criminal
justice professionals and interested citizens. Each task force met in
September, 1976 for final consideration of its goals and to acquaint itself

with the goals adopted by the other task forces. A final joint meeting of
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the three task forces was held in October, 1976 to resolve any conflict
between the goals and to continue the educational process of acguainting
each task force member with the work of the other task forces. The minutes
of all task force meetings are available for examination by the public and
will be published in a separate volume entitled "Working Papers of the
Virginia Task Force on Criminal Justice Goals and Objectives."

Upon final adoption of the goals at the October meeting, the task
force concerned itself with preparing minority reports and setting
priorities for consideration of the goals. With the publication of this
report, and its distribution teo the Governor, Supreme Court of Virginia,

General Assembly, local government officials and the general publie, the

work of the task force is completed.

It must be noted that the task force served in an advisory capacity °
and had no power to implement any of the goals adopted. The next phase
of considering the implementation of these goals will begin in the spring
of 1977 when the goals will be presented in reginnal public forums to be
held throughout the Commonwealth. All interested individuals are urged
to attend the forums and discuss the substance of the goals. A summary
of these forums will be published as a supplement to the report.

Armed with this report, the working papers of the task force, and the
results of the public forums, it is hoped that the individuals with
responsibility for the operation of Virginia's criminal justice system

will give due consideration to goals adopted by the task force.

Ronald J. Bacigal
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Interrelated Goals

"A number of important subjects are addressed by more than cne goal. Readers are
urged to examine all of the. goals to gain a full understanding of the overall o
contents of this-report. This matrix shows the interrelationship of goals in “a,” '
‘the courts, police and corrections areas. An intérrelationship exists when the
same subject matter is dealt with by two or more goals. This matrix is not
exhaustive and does not contain every goal that bears in some way on the subject
matter addressed by other goals.

Courts’ 3
. O O el N T e O i N O :’
dodddaddsssa
1.3 |9 ] ‘
1.8 ° .
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Chapter 1 |
Screening, Diversion
and Plea Negotlatlon

=G

Goal 1.1 |
Screening f P |

It is the constitutional duty of every Fommonwealth's attorney tob
exercise discretion in screening. Whether t¢ adopt formal guidelines
for the exercise of that discretion is a decision for the individual
Cucaonwealth'’s attornay. :

Commentary

Screening, in the meaning of this goal, is the discretionary decision
to stop formel proceedings against a person who has become involved in
the criminal justice system. The decision to screen a case out of the
criminaljustice system is normally based on the following considerations:

1. TPurther proceedings would be fruitless because there.
is insufficient evidence to obtain a conviction;

2. The alleged crime is a minor one, and the available.
resources necessitate that the prosecutor concentrate
on oaly the most serious crlmes,

3. Further proceedlngs will not serve the endsof
justice (this involves the prosecutor's assessment
of such factors as the youthfulness of .the offender,'
the value of further proceedings in preventing future



offenseé by the defendant or other persons,
the degree of seriousness of the offense, etc.).

The task force recognizer that the power and duty to screen cases

- is inherent in the office of the Commonwealth's attorney. Because this

. exercise of such discretionary power is subject to abuse, critics of tha
screening process. have called for guidelines limiting the prosecutor's
power or formalizing the process whereby he exercises such power. The
‘task force is not aware of any evidence that Commonwealth's attorneys
have abused their discretionary powers, and the task force believes that
the Virginia criminal justice system presently contains safeguards against
any potential abuses. Commonwealth's attorneys'are guided by statutes,
- their oath of office and the Code of Professional Responsibility. As an
~elected official, the Commonwealth's attorney should reflect in screening
policies the sentiments and mores of the locality. ' Any abuse of power
by a Commonwealth's attorney will ultimately be dealt with by the

- electorate.
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Goal 1.2
Diversion

In appropriate cases, consideration should be given to diverting
offenders into non-criminal programs before tiial or conviction.

Commentary

Diversion involves a discretionary decision by the Commonwealth's
attorney that there is a more appropriate method for dealing with an
offender than to prosecute him. Diversion suspends, before conviction,
the formal criminal proceedings against the accused. Unlike screening
(Goal 1.1), this suspension is normally contingent upon the defendant's
agreement to do something in return. For example, a defendant may
agree to participate in a rehabilitation program or make restitution
to the victim of the crime. '

Diverting an individual from the criminal justice system can have
several benefits. By taking the offender out of the criminal justice
process before he is convicted, diversion eliminates the stigma of
conviction, thus presumably furthering rehabilitation by easing the
offender's efforts to take a normal position in society.

A second benefit is economy. Since diversion can take place early
in the criminal justice process, it eliminates the economically costly
process of formal adjudication (e.g.., pretrial hearings, trial, appeal,
etec.).

The task force feels that in each individual case the benefits of
diversion must be balanced against the benefits of traditional methods
of prosecution. For example, serious consideration must be given to
what impact diversion will have on the utilization of punishment as a
deterrent to future misconduct.

; With these concerns in mind, the task force endorses the concept
of diversion but cautions that the success or failure of the concept
varies according to the specifics of a particular program.
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‘Goal 1.3
The Negotiated Plea

, 'Where a negotiated guilty plea is offered, the agreement upon which
it is based should be presented to the judge in open court for his
acceptance or rejection. In each felony case in which such a plea is
offered, the record should contain a full statement of the terms of the
underlying agreement.

Commentary

Critics of the negotiated plea assert that it has two major inequities:

1. Since plea negotiations are conducted in private between
the prosecutor and defense counsel, the negotiations may
be conducted on the basis of questionable, if not improper,
factors. For example, the prosecutor may '"overcharge'"
to strengthen his bargaining position, while defense

' counsel may negotiate merely because he lacks the time
to represént his client adequately. These practices are
“unfair to both the defendant and the public.

The private nature of plea negotiations precludes or
hinders review cf the case by other interested parties.
A negotiated plea affects not only the defendant and
. prosecutor, but also the victim who has suffered at the
hands of the offender; the police who have accumulated
evidence of guilt; and the public who demand protection
against future offenses. When the court record reflects
only the plea of guilty and does not reflect the existence
or terms of an underlying agreement, the public is left to
speculate on the propriety of the process whereby the case
was resolved. ' Thus, the appearance of justice is affected
even when there have been no improprieties in the negotiating
process. : :

(o]
.

. The task force rejected suggestions to completely abolish the
negotiated plea because the task force concluded that negotiated pleas
~have been and should continue to be an acceptable practice in the Virginia
criminal justice system. The task force believes that actual abuses of the
plea negotiaticn process can be remedied by strict adherence to existing
provisions of the Code of Professional Responsibility.



As to the appearance of justice, the task force agrees that it is
desirable to heighten the (public) visibility of the plea negotiation
process. Accordingly, the task force recommends that the. plea agreement
be presented to the judge in open court, and that the agreement be made
a part of the court record in felony cases. Such disclosure should help
to dispel suspicions that the plea bargaining process is an improper
extra~legal procedure.
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Goal 1.4
Acceptability of a
Negotiated Guilty Plea

The court should not participate in plea negotiatioms. It should,

“however, inquire as to the existence of any agreement whenever a plea of

guilty is offered and carefully review any negotiated plea agreement
underlying an offered guilty plea. It should make specific determinations
relating to the acceptability of a plea before accepting it.

The review of the guilty plea and its underlying negotiated agreement
should be comprehensive. If any of the following circumstances is found
and cannot be corrected by the court, the court should refuse to accept
the plea or afford the defendant the opportunity to withdraw the plea:

1. The defendant is not competent or does not understand
the nature of the charges and proceedings against him;

2. The defendant does not know that upon his guilty plea
the following constitutional rights are waived:



a. Right to the privilege against compulsory
- self-incrimination (which includes the right
to plead not guilty);

’b; Right to trial in whlchfthekCQmmonwealth
must prove the defendant's guilt beyond
‘a reasonable doubt:

¢, Right te a jury trial;
d. Right to confrontation of one's accusers;

e. Right to compulsory proc¢ess to obtain
"favorable witnesses; and

f. Right to effective assistance of counsel
at a trial on the merits. -

"~ 3. The defendant did not know at the time he entered into
: the agreement the mandatory minimum sentence, if any, and
the maximum sentence that may be imposed for the offense
to which he pleads, or the defendant was not aware of
these facts at the time the plea was offered.

Commentary

Court participation in plea discussions may create the. appearance
that the judge is acting in less than an independent judicial capacity.
The task force feels that plea negotiations should be a matter between
the prosecution and defense and that the-judiciary should remain apart

from actual negotiations. However, the task force recognizes that the

trial court should make a full inquiry into the existence and content

" of any guilty plea agreement that is offered to the court. This inquiry

should insure that the plea is offered with full understanding of its
consequences and with the volition of the defendant.

The task force feels that the sample questions presented in Form
8, Part 3A, of the Virginia Rules of Court are useful guidelines as to
how to conduct the inquiry. However, the goal recommends that the
inquiry encompass the following additional matters:

1.‘,The defendant s competency to understand the nature of
the charges and proceedings against him;

2. The defendant's awareness of certain constitutional
rights and the implications of their waiver; and

3. The defendant's understanding of the sentence
(minimum and maximum) which may be imposed.

Ya
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Chapter 2
The Litigated Case

Goal 2.1
Summons in Lieu of Arrest

Upon the apprehension, or following the charging of a person for a
misdemeanor, a summons should be used in lieu of taking the person into
 custody.

All law enforcement officers and all judicial officers should be
authorized to issue a summons in lieu of arrest or continued custody in
all misdemeanor cases in which a complaint, information or indictment is
filed or returned against a person not already in custody.

Summons should be served upon the accused in the same manner as a
.¢ivil summons.

1. Situations in which a summons is not appropriate:
. The use of a summons would not be appropriate under
the following situations: v

a. The behavior or past conduct of the accused
indicated that his release presents a danger
to individuals or to the community;

b. The accused is under lawful arrest and fails
to identify himself satisfactorily;

[N
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c, The accused refuses to sign the summons;

d.. The accused has no ties to the jurisdiction
reasonably sufficient to assure his
appearance; or

e. The accused has previously failed to appear
in response to a summons.

2, Procedure for issuance and content of a summons
Whether issued by a law enforcement officer or a
court, a summons should:

a. Inform the accused of the offense with which
he is charged:

b, Specify the date, time, and exact location
of trials in misdemeanors.

Commentary

A summons issued by a magistrate or a police officer does not direct
that a person be taken into physical custody. Rather, it simply notifies
the named person that he is ordered to appear in court at a specified
tlme and place.

The Virginia Code allows for the issuance of a summons in lieu of
physical arrest for most misdemeanor violations (Va. Code §§ 19.2-74 and
46,1-178). Effective utilization of the summons process would result in
a considerable savings of time and money for the criminal justice system.
Issuance of a summons in lieu of arrest eliminates the need for a booking
process, a pretrial release hearing, and a possible inquiry into the
indigency of the arrested suspect. Accordingly, the task force endorses
the current Virginia practice of utilizing a summons in lieu of arrest
and urges police and magistrates to make use of the summons. The goal
sets out the only situations in which a summons is not appropriate.
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Goal 2.2
Pretrial Release

In order to datermine if there are desirable alternatives to the
present Virginia bail system, it is recommended that a pilot "ten per
cent" bail project or projects be instituted in the Commonwealth.

Commentary

Virginia's 1973 bail reform legislation established alternatives to
the tradltlonal money~bond oriented system of pretrial release. Despite
the 1973 legislation, the task force feels that there continues to be some
abuse of the Commonwealth's bail bond system. (See: An Effectiveness
Study of 1973 Bail Reform Legislation in Virginia, below-)‘

The National Advisory Commission has suggested that abuse of the
bail bond system can best be remedied by eliminating private bondsmen
from the criminal justice system. The task force is not currently disposed
to recommend such a drastic remedy, but the task force does strongly
endorse study of and experimentation with the Illinois ten per cent
plan. Under such a concept, a bail deposit is given to the court clerk
as security for pretrial release. Provided the defendant complies with
the provisioiis of the pretrial release, a certain per cent of the bail
deposit is retained as an administrative charge, while the remainder of
the sum may be returned to the defendant or applied toward counsel fees in
cases where the court zppoints counsel for the defense.

Aside from the question of whether private bondsmen should remain a
part of the Virginia criminal justice system, the '"ten per cent plan'" may
prove to be another form of pretrial release which results in a financial
savings to the defendant. The "ten per cent plan' has had some success
in other states and in the federal system. The goal merely calls for
pilot projects to determine if the plan would work well in Virginia. The
task force recommends no change in the present Virginia system until the
results of the pilot projects can be studied.
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Goal 2.3
Nonappearance After
Pretrial Release

The criminal justice system should deal severely with offenders who
fail to appear for criminal proceedings. Nonappearance for trial or other
proceedings should be discouraged in the following manner:

1. Every law enforcement agency should place special
emphasis on expeditiously serving all outstanding
arrest warrants obtained by the agency, particularly
those issued due to z defendant's failure to appear
at court proceedings.

2, The General Assembly should amend Code § 19.2-259 to
allow the trial of a felony to take place in the
absence of the defendant, when the defendant (after
arraignment) has wilfully failed to appear in

11



accordance with the condition of his bail
or recognizance.

Commentary

The failure of defendants released prior to trial to appear for trial
or other proceedings can be a critical factor in the delay of criminal
litigation. Efforts to increase the number of defendants released pemnding
trial must be balanced by measures designed to insure appearance. Thus,
the success of pretrial release programs depends, to some extent, upon the
potential penalties for failure to appear in court.

Under present Virginia law (Code § 19.2-128), failure to appear for
a felony court appearance subjects the defendant to the following possible

punishments:

-

1. The defendant may be held in contempt of court and
punished accordingly.

2. The defendant may incur a forfeiture of any security
which was given or pledged for his release,

3. In additicn to any forfeiture the defendant may be
found guilty of a Class I m1Sdemeanor and punished
accordingly.

While these existing possible punishments are desirable and should be
retained the task force feels that the additional provisions of this goal
will further deter wilful nounappearance. Virginia should adopt a uniform
procedure for the scheduling of arraignment,
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Goal 2.4
Pretrial Discovery

In order to provide adequate information for informed pleas, expedite
trials, minimize surprise, afford opportunity for effective cross-examination
and meet the requirements of due process, discovery prior to trial should
be as full and free as possible, consistent with protection of persons,
effective law enforcement, the adversary system and national security.

Commentary

The task force did not wish te¢ dzal wirzh specific rules of mandatory
discovery since these can best be devaleped by the Supreme Court of
Virginia. However, the goal does set put in general terms the proper role
of discovery in the criminal justice system. The task force believes that
regardless of the extent of mandatory discovery, prosecution and defense
counsel, consistent with their duties under the adversary system, should
willingly participate in voluntary discovery.

Only through the initiative and cooperation of counsel can criminal
cases be fairly and timely disposed of, as justice requires. Surprise
witnesses, witholding evidence to heighten the dramatic effect and similar
tactics are a form of gamesmanship which are out of place in a proceeding
determining life, liberty, and protection of communities from crime. The
task force does not mean to discount the adversary system, but rather its
excesses when surprise and gamesmanship obfuscate the issues,
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 Goal 2.5
]ury Selection

Questlonlng of prospectlve jurors should be conducted exclusively by
'the trial judge. His examination should cover all matters relevant to their
qualifications to sit as jurors in the case on trial. Attorneys for the
~ prosecution and defense should be permitted to submit questions to the
judge to be asked of the jurors concerning matters not covered by the judge
in his examination. The judge shall put such questions to the jurors
unless they are irrelevant, repetitive, or beyond the scope of proper juror
examination. :

Commentary

While the questioning of prospective jurors should be a fair and
impartial process, it should not cause unnecessary delay. In some instances
juror questioning has become so time consuming that it has been referred
to. as the judicial counterpart.of the filibuster. Cases in some areas of
the country have consumed months in the jury selection process.

In addition to time considerations, the questioning of prospective
jurors ‘can be used for improper purposes. In some jurisdictions, counsel
view the questioning of prospective jurors as an opportunity to argue
the anticipated issues of the case and attempt to discover how the juror
is presently inclined to vote on those issues. A defendant is entitled
to an-unbiased jury; he is not entitled to a jury biased in his favor.

The task force believes that requiring the judge to question jurors
as to their qualification for service and restricting questions submitted
by counsel to those issues not covered by the court will restore the
process to its approprlately limited function and provide a substantial
‘~t1mesaving.
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Goal 2.6
Trial of Criminal Cases

Ultimate responsibility for the management and movement of cases
should rest with the judges of the trial court. Measures should be taken
to insure that cases listéd on the calendar are disposed of as promptly as
circumstances permit.

As far as is practicable, standardized instructions should be utlllzed
in all criminal trials.

Commentary .

Although much of the delay in criminal proceedings is caused by pretrial
procedures, time also can be wasted during the actual trial of the case.
An unnecessarily long trial ties up needed court facilities and personnel,
rendering them unavailable to try other cases, and at the same time,
prolongs final disposition of the case on trial.

In addition to actual operating efficiency, the trial judge must be
aware of the general public's concern over delay in criminal proceedings.
It has been observed that public dissatisfaction with our system of justice
tends to overlook many factors and to focus upon the organization of our
courts and how they manage their business. When dockets are crowded and
prompt justice is jeopardized, public respect for the courts diminishes.
The task force recognizes that many factors beyond the control of the
judge can determine whether the court docket is crowded. But the task
force feels that each judge should reaffirm his ethical responsibility to
"dispose promptly of the business of the court,”" and should make every
effort to avoid delays, continuances and extended recesses, except for
good cause. The judge should require punctuality and optimum use of working
time from all persons engaged in a criminal case, and should set the
example in such matters.

The task force also views the use of standardized jury instructions in
the Commonwealth's courts as a positive step in providing equitable and
efficient justice. While the task force believes such instructions should
be clear, concise, accurate and impartial statements of the law, written
in understandable language, it recognizes that preparation of these
instructions requires skilled draftsmanship. Therefore, the task force
endorses the current undertaking by the Office of the Executive Secretary
for the Supreme Court of Virginia to research and draft a set of pattern
jury instructions for criminal cases.
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Goal 2.7
Use of Videotape in the
Administration of Justice

The use of videotape in the administration of justice should be
studied and pilot projects should be established and funded by federal,
state and local governments.

Commentary -

Experimental usage of videotape in the criminal justice process has
produced significant results in terms of time and cost savings as well as
in the improvement of judicial administration. Videotaped presentation
of evidence permits the trial to move along rapidly since all delays and
interruptions have been edited out. Video equipment has also been used
to take expert witness testimony, gather evidence in drunken driving cases
and orient jurors to their duties prior to trial. e

The task force believes that the videotaping of criminal trials
raises serious constitutional questions which need to be decided by the
courts. - However, the membership strongly recommends that videotape be
used .in experimental projects involving:

1. ‘Juror orientation;
2. Judicial education; and

3. The taking of depositions from witnesses and experts.
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‘Chapter 3
Sentencing

Goal 3.1 |
Judicial Visits
to Institutions

- Court systems should adopt immediately, and correctional agencies
should cooperate fully in the implementation of, a policy and practice to
. acquaint judges with the correctional facilities and programs to which
‘they sentence offenders, so that the judges may obtain firsthand knowledge
‘of the consequences of their sentencing decisions. It is recommended that:

1. During the first year of his tenure, a judge should

' visit all correctional facilities within his
jurisdiction or to which he regularly sentences
offenders;

2. Thereafter, he should make annual, unannounced
visits to all such correctional facilities and
should converse with both correctional staff and
committed offenders; and

3. 'No judge should be excluded from visiting and

inspecting any part of any facility at any time

- or from talking in private to any person inside
the facility, whether offender or staff.
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Commentary

The task force believes there can be little disagreement with the
desirability of judicial visits to correctional facilities. - The
sentencing judge is faced with sentencing alternatives which range from
probation to confinement in maximum security institutions. The judge
should seek to learn as much as possible about the nature of each
sentencing alternative.

In today's social climate when one group contends that prisons are
horribly cruel and destructive places, while another group argues that
society coddles criminals in "country clubs," it is especially important
for the judge to have firsthand knowledge of correctional facilities.
The task force feels that firsthand knowledge can best be derived from
annual, unannounced visits, and the judge should avoid participating in
"show'" tours which hamper his ability to assess the normal day-to-day
situation. '

References

1. National Advisory Commission Report on Corrections, Standard 5.10,
pp. 175-176.

2. American Bar Association, Standards Relating to Sentencing
Alternatives and Procedures, Standard 7.4, New York, 1968.

Goal 3.2
Sentencing Institutes

The following provisions for sentencing institutes should be extended
to all district and circuit court judges through the administration of the
Judicial Conference of Virginia:

1. A biennial sentencing institute should be
conducted to provide judges with the background
of information they need to fulfill their

. sentencing responsibilities knowledgeably;

2. All sentencing judges should be eligiblé to
attend the sentencing institute without cost
or expense;

3. Each judge who has been elected since the
convening of the last sentencing institute
should be required to attend the institute
in order to acquaint himself further with
sentencing alternatives available;
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4.  The institute should concern itself with all
: aspects of sentencing, among which should be
establishment of more detailed sentencing
-eriteria, alternatives to incarceration and
3 re-examination of sentencing procedures;

5. Defense counsel, prosecutors, police,
correctional administrators, and interested
members of the bar and other professions
should be encouraged to attend. A stipend
for at least some persons, including students,
should be established; and

6, To the extent possible, sentencing institutes

should be held in a maximum or medium security
penal institution in the state.

Commentary

Sentencing institutes provide an opportunity for judges to communicate

among themselves about sentencing policies and specific sentencing
procedures.  Such institutes could also provide a forum for discussioms
- with all those concerned with corrections and convicted offenders (e.g.,
correctional officials, social workers, psychologists, psychiatrists,
prosecutors, defense counsel and police.)

The agenda of such institutes should include discussions of the
purposes of sentencing and how these purposes might best be served; the
- kinds of dispositions for various types of offenders; alternative
dispositions that should be available to the courts; resources that the
courts may use in obtaining additional information needed to make
appropriate dispositions; the relative effectiveness of alternative types
-of corrections programs; procedures for minimizing pretrial detention;
evaluation of corrections programs observed through judicial visitations;
recommendation for penal code revisions; rights of offenders throughout
the correctional process; comparative sentencing practice in the United
‘States; and many related issues. Nationally recognized experts in fields
of knowledge related to sentencing and corrections may be invited to
attend institutes as resource persons.

‘The task force strongly urges the creation of sentencing institutes
and suggests that the Judicial Conference of Virginia assume responsiblity
for the development of the curriculum and the administration of these
institutes. The task force notes that the institutes could be held
- within the framework of the already established judicial conferences.

‘References

1. National Advisory Commission Report on Corrections, Standard
5.12, pp. 180-181. : , ’
‘ 2. American Bar Association, Standards Relating to Sentencing
Alternatlves and Procedures, Standard 7.2, New York, 1968.

20



Chapter 4
Review of the
Trial Court Proceedings

Goal 4.1
The Time Frame
for Appellate Review

The time period in which a criminal case reaches the Supreme Court
of Virginia can be shortened with no loss of rights to a person convicted
of a crime, and without unduly burdening the Commonwealth.

The applicable statutes and Rules of Court should be amended to
' provide:

1. The time period in which a notice of appeal must be
filed shall be reduced from thirty (30) days to fifteen
(15) days.

2. The time period for submission of a petition for
appeal, writ of error, or supersedeas shall be
reduced from four (4) months to ninety (90) days,
with the court having leave to grant a thirty (30)
day extension for good cause shown.

Commentary

This goal adopts the recommendation of two other bodies which have
studied the appellate process in Virginia: The Commission on Speedy
Trials in Criminal Cases (January 1976), and the Report of the Appellate
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Justice Project of the National Center for State Courts (1973=74),

The task force concluded that Virginia is fortunate in that it does
not experience lengthy delays and the crisis atmosphere that accompanies
the appellate process in.many other states. Observers of the Virginia

process have concluded that: '"The Virginia system is simple, uncomplicated,

effectively suited to its caseload" and that '"no problem appears to exist
in obtaining a reasonably prompt hearing and decision in cases appealed
to the Supreme Court of Virginia."

The task force was aware that the interest of both society and the
defendant are served by providing for as prompt an appellate review as
justice permits. Accordingly, the task force considered a number of
proposals to drastically alter the appellate structure to provide for a
swifter appellate process. But the task force concluded that this goal,
which will shorten the time for appeal by forty-five days, is the only
realistic change that can be made without experimenting with major
revisions to an appellate process which appears to be working quite well
at the present time.

 Refierences

1. National Center for State Courts, A Report of the Appellate
Justice Project of the National Center for State Courts 1973-1974 Second
Year of the Project, Denver, October 1975.

2. The Commission on Speedy Trials in Criminal Cases, Report of the

Commission on Speedy Trials in Criminal Cases to the Governor and the
General Assembly, Richmond, January 1976.

Goal 4.2
The Commonwealth’s

Statement or Brief

Rule 5:27 (entitled Brief in Opposition) of the Rules of the Supreme
Court of Virginia should be amended to read:

In a criminal case, the Commonwealth's attorney shall,
within twenty-one (21) days after tlie date a copy of the
petition is mailed or delivered to him, file a statement
favoring the grant of appeal, a statement opposing the
grant of appeal, or, a Brief. 1If a Justice of the Court
determines that a Brief rather than a statement should be
filed, the Commonwealth's attorney shall file a Brief
* within fourteen (14) days of being so notified.

22



Commentary

Under current Virginia practice, the filing of a brief in opposition
is mandatory in criminal cases. While some briefs in opposition are
helpful in framing the factual and legal framework of a case, a
substantial number of cases are so simple that the brief is superfluous.
The difficulty is that preparation of even a cursory brief in opposition
can be a time~consuming process, and this time is largely wasted if the
brief is not truly helpful to the court.

Permitting a "statement" in lieu of a brief could relieve prosecutors
of a significant amount of unnecessary work and thus allow them to focus
their energies on more important tasks. The goal preserves the court's
right to require a brief in complex cases where a brief is necessary.

Reference
National Center for State Courts, A Report of the Appellate Justice

Project of the National Center for State Courts 1973-1974 Second Year of
the Project, Denver, October 1975.
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Chapter 5
& The Judiciary and
Court Administration

Goal 5.1
Judicial Selection

The selection of judges should be based on merit qualifications for
judicial office. A selection process should aggressively seek out the
best pctential judicial candidates through the participation of the
bench, the organized bar, law schools and the lay public.

Virginia should establish a Judiciary Nominations Commission which
shall be charged with studying, initiating, examining and submitting to
the appointing or electing authority, the names of no more than three
(3) qualified persons for comnsideration to f£ill a vacancy in the office
of Supreme Court justice, circuit court judge, or distxict court judge.

Commentary

No procedures or court systems can be any better than the judges
who administer the procedures and render the decisions. The objective
of a judicial selection process should be to secure high quality persomns
for judicial office.

References

1. National Advisory Commission Report om Courts, Standard 7.1,
Pp. 147-149,
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2. American Bar Association, Standards Relating to Court Organization,
Standard 1.21, New York, 1974,

3. General Assembly of Virginia, Semate Bill No. 220, "A Bill to
Create a Judiciary Nominations Commission," February 2, 1976, carried over
in Senate. ‘

4. American Judicature Society, Materials from National Conference on
Judicial Selection and Tenure, Chicago, July 1974.

Goal 5.2

Presiding Judge and
Administrative Policy
of the Trial Court

Within guidelines established by the Virginia Supreme Court, local
administrative policy for the operation of each court should be established.
Forums should be established on the appropriate level, such as the circuit
or district level, whereby the judges could meet on a regular schedule to
consider and resolve administrative problems facing the courts and to set
policy for the operation of the court.

Commentary

The task force recognizes that the chief judge of each judicial
cizcuit is bound by statute to insure that the system of justice in his
circuit operates smoothly and efficiently. = However, the statutory
language of "smooth and efficient operation" is extremely vague, and many
chief judges are reluctant to exercise their administrative powers because
of the traditional respect for the independence of the judiciary.

The task force recognizes that each judge is in many respects
independent. But as a member of a larger organization, such as a district
or circuit, he is expected to relinquish some of his autonomy to the needs
of the organization. The task force believes that the balance between
autonomy and administrative coordination can best be achieved in a
participatory process where the judges operate as a unit to coordinate
their activities.

Judges sitting in concert can reach basic policy decisions about
working hours, vacation policies, assignment of special functions and
defining responsibility. This forum for improved communication and
cooperation should reduce the administrative burden on the chief judge of
the circuit,
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References

: 1. National Advisory Commission Report on Courts, Standard 9.2, pp.
180-182. \
2. American Bar Association, Standards Relating to Court Organization,
Standard 1.12, New York, 1974,

3. American Bar Association, Standards Relating to Trial Courts,
Standard 2.33, New York, 1975.

4, Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 138-141.

Goal 5.3
Public Input Into
Court Administration

The courts should welcome community input to court administration.
A forum for interchange between judicial and nonjudicial members of the
courts staff and interested lay groups should be established on an informal
basis without formal invitation to the forum by the presiding judge.

Commentary

This goal does not address the broad area of court-community relations

. (see Goal 6.1), nor does the goal contemplate public input as to substan-

tive or procedural aspects of the court system. This goal is limited to
the public's participation in court administration.

There are a number of administrative matters, such as witness and
juror facilities, information dissemination and courthouse physical facil-
ities, which could be discussed in a forum of judicial and lay personms.

By training and by necessity, judges are primarily concerned with the legal
aspects of proceedings. Many judges are unaware of the inconveniences
encountered by participants in thé trial. The President's Commission on
Law Enforcement and Administration of Justice observed that "sensitivity

to the needs of witnesses who are required to return to court again and
again, often at considerable personal sacrifice, is usually lacking."

While a pleasant and adequate waiting room for witnesses may not be
a major concern of the court system, it is, nonetheless, a legitimate
aspect of effective management. Participants in the judicial system have
a right to some consideration of making their contact with the system as
pleasant and convenient as possible. The task force does not suggest that
the judge woyld necessarily have the power to act upon all of the input he
receives from this forum. This goal merely suggest that a forum for
public input might alert the judge to problems he was unaware of, and which
can be remedied through court administration.
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Virginia's juvenile and domestic relations courts have had some
experience with citizen advisory groups (Va. Code § 16.1-157). Although
these groups are concerned with more than court administration, the task
force believes that, given a proper forum, the public can make a valuable
contribution to the administration of the Commonwealth's court system.

References

1. National Advisory Commission Report on Courts, Standard 9.6, p. 91.

2. American Bar Association, Standards Relating to Trial Courts,
Standard 2.43, New York,; 1975.

3. President's Commission on Law Enforcemerit and Administration of
Justice, Task Force Report: The Courts, Washington, D.C.: U.S. Govern~
ment Printing Office, 1967.

4. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,

Division of Justice and Crime Prevention, 1975, pp. 146-147.
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Chapter 6
Court-Commumty
- Relations

Goal 6.1
Court Information
and Se_vice Facilities

Facilities and procedures should be established to provide information
concerning court processes to the public.

Co entarz
In the words of the National Advisory Commission: '"court-community
relations cannot == and should not -- be avoided." Court-ccmmunity rela-

tions are not simply a matter of superficial image building. The quality
of these relations has an important impact upon the court's ability to
perform effectively. A law-abiding atmosphere is fostered by public
“respect for the court process. The perception the community has of the
court system also may have a direct impact on court processes, as when

it affects the willingness of members of the community to appear as wit=-
nesses, serve as jurors, or support efforts to provide courts w1th
adequate resources.

Unfortunately, recent public opinion surveys suggest that the
general public is alienated from, or at best, suspicious of the criminal
court systeém. Cynicism is replacing respect for the courts. While some
of the criticism of the court system is well taken, much of the criticism
stems from a lack of information. The task force believes that if the
public is educated to understand the processes followed by the courts,
there will be inc¢reased support for the judicial system.

28

~

Jr"



H Cadii st ol e

The education of the public is obviously a broad project which should
involve the general bar, law schools, and other concerned organizations.
The goal suggests that the court can take specific steps to deal with the
lack of information services in the courthouse itself.

A lack of information in the courthouse frequently makes participation
in the criminal justice process, whether by a witness, juror or defendant,
a confusing and traumatic experience that leaves the participant with an
unfavorable impression of the system. Defendants and witnesses may exper-
ience difficulty locating the site of trials at which they are to appear.
No provision generally is made for answering basic questions concerning
rights and responsibilities of participants, or the meaning of various
parts of the process. Or worse yet, the public may request information
from busy and harried court personnel, who may respond abruptly or rudely.
This type of treatment will obviously have an adverse effect on the general
attitudes of the community toward the judicial process. The task force
feels that consideration should be given to the dissemination of informa-
tion in the courthouse. This could consist of the placing of information
desks in an accessible location; access to a daily calendar showing court-
rooms and case assignments; and furnishing juror and witness handbooks.

References

1. National Advisory Commission Report on Courts, Standard 10.2, pp.

2. Cannavale, F., et al., Witness Cooperation, Lexington, Mass.:

Ingtitute for Law and Social Research, 1976,
3. Redden, K., et al., Judicial Administration of Criminal Justice

in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 149-150.

4. Quayle, Plesser and Company, Inc., A Survey of Public Attitudes
Toward Crime and the Criminal Justice System in the State of Virginia,
Richmond: Commonwealth of Virginia, Division of Justice and Crime
Prevention, 1975.

Goal 6.2
Participation in
Criminal Justice Planning

Judges and court personnel should participate in criminal justice
planning activities as a means of disseminating information concerning
the criminal justice system and of furthering the objective of coordination
among agencies of the criminal justice system.
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Mr. Justice Tom Clark (ret.) has observed that "the criminal justice
system must be given constant maintenance and periodic overhaul to enable
it to more adequately fulfill the needs of an expanding society." The
task force feéls that all judges and court personnel have an obligation to
participate actively in criminal justice planning activities. The necessity
for-tha court to preserve its independence to adjudicate disputed issues
of fact, does not require that judges and other court personnel avoid
direct involvement in criminal Justlce planning.

- A lack of court participation in planning can create resentment on
the part of the other agencies involved in the planning process. It can
also create a misimpressicn on the part of the general public that the
courts are either disinterested or unsympathetic with the goals and prog-
rams of other agencies, such as the police and correctional authorities.

Although the task force does not suggest that participation be manda-
tory, it does urge that each judge voluntarily contribute his experience
and expertise to the planning process.

References.

1. National Advisory Commission Report on Courts, Standard 10.5, p.
207, '

2. Irving, J., et al., Report of the Special Study Team on L.E.A.A.
Support of the State Courts, Washington, D.C.: Criminal Courts Technical
Assistance Project, The American University, 19753.

‘ 3. Redden, K., et al., Judiciagl Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 151-152.

‘ 4, Clark, T., "American Bar Association Minimum Standards for
Criminal Justice," Louisiana Law Review, Vol. 33, 1973, p. 541.

Goal 6.3
Automated Legal Research

Automated legal research services should be made available to judges,
prosecutors and defense attorneys on an experimental basis in those juris-
dictions where there is available a full-text data bank of all statutes and
decisions relevant to the court's workload, and where the service provides
interactive terminals.

The data bank necessary for such services should be developed by a
public agency or a regulated or supervised private entity,
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Commentary

The term "automated legal research" includes all legal research done
with the aid of a computer facility. All or most of the material relevant
to the resolution of legal problems can be placed in a central data bank
by typing these documents into the computer word-for-word. Queries into
this data bank can be made via a telephone terminal from any location.

The ability to interact with the data base is a major advancement
that can markedly accelerate the research process. It can make entire
libraries available to the researcher without his leaving his office and
can supply such a library where it is otherwise unavailable.

The task force urges that experimental automated legal research
projects be set up in the Commonwealth, and they endorse the preliminary
efforts of the Virginia State Bar to create a research data base, and the
proposed project whereby the United States Department of Justice's Law
Enforcement Assistance Administration would make use of Virginia as a
test and evaluation site for various automated research systems.

References

: 1. National Advisory Commission Report on Courts, Standard 11.2,
pPpP. 222-225,

2. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 158-159.
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Chapter 7
, 'The Prosecutlon

Goal 7.1

Professional Standards
~ for the Commonwealth’
Attorney

- It is desirable that Virginia Commonwealth's attorneys should be
full-time prosecutors. R

Commentarz

In Virginid, the chief prosecuting officers are Commonwealth's
attorneys who are elected every four years. Under the current system,
most Commonwealth's attorneys are employed on a part-time basis and gen-
erally retain an outside legal practice to supplement their salaries.

In cities with a population of over 90,000, the law now prohibits the

- outside practice of law and requires that Commonwealth's attorneys serve

full-time (Virginia Code § 15.1-821). However, this provision applies

‘to fewer than ten localities.

»

- The prcblém raised by part-time prosecution services are several:

1,  Since the salary of the part-time Commonwealth's attorney
is fixed, his total income will depend upon what he
- earns from his outside practice. Thus, there is a
continuing temptation to emphasize outside practice.
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2. Conflicts of interest, or at leac* the appear-
ance of a conflict, arise when the Commonwealth's
attorney accepts criminal defense work in another
jurisdiction [see Yates v. Peyton, 207 Va. 91
(1966)].

3. Conflicts of interest may arise when the Commonwealth's
attorney represents a client in a civil proceeding,
while that same client is somehow involved in the
criminal justice.system [see Ganger v. Peyton, 379
F.2d 709 (4th Cir. 1967)].

4. Part-time law practice is inconsistent with the type
of commitment the community has a right to expect
from its prosecutor. The complexity of today's
criminal law practice requires that all prosecutors
devote thelr full efforts to their prosecutor roles.

In calling for the establishment of full-time prosecutors, the task
force is aware that at present a large number of rural Virginia jurisdic-
tions would not support a full-time Commonwealth's attormey. The creation
of full~ time prosecutor's offices throughout the state will require
some form of consolidation or reorganization. Present law (Virginia
Code § 15-40.1 and § 15-40.2) permits political subdivisions to combine
in order to obtain an appropriate size for efficient administration, but
such an approach would be piecemeal and unlikely to achieve the establish-
ment of full~time prosecutors throughout the state. An alternative method
for providing full-time prosecution services would be reorganization
structured around the newly established system of judicial districts. A
district Commonwealth's attorney office would be large enough to support
the range of personnel and facilities now available only to the largest
metropolitan offices.

The task force does not suggest that the procedures of consolidation
or reorganization on the district level are the only methods of achieving
the goal of full-time prosecutors. The method of implementation properly
rests with the General Assembly, but the task force recommends that the
goal be given serious consideration, and suggests that a target date of
1980 might be appropriate since this coincides with the final phase of the
court reorganization plan,

References

1. National Advisory Commission Report on Courts, Standard 12.1, pp.
229-233.
2. American Bar Association, Standards Relating to the Prosecution

Function and the Defense Function, Standards 2.1, 2.2(a) and (b) defense-
function) and 2.3 (prosecution function), New York, 1971.
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Goal 7.2

Professional Standards

for Assistant
Commonwealth’s Attorneys

The primary basis for the selection and retention of assistant
Commonwealth's attorneys should be demonstrated legal ability. Care
. should be taken to recruit lawyers from all segments of the populationm.
‘The Commonwealth's attorney should undertake programs such as legal
internships for law students, designed to attract able young lawyers to
careers. in prosecution.

The position of assistant Commonwealth's attorney should be a full-
 time occupation, and assistants should be prohibited from engaging in
outside practice of law. The starting salaries for assistants should be
no less than those paid by private law firms in the jurisdiction, and
the prosecutor should have the authority to increase periodically the
salaries for assistant prosecutors to a level that will encourage the

- retention of able and experienced personnel.

The caseload for each assistant should be limited to permit the pro-
per preparation of cases at every level of the criminal proceedings.
Assistants should be assigned cases sufficiently in advance of the court
date in order to enable them to interview every prosecution witness, and
to conduct supplemental investigation when necessary.

The Crial,division of each Commonwealth's attorney's office should
“have a sufficient number of staff attorneys and appropriate facilities
to perform adequately the duties of the office.

Commentary

The task force's consideration of the need for full-time Commonwealth's
attornéys is set out in Goal 7.1, and the task force feels the consider-
* ations apply equally to assistant Commonwealth's attorneys. 1In addition,
this goal addresses the problem of the high turnover rate in the office
of assistant Commonwealth's attorney (a recent survey indicated that the
average length of employment for an assistant is between eighiéen months
and two years).

- In an effort to recruit the most competent of lawyers in competition
with private law firms, prosecution offices have used the incentive of
greater opportunities for trial exprrience afforded by spending a few
yéars in an assistant prosecutor position. It is true that a young lawyer

34




can acquire a wide trial experience in a relatively short time period within
a prosecutor's office. However, there is a limit to how much "turnover" of
personnel is consistent with effective prosecution. The frequent phenomenon
of bright young attorneys moving in and out of the office in order to gain
trial experience undermines the efficiency of the office and detracts from
the professionalism which should mark prosecutorial services.

In addition, the caseload of each assistant shoiild allow for the pro-
per preparation of cases, including adequate time for interviews with
witnesses, necessary legal research and supplemental investigations before
trial.

An important step in achieving the goal of professional performance
is to make the position of assistant Commonwealth's attorney full-time and
prohibit the outside practice of law. In determining equitable levels of
compensation for assistants, local bar associations should be encouraged to
assist in surveying the salaries of attorney associates in private firms
falling within the jurisdiction of the prosecution office. The development
of median or average salaries for the general locality could serve as a
benchmark for setting assistants' salaries.

This goal also calls for proper funding to adequately maintain sup-
porting staffs and facilities in the Commonwealth's attorneys' offices.
This may include secretarial, paraprofessional, and clerical staffs, modern
office equipment and space, and legal research materials.

References

1. National Advisory Commission Report on Courts, Standards 12.2
and 12.3, pp. 232-236.

2. American Bar Association, Standards Relating to the Prosecution
Function, Standards 2.3 and 2.4(b), New York, 1971. )

3. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 165-168.

4. Walck, R., et al., Comparative Analysis of American Bar Association
Standards for Criminal Justice with Virginia Laws, Rules and Legal Practice,
Richmond: Commonwealth of Virginia, Division of Justice and Crime Prevention,
1973, pp. IX 3-4.
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Goal 7.3
‘Funding Assistance
for Organization
of Commonwealth’s Attorneys

There should be. a state-level organization consisting of local
Commonwealth's attorneys. The agency and its program should be funded by
the Commonwealth through the executive budget. It should have officers
and a governing board elected by the membership; the Attorney General of
the Commonwealth should be an ex-officio member of the governing board.

A full-time executive director should be provided to administer the agency
and its programs.

. N
Commentary

Currently, Virginia has an asscociation for its Commonwealth's attor-
neys which provides significant assistance to the prosecutors of the
Commonwealth by distributing legal newsletters, arranging educational
seminars and collecting legal research materials.

Much of the existing financial support of the Virginia Association
of Commonwealth's Attorneys is provided by the United States Department
of Justice's Law Enforcement Assistance Administration. The task force
recommends that the state provide the financial assistance necessary to
support the Association of Commonwealth's Attorneys. With state funding,
the association's work can be expanded and continued without being con-
tingent upon the availability of federal money. The task force wishes to
emphasize that state level funding does not mean that the state will
control or direct the activities of the Association of Commonwealth's
Attorneys. Local prosecutors should continue to determine the role and
function of the association.

References

1. National Advisory Commission Report on Courts, Standard 12,4,
pp. 237-238,
2. American Bar Association, Standards Relating to the Prosecution
Function, Standards 2.2 (c, d, e), New York, 1971. '
: 3. Redden, K., et al., Judicial Administration of Criminal Justice
‘in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 168-169,
4. -Walck, R., et al., Comparative Analysis of American Bar Association
Standards for Criminal Justice with Virginia Laws, Rules and Legal Practice,
Richmond: Commonwealth of Virginia, Division of Justice and Crime Preven-

tion, 1973, p. IX-3.
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Goal 7.4
Education
of Professional Personnel

Education programs should be utilized to assure that Commonwealth's
attorneys and their assistants have the highest possible professional
competence. All newly appointed or elected Commonwealth's attorneys
should attend prosecutor's training courses prior to taking office, and
in~house training programs for new assistants should be available in all
metropolitan prosecution offices. All Commonwealth's attorneys and assis-
tants should attend a formal prosecutor's training course each year, in
addition to the regular in-house training.

Commentary

The task force believes that continuing legal education is essential
for effective prosecutorial services. The task force urges all Common-~
wealth's attorneys to attend annually at least one of the following
educational programs: the Commonwealth's Attorneys' Institute; the
annual meeting of the Virginia Association of Commonwealth's Attorneys;
seminars in criminal law offered by the Virginia State Bar; state,
regional or national educational seminars.

The task force also suggests that all newly elected Commonwealth's
attorneys or appointed assistants receive some preliminary training
before assuming office. Too often the new Commonwealth's attorney learns
by doing, and his performance is likely to suffer, at least temporarily.
The new Commonwealth's attorney's initial performance could be greatly
improved if he had the benefit of a short orientation course conducted
at the state, regional or national level.

References

l. National Advisory Commission Report on Courts, Standard 12.5, pp.
239-240,

2. American Bar Association, Standards Relating to the Prosecution
Function, Standard 12.6, New York, 1971.

3. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmond: Commonwealth of Virginia,'
Division of Justice and Crime Prevention, 1975, pp. 168-169.

4. Walck, R., et al., Comparative Analysis of American Bar Associ-
ation Standards for Criminal Justice with Virginia Laws, Rules and Legal
Practice, Richmond: Commonwealth of Virginia, Division of Justice and
Crime Prevention, 1973, pp. IX 4-5. '
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Goal 7.5
Filing Procedures
and Statistical Systems

Each Commonwealth's attorney's office should have a file control
system capable of locating any case file in not more than thirty minutes
after demand, and a statistical system, either automated or manual, suf=-
ficlent to permit the Commonwealth's attorney to evaluate and monitor
the performance of his office.

There is a need to formulate a uniform case load reporting system
for all of Virginia's prosecutorial offices and steps should be taken
to study and implement such a system.

Commentary

Like many other business and government offices, the Commonwealth's
- attorney's office is a complex operation requiring efficient management
procedures and practices for the day-to~-day work flow. One facet of this
work flow is accurate record-keeping.

Since the case file is frequently the only record which the prose-
cution keeps for the trial of a criminal case, it is important to
effective justice that these files are up to date and accurately main-
tained. 1In addition, the files should be easily accessible to the
prosecutor and his staff and it is suggested that a well-designed case
file system should provide for location of a file within thirty minutes
of demand. ‘

Also critical to efficient office management is the gathering and
maintenance of statistical information on the number and types of cases
vwhich pass through the prosecutor's office. Generally, court or police-
based statistics do not meet the needs of the prosecution, and therefore,
the prosecution should take the responsibility of collecting its own data.
Since the prosecutor is a vital link in any criminal justice information
system, his statistical records should be capable of integration with
other criminal justice information systems. The types of data which
might be collected by the prosecutor include the number of cases disposed
of per day, the number of calendared cases disposed of per year, the
number of court appearances made per case, or the duration of certain types
of cases. This information would be useful in management of time and
resources as well as providing useful indicators for future planning of
staff and facilities. ’

The current practice of most Commonwealth's attorneys is to keep some

type of file system with a cross-index and locator cards. Most offices do
not keep statistical information on case loads and workflow, Currently,
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the Commonwealth does not reguire that its prosecutors report any statis-
tics or case load information., It is recommended that each Commonwealth's
attorney's office keep case load statistics for internal office use and
that steps be taken to formulate a state-wide program for uniform statis-
tics collection and reporting.

References

1. National Advisory Commission Report on Courts, Standard 12.6,
pp. 241-242, :

2. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, Richmonds Commonwealth of Virginia,

Division of Justice and Crime Prevention, 1975, pp. 172-173.

Goal 7.6

Commonwealth’s Attorney
Relationships with the Public
and with Other Agencies

of the Criminal Justice
System

The prosecutor should be aware of the importance of the function
of his office for other agencies of the criminal justice system and for
the public at large. He should maintain relationships that encourage
interchange of views and information and that maximize coordination of
the various agencies of the criminal justice system.

The prosecutor should regularly inform the public about the activi-
ties of his office and cf cther law enforcement agencies and should com-
municate his views to the public on important issues and problems affecting
the criminal justice system. The prosecutor should encourage the
expression of views by members of the public concerning his office and
its practices, and such views should be taken into account in determining
office policy.

Commentary .

The policies and practices of the prosecutor's office can have a
great effect on other agencies of the criminal justice system. The con~
cepts of procedural due process and the exclusionary rule have altered
fundamentally the duties and powers of the police. Consequently, the
need of the police for legal advice has increased greatly in recent years.
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To meet this need, the'prosegﬁtor should establish and maintain a relation-
ship of mutual confidence and cooperation with the police.

Prosecution policies also can have a significant impact on correctional

programs. Plea negotiation and diversion practices often determine not
only whether an offender will be placed in a correctional program but also
the circumstaiices =- such as length of possible confinement -- under which
he will participate in it. Moreover, the offender's perception of how
fairly he was dealt with by the prosecutor may affect significantly his
attitude towards correctional programs. It is important that the prose-
.cutor be aware of the impact of his policies and practices and of the need
to ease the correctional task.

The goal alsc recognizes the importance of two-way communication
between the public and the prosecutor on important issues and problems
affecting the criminal justice system. The goal is addressed to general
issues and does not deal with the question of the amount of pretrial
information to be released on individual cases.
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4. Walck, R., et al., Comparative Analysis of American Bar Associa-
tion Standards for Criminal Justice with Virginia Laws, Rules and Legal
Practice, Richmond: Commonwealth of Virginia, Division of Justice and
Crime Prevention, 1973, p. IX-6.




Chapter 8
The Defense

Goal 8.1
Payment |
for Public Representation

The Commonwealth should develop a system for partial payment by an
indigent offender who is represented by publie counsel.

Commentary

The task force believes that the current system for providing counsel
to indigent offenders is working effectively in Virginia. However, there
is a need to develop procedures for dealing with the cases of partially
indigent defendants who may be able to afford only part of the costs in
defending their cases.

Therefore, the task force concludes that provision ¢i legal represen-
tation at public expense need not be an all-or-nothing arrangement. If
an individual can afford to contribute some amount of money toward the
cost of his defense, but cannot finance it entirely, he should be provided
with representation and be required to reimburse the Commonwealth to the
extent he is able. Virginia is encouraged to adopt such a system.
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‘2. American Bar Association, Standards Relating to the Defense

Furction, Standards 6.1, 6.2, and 6.4, New York, 1971
' 3. National Legal Aid and Defender Association's National Study

" Commission on Defense Services, Draft Report and Guidelines for the

Defense of Eligible Persons, Chicago, January 7, 1976, pp. 1-165.

4. Redden, K., et al., Judicial Administration of Criminal Justice
in Virginia: A Comparative Analysis, kichmond: Commonwealth of Virginia,
Division of Justice and Crime Prevention, 1975, pp. 185-187.

5. Walck, R., et al., Comparative Analysis of American Bar Associa—

tion Standards for Criminal Justice with Virginia Laws, Rules and Legal

Practice, Richmond: Commonwealth of Virginia, Division of Justice and
Crime Prevention, 1973, pp. VII 6-7.

Goal 8.2
Method for Delivering

‘Defense Services

Based on the current cost and case load figures available from the
Commonwealth's public defender projects, public defender representation
is an effective and efficient method of delivering defense services for
indigent offenders and the program should be expanded to other Virginia
localities. ;

It is recommended that the Commonwealth of Virginia Public Defender
Commission, the group charged with supervision of the public defender
projects, cousider the standards promulgated by the National Advisory
Commission when future expansion of the program is contemplated.

' Commentarx

- Virginia employs two distinct methods of providing defense services
to legally indigent defendants. One of these fnvolves the appointment
of counsel by the court, such appointments generally being made from a
list of attorneys compiled by the local bar associations and the court.
The second method is the establishment of public defender offices, where
attorneys. are employed at public expense to represent indigent defendants.

The courts task force finds that Virginia's pilot public defender
system has effectively delivered legal services to indigent defendants
and endorses the expansion of the project. Since a number of the National
Advisory Commission standards dealing with defense services specifically
addriss policy issues sucli as salary, recruitment and training for defen-
ders and procedurss for office policy, the task force recommends Standards
13.5 - 13.6 to the Public Defender Commission when future planning for
the defender system is contemplated.
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- Chapter 9
Mass Disorders

Goal 9.1
Planning for the

Administration of Justice
During Mass Disorders

Each comprehensive plan for the administration of justice in a mass
disorder situation should contain a section on court processing dealing
in detail with court operations and the defense and prosecution functions
required to maintain the adversary process during an emergency.

Responsibility for developing a comprehensive plan should rest with
the criminal justice planner in the planning districts. The plan should
be reviewed by the local judiciary and updated periodically.

It is recommended that any locality contemplating development of a
mass disorder plan should consider the following:

~Subject Matter of the Court Plan

The court plan should be concerned with both judicial
policy matters and court management matters. The council
of judges should develop the judicial policy aspects of
the plan. The court management aspects also should be
developed by the council of judges, unless the community
has an adequate court management operation to which such

planning may be delegated.
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1., Judicial Policy Matters. Generally, the following
policies should be developed and enunciated. Pro-
vision should be made for their institutionalization
by the judicial planning body in its mass disorder
plan:

a. The court plan, to the extent possible,
should be made public and disseminated
widely to insure the community and indivi-

. dual arrestees that their security and
rights are being protected. Portions of
the plan that contain sensitive information
should not be made public.

b. Provision should be made for pretrial
release procedures normally available to
remain available during a disorder.

¢, The adversary process should function as
in normal times and to this 'end the defense
and prosecution functions should be per-

k formed adequately.

"/,
d. Persons coming before the bench should be
A ' informed of all their rights as in

normal times. .

e. Arrested persons should be assured
speedy presentation before a judicial
I officer and a speedy trial.

b f. Sentencing growing out of a mass disorder

| should be deferred until the conclusion
of the disorder, with the exception of

’ sentencing to time served in pretrial

detention or a minimal affordable fine.

-2, Management Considerations. Generally, the following
| management considerations should be contained in the
court component of the mass disorder plan:

a. To insure prompt execution of the plan
in the event of a mass disorder, respon-

sibility for its activation should be

L vested in a single member of the council
of judges. An alternate also should be
designated, and he should have activation
responsibility in the event that the first
member is unavailable, - Deactivation should

* take place under the direction of the same

" council member.
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The plan should be designed to be
activated in phases scaled to the
precise degree required by the dis-
order at hand. In order to activate
’to the precise degree, a basic pro-
cessing module formula for both initial
appearance and trial should be devel-
oped and used,

The normal business of the courts
should proceed during a disorder
unless the disorder 1s of such a mag-
nitude that sufficient personnel and
facilities are unavailable. In that
event, normal business should be post-
poned and rescheduled for the earliest
possible time.

Plans should be made for the identification,

recruitment, and assignment of sufficient
Judicial personnel from all courts
within the municipality and, when neces-
sary, from neighboring municipalities or
even neighboring states. The requisite

intrajurisdictional and interjurisdictional

compacts should be entered into, and
where necessary, legislation or constitu-
tional amendment should be enacted in
conjunction with the planning process.

Plans should be made for the identifi-
cation, recruitment and assignment of
sufficient court administrative and
clerical personmel for all purposes,
drawing such personnel, if necessary,
from nonjudicial governmental departments
within the municipality or from the
entire metropclitan area. Such auxiliary
personnel should be identified and
recruited as part of the planning process
for potential call-up in the event they
are needed. The list of such personnel
should be updated periodically.

Court papers should be designed to
conform as nearly as possible to the
paper forms employed by the police and
the prosecution. Sufficient quantities
of such forms should be produced in
advance so that they will be dvailable
in the event of a mass disorder.
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g. Attention should be given to the problem
of paper flow and mechanical and elect-
ronic data flow, to the end that papers
and mechanically and electronically
retrieved information move smoothly from
the police to prosecutors and defanse
counsel and to the court.

h. Arrangements should be made to identify
and secure facilities within the munici-
pality or metropolitan area suitable for
potential use as court, prosecutorial
and defense facilities. Such facilities
should be used in the event that the
usual facilities become insufficient.
Other governmental buildings suitable
for such use should be considered first,
and, if this is inadequate, arrangements
should be made for the use of other
facilities,

i. Arrangements should be made for sufficient
clerical supplies and equipment to be
available for use in processing arrestees
during a mass disorder. Material should
include sufficient business machinery,
office machinery, computers, and the like.

J+ Provision should be made to maintain
adequate security in the regular court-
houses and in any other facilities that
may be utilized for court purposes.
Alternate facilities should be available
in the event the regular courthouse is
in the disorder zone and security would
be difficult or impossible to maintain.

k. Techniques should be developed to pinpoint
the location of detained persons during a
disorder and to insure that they can be
brought before the court on demand and
that their attorneys can establish
physical contact when required.

At least yearly a simulated implementation of the plan should be
attempted, so that deficiencies in it can be identified and corrected.
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Defense Services

The plan for providing defense services during a mass
disorder should generally be developed initially under the
auspices of the local public defender. If the general plan
encompasses several public defender offices, a board of
public defenders should be established and given responsi-
bility for proposing a defense plan.. All public defender
offices within the area should be represented on this board.

In the event that the community's primary system for
defense of the indigent is assigned counsel, the organized
bar within the community should develop the plan for provid-
ing defense services during a mass disorder.

1. Poiicy CdnSiderations. The following policy consider=-
- . -ations should be included in the plan:

a. Any person arrested during a mass disorder or
charged with any offense as a result of such
a disorder should have a right to be represented
by a publicly provided attorney 1f the arrestee
meets the criteria for the appointment of
counsel normally applied or if, because of the
nature of the mass disorder situation, he is
‘unable to obtain other representation.

b. Arrested persons should be informed of their
rights, including their right to representation
at the earliest possible time after arrest.
Counsel should be available to the arrestee
as soon after arrest as is required to protect
the arrestee's rights, including the right not
to be unnecessarily detained prior to charging.

¢. Each attorney should represent only one arrestee
at a time before a judicial officer or judge
unless the case is of such a nature that it
is not in the best interests of the defendants
to be so represented.

2. Management considerations. The following management con-
siderations should be included in the defense plan:

a. Provision should be made for the identifi-
cation, recruitment, and assignment of
sufficient defense counsel, utilizing the
public defender staff and assigned counsel

" lists where available. If this will not
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provide sufficient personnel, private
attorneys from within the jurisdiction
who have indicated a willingness to
represent defendants during a mass dis-
order should be included. K
Members of the bar of other states

should be permitted to serve as counsel

during a mass disorder if necessary;

provision should be made for admission

on motion. Provision should be made for

periodically updating the recruitment list.

b. Law students should be employed in the
defense function in conformity with
rules for utilizing law students during
normal times.

¢. Special training programs should be
conducted for attorneys on the list of
those who will provide defense services
during a mass disorder.

d. Plans should be made for the identifi-
cation, recruitment, and assignment of
sufficient administrative, investigatory,
and clerical personnel to serve, if
needed, as backup to defense counsel.
Such personnel should be drawn from

- governmental of nongovernmental depart-
ments within the municipality or the
metropolitan area. Provision should be
made for periodically updating the
recruitment list.

e. Arrangements should be made for suf-
ficient space, clerical materials and
equipment to be available for use in
processing the anticipated caseload in
the event of a mass disorder. This
includes sufficient business machinery,
office equipment, telephones, duplicating
equipment and computer facilities.

Commentary

A plan for the administration of justice during a mass disorder
.nergency should cover all the agencies within the criminal justice pro-
cess and should strive to maintain the adversary process no matter how
serious or chaotic the situation.
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In terms of the content of the plan, it should address all communica-
tion and cooperation problems which might arise among police, corrections
and courts as well as between defense and prosecution. The plan should
develop a procedure for processing defendants efficiently and swiftly.

The plan should also be phased so that adequate resources and manpower
can be obtained relative to the seriousness of the disturbance.

Concerning defense services, the plan should receive input from both
court—appointed counsel and the public defender's office. The plan should
make counsel available at the earliest possible point in the proceedings
against the defendant. Mass justice, where more than one defendant is
represented by the same counsel, should be avoided and representation of
only one defendant at a time in court should be a goal. Finally, the use
of law students and paraprofessionals should be a part of the plan as
these individuals can serve as valuable support assistance during an
emergency disorder.
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Priorities

The Courts task force members were asked to identify and rank the

ten goals they deemed most important to the improvement of Vir
criminal justice system.
accorded each are listed below in descending order. (The most

ginia's

The selected goals and the relative weight

important goal is listed first.)

RELATIVE
RANK GOAL NO. GOAL TITLE WEIGHT
1 5.1 Judicial Selection 58
2 7.1 Professional Standards for the 35
Commonwealth's Attorney
3 2.1 Summons in Lieu of Arrest 34
4 3.2 Sentencing Institutes 32
5 1.2 Diversion 31
6 7.2 Professional Standards for 26
Assistant Commonwealth's
Attorneys
7 1.3 The Negotiated Plea 25
8 4,1 The Time Frame for Appellate 25
Review
9 2.2 Pretrial Release 24
10 5.2 Presiding Judge and Administrative 22
Policy of the Trial Court
11 2.5 Jury Selection 21
12 2.6 Trial of Criminal Cases 21
13 8.2 Method for Delivering Defense 18
Services
14 2.4 Pretrial Discovery 16
15 8.1 Payment for Public Representation 15
16 1.1 Screening 14
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RANK

RELATIVE

27

52

GOAL NO. GOAL TITLE WEIGHT
17 2.3 Nonappearance After Pretrial 11
- Release
18 . 1.4 Acceptability of a Negotiated 10
- Guilty Plea
19 S 6.1 Court Information and Service 10
Facilities
20 3.1 Judicial Visits to Institutions 8
21 7.3 Funding Assistance for Organization 7
‘ of Commonwealth's Attorneys
22 7.4 Education of Professional Personnel 6
23 2.7 Use of Videotape in the Administra- 4
tion of Justice
24 4.2 The Commonwealth's Statement or 4
Brief
25 6.2 Participation in Criminal Justice 3
Planning
- 26 7.6 Commonwealth's Attorney Relationships 3
* with the Public and with Other
Agencies of the Criminal Justice
System ‘
6.3 Automated Legal Research 2
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Implementing Authorities

IMPLEMENTING AUTHORITIES

COURTS GOAI, NUMBERS AND TITLES

1.1

1.2

1.3

1'4

2.1

2.2

2.3

2.4
2.5
2.6

2.7

3.1

3.2

Screening

Diversion

The Negotiated Plea

Acceptability of a Negotiated Plea
Summons in Lieu of Arrest

Pretrial Release

Nonappearance After Pretrial
Release

Pretrial Discovery
Jury Selection
Trial of Criminal Cases

Use 6f Videotape in the Admini-
stration of Justice

Judicial Visits to Institutions

Sentencing Institutes

Commonwealth's attorneys

Commonwealth's attorneys, circult court judges, local
governments (boards of supervisors, mayors, county and
city managers, etc.)

Circuit court judges

Circuit court judges

Magistrates

General Assembly, local governments

General Assembly

General Assembly, Supreme Court
Circuit court judges
Circuit court judges

General Assembly, Supreme Court, local governments

- Circult court judges, Department of Corrections

Judicial Conference; Supreme Court, Office of the
Executive Secretary
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COURTS GOAL NUMBERS AND TITLES

IMPLEMENTING AUTHORITIES

4.1

6.1

6.2

6.3

7.1

7.3

7.4

Time Frame for Appeliate Review
Commonwealth's Statement or Brief
Judicial Selection

Presiding Judge and Administrative
Policy of the Trial Court

Public Input into Court
Administration

Court Information and Service
Facilities ;

Paxticipation in Crimipal Justice
Planning

Automated Legal Research
Professional Standards for the
Commonwealth's Attorney

Professional Standards for
Assistant Commonwealth's Attorneys

Funding Assistance for Organiza-
tion of Commonwealth's Attorneys

Education of Professional
Personnel '

General
Supreme
General

Circuit

Circuit

Circuit

Circuit

Assembly, Supreme Court
Court

Assembly

and district court judges

and district court judges
and district court judges

and district court judges

Virginia State Bar; Virginia Supreme Court, Office of the
Executive Secretary

General

General

General

Assembly

Assembly, Commonwealth's attorneys

Assembly

Commonwealth's attorneys
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COURTS GOAL NUMBERS AND TITLES

IMPLEMENTING AUTHORITIES

7.5

7.6

8.1

8.2

9.1

Filing Procedures and Statistical
Systems

Commonwealth's Attorney Relation-
ships with the Public and with Other

‘Agencies of the Criminal Justice

System
Payment for Public Represerntation

Method for Delivering Defense
Services

Planning for Administration of
Justice During Mass Disorders

General Assembly, Commonwealth's attorneys

Commonwealth's attorneys

General Assembly

General Assembly, Public Defender Commission

Planning district commissions, circuit and district
court judges (review of plan).
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-~ e B S | LN ' A'VD"_Y\._‘ 20 U J
Goal | A |AA}S DC [DNRIDFS| R | RP
1.1 Criteria for Screening 1.1 X
1.2 Procedure for Screening X
2.1 General Criteria for Diversion 1.2 X
2.2 Procedure for Diversion Programs X
* 3,1 Abolition of Plea Negotiation X
* 3.2 Record of Plea and Agreement 1.3 X
* 3,3 Uniform Plea Negotiation X
Policies and Practices
*3.4 Time Limit on Plea Negotiations X
*3.5 Representatlon by Counsel During
- Flea Negotlatlons ‘ X
'*3.6 “Prohibited Prosecutorial
: Inducements to Enter a Plea X
of Guilty
- *3.7 Acceptability of a Negotlated 1.4 <
» 'Gu11ty Plea :
* The Criminal Law Section of the Virginia

State Bar 'is studying all aspects of the
plea negotiation process. :

G

=t

aa

e

'Adopted
Adopted with minor amendment:

Substitute goal or adopted
with major amendment (incl.
deletion of major provislons

. of the standard)

Deleted as adequately
covered by Va. law-or
practice

. Deleted as not reievant

to Va.
56

DFS Deleted as being studied

by another group
R Rejected in theory =~ Va,

~ current practice preferred
RP Rejected as impractical
for implementation in Va.

(Note: Minutes of the meetings
are included in the working
papers of the task force and
contain complete discussion on
NAC Standards.)




Goal | A {AA| S DC {DNR|DFS| R ‘| RP
* 3.8 Effect of the Method of -
Disposition on Sentence X
(*See nGte on previous page)
4,1 Time Frame for Prompt Processing X
of Criminal Cases
4,2 Citation and Summons in Lieu 2.1 X
of Arrest
4,3 Procedure in Misdemeanor X
Prosecutions
4.4 Limitations of Grand Jury X
Functions
4,5 Presentation Before Judicial X
Officer Following Arrest
4.6 Pretrial Release 2.2 X
4.7 Non-appearance After Pretrial 2.3 X
Release )
4.8 Preliminary Hearing and X
Arraignment
4,9 Pretrial Discovery 2.4 X
4,10 Pretrial Motions and Conferencﬁ X
4,11 Priority Case Scheduling X
Key
A 4dopted DFS ‘Deleted as being studied
AA  Adopted with minor amendment by another group
S Substitute goal or adopted R Rejected. in theory -- Va.
with major amendment (incl. current practice preferred
deletion of major provisions RP . Rejected as impractical
- of the standard) for implementation in Va.
DC Deleted as adequately
covered by Va. law or (Note: Minutes of the meetings
practice ‘ are included in the working
DNR Deleted as not relevant papers of the task force and
: to Va. contain complete discussion on

57
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to Va.
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Goal A [AA|[S DC {DNR|DFS| R | RP
4.12 Continuances X
4,13 Jury Selection 2.5 X
4.14 Jury Size and Composition - X
4.15 Trial of Criminal Cases 2.6 X
Recommendation 4.1 Study of the X
Exclusionary Rule
Recommendation 4.2 Use of Videotaped 2.7 X
Trials in Criminal Cases '
5.1 The Sentencing Agency X
(Corrections Report)
5.1 The Courts' Role in Sentencing %
: (Courts Report)
5.2 Sentencing the Non~dangerous %
Offender (Corrections Report)
5.3 Sentencing to Extended Terms %
(Corrections Réport)
5.4 Probation (Corrections X
Report)
5.5 Fines (Corrections Report) X
Key
A Adopted DFS - Deleted as being studied
AA - Adopted with minor amendment by another group
S Substitute goal or adopted R Rejected in theory -- Va,
with major amendment (incl. current practice preferred
deletion of major provisions RP Rejected as impractical
of the standard) for implementation in Va.
DC. Deleted as adequately
: covered by Va. law or (Note: Minutes of the meetings
practice are included in the working
DNR Deleted as not relevant papers of the task force and

contain complete discussion on
NAC Standards.)
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Goal { A |AA{S [ DCIDNRIDFS| R | RP

Multiple Sentences
(Corrections Report)

Effect of Guilty Plea in
Sentencing (Corrections Report)

5.8

Credit for Time Served
(Corrections Report)

5.9

Continuing Jurisdiction of
Sentencing Court (Corrections
Report)

5.10

Judicial Visits to Institutions '

(Corrections Report)

3.1 | X

5.11

Sentencing Equality
(Corrections Report)

5.12

Sentencing Institutes
(Corrections Report)

3.2 X

5.13

Sentencing Councils
(Corrections Report)

5.14

Reguirements for Presentence
Report and Content Specification
(Corrections Report)

5.15

Preparation of Presentence
Report Prior to Adjudication
(Corrections Report)

Disclosure of Presentence
Report (Corrections Report)

Sentencing Hearing ~ Rights
of Defendant (Correctiomns
Report)

DNR

, Adopted

Adopted with minor amendment
Substitute goal or adopted
with major amendment (incl.
deletion of major provisions
of the standard)

Deleted as adequately
covered by Va. law or
practice

Deleted as not relevant

to Va.
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DFS Deleted as being studied
by another group

R Rejected in theory -- Va,.
current practice preferred

RP Rejected as impractical
for implementation in Va.

(Note: Minutes of the meetings
are included in the working
papers of the task force and .
contain complete discussion on
NAC Standards.)




of the standard)
Deleted as adequately
covered by Va. law or
practice ‘

Deleted as not relevant
to Va.
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Goal {A |AA|S | DCIDNR|DFS.| R | RP
5.18 Sentencing Hearing ~ Role of
. Counsel (Corrections Report) X
'5.19 Imposition of Sentence <
(Correctiogs Report)

6.1 Unified Review Proceeding X
6.2 -Professional Staff. X
6.3 Flexible Review Procedures X
6.4 Dispositional Time in Reviewing

Court X
6.5 Ekceptionél Circumstances.

Justifying Further Review X
6.6 Further Review Within the Same

‘ Court System: Prior Adjudication X ]

6.7 Further Review in State or
Federal Court: Prior Factual X
Determinations

6.8 Further Review in State or ;

- Federal Court: Claia not X
Asserted Previously

6.9 Stating Reasons for Decisions
and Limiting Publication of X
Opinions._ . ,

' Recommendation 6.1 Transcript k

Preparation : .

Key

A Adopted ‘ DFS Deleted as being studied

AA  Adopted with minor amendment by another group

S Substitute goal or adopted R Rejected in theory -- Va.
-with major amendment (incl. current practice preferred
deletion of major provisions RP - Rejected as impractical

for implementation in Va.

(Note: Minutes of the meetings
are included in the working
papers of the task force and
contain complete discussion on
NAC Standards.)




Goal

A 1 AA|S | DCDNR|DFS | R | RP

Recommendation 6.2 Problems Outside’

the Courts

Recommendation 6.3 Advisory Council

for Appellate Justice

* See Note 4.1 X
* See Note 4,2 X
7.1 Judicial Selection 5.1 ¢ X
7.2 Judicial Tenure X.
7.3 Judicial Compensation X1,
7.4 Judicial Discipline and Removal X
7.5 Judicial Education X
8.1 Unification of the State Court X
System
8.2 Administrative Disposition of
Certain Matters Now Treated as X
Criminal Qff

* Goals 4.1 and 4.2 are derived from the report of the Commission on Speedy

Irials in Criminal Cases and the Appellate Justice Project of the National
Center for State Courts,

Kez

Adopted

Adopted with minor amendment
Substitute goal or adopted
with major amendment (incl.
deletion of major provisions
of the standard)

. Deleted as adequately

covered by Va. law o
practice .
Deleted as not relevant
to Va. ’
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are included in the working
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to Va.

Goal | A |aA|s | DC|DNR[DFS| R | RP
9.1 State Court Administrator X
9.2 Presiding Judge andAdministratiVﬁ 5.2 X
Policy of the Court y
. 9,3 Local and Regional Trial Court X
»Administrators‘
9.4 Caseflow Management (language 2.6 X
: added to Goal 2.6) ‘
9.5 Coordinating Councils X
9.6 Public Input into Court 5.3 <
Administration ’
10.1 Courthouse Physical Facilities X
10.2 Court Information and Service 6.1 <
Facilities )
10.3 Court Public Information and X
Education Programs |
10.4 Representativeness of Court
Personnel - X
10.5 * Participation in Criminal 6.2 X
' Justice Planning '
10.6 . Production of Witnesses X
Key
A Adopted : DFS Deleted as being studied
AA Adopted with minor amendment by another group
-8 Substitute goal or adopted R Rejected in theory ~- Va.
with major amendment (incl. current practice preferred
. deletion of major provisions RP Rejected as impractical
of the standard) for implementation in Va.
DC  Deleted as adequately
covered by Va. law or (Note: Minutes of the meetings
practice are included in the working
DNR Deleted as not relevant papers of the task force and

contain complete discussion on
NAC Standards.)




Goal | A {AA] S DC [DNR |DFS| R { RP

10.7 Compensation of Witnesses X

11.1 Court Administration X

11.2 Automated Legal Research 6.3 X

Recommendation 11.1 Imstruction

in Automated Legal Research Systems X

12.1 Professional Standards for 7.1 . X
‘Chief Prosecuting Officer

12.2 Professional Standards for 7.2 X
Assistant Prosecutors

12,3 Supporting Staff and Facilities| 7.2 . X

12.4 Statewide Organization of 7.3
P . X

rosecutors

12.5 Education of Professional 7.4 | x
Personnel v

12.6 Filing Procedures and 7.5 1 x
Statistical Systems

12.7 Development and Review of X
Office Policies

12.8 The Prosecutor's Investigative X
Role

Key

A Adopted DFS Deleted as being studied

AA  Adopted with minor amendment by another group

S Substitute goal or adopted R Rejected in theory -- Va.
with major amendment (incl. current practice preferred
deletion of major provisions RP Rejected as impractical
of the standard) for implementation in Va.

DC Deleted as adequately i
covered by Va. law or (Note: Minutes of the meetings
practice : are included in the working)

DNR Deleted as not relevant papers of the task force and
to Va. contain complete discussion on.
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Goal

A |'AA| S [ DCIDNRI|DFS| R | RP

12.9 Prosecutor Relationships with

the Public and Other Agencies 7.6 X

of .the Criminel Justice System
13.1 Availability of Publicy )

Financed Representation in X

Crimipal Cases
13.2 Payment for Public 8

Representation -1 X
13.3 1Initial Contact With Client X
13.4 Public Representation of

Convicted Offenders X
13.5 Method for Delivering Defense .

8.2 X

Services
13.6 ‘Financing of Defense Services ¢
13.7 Defender to be Full Time and

Adequately Compensated X
13.8 Selection of Public Defenders X
13.9 Performance of Public Defender %

Function
13.10 Selection and Retention of X

Attorney Staff Members

The task force requested that the Public

Defender Commission take NAC Standards

13.5 - 13.16 under advisement.

e

Adopted

Adopted with minor amendment
Substitute goal or adopted
with major amendment (incl.
deletion of major provisicns
of the standard)

Deleted as adequately
covered by Va. law or
practice

Deleted as not relevant

to Va. ‘
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Goal

A [AA|S | DC|DNR|DFS| R | RP

1311

Sg}aties fbr Defender Attorneys

¥ x .
:13.12 Woriload of Public Defenders X
ﬁJtl3 Community Relations X

} . 13.14 Supporting Personnel and

ESe Facilities X

{  13.15 Providing Assigned Counsel X

8 P .

. 13.16 Training and Education of - B
‘ Defenders A

) 4.1 < 14.5 The tésk force did not
' deal with the Virginia Juvenlle

15.1

| . justice system

‘The ourt Component and

to Va.
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. Responsibility for its: 9.1 X
. _Development
"-15.2 Subject Matter of the Court Plan| 9.1 X
; 15.3 Ptoséqption Services X
15.4 Defense Servic§§ 9.1 X
: Key '
3 A “Adopted DFS Deleted as being studied
) AA -Adopted with minor amendment by another group
8§ Substitute goal or adopted R Rejected in theory -- Va.
' with major amendment (incl. current practice preferred
B deletion of major provisions RPF  Rejected as dimpracitiecal
?" -~ of the standard) for implementation in Va.
' ,-DC Deleted as adequately , o
o covered by Va. law or (Note: Minutes of the meetings
o practice are included in the working
DNR Deleted as not relevant papers of the task force and

contain complete discussion on
NAC Standards.)
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Chapter 1
The Police Role

Goal 1.1
The Police Function

Every police chief executive immediately should develop written
policy, based on policies of the governing body that provides formsal
authority for the police function, and should set forth the objectives
and priorities that will guide the agency's delivery of police services.
Agency policy should articulate the role of the agency in the protection
of constitutional guarantees, the enforcement of the law, and the pro-
vision of services designed to reduce and combat crime to meintain public
order and to respond to the needs of the community.

1.  Every police chief executive should acknowledge that the
baslic purpose of the police is the maintenance of public
order and the control of conduct legislatively defined as
crime. The basic purpose may not limit the policz role,
but should be central to its full definitiom.

2. Every police chief executive should identify those crimes
on which police resources will be concentrated. In the
allocation of resources, those crimes that are most serious,
stimulate the greatest fear and cause the greatest economic
losses should be afforded the highest priority.
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5.

Every police chief executive should recognize that some

government services that are not essentially a police
function are, under some circumstances, appropriately
performed by the police. Such services include those
provided in the interest of effective government or
in response to established community needs. A chief
executive:

a. Should determine if the service to be pro-
- vided has a relationship to the objectives
. established by the police agency. If not,
the chief executive should resist that service
becoming a2 duty of the agency;

b. Should determine the budgetary cost of the
service; and

c¢. Should inform the public and its represen-
tatives of the projected effect that pro-
vision of the sexvice by the police will
have on the ablility of the agency to continue
the present level of enforcement services.

d. If the service must be provided by the police
agency, it should be placed in perspective
with all other agency services and it should
be considered when establishing priarities
for the delivery of all police services.

e, The service should be made a part of the

ageucy's police role until such time as it
is no longer necessary for the police agency
to perform the service.

In connection with the preparation of their budgets, all
police agencies should study and revise annually the objec- .
tives and priorities which have been established for the
enforcement of laws and the delivery of services.

Every police agency should determine the scope and availabil-
ity of other goverrtment services and public and private
social services, and develop its ability to make effective
referrals to those services.
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Commentary

In formulating objectives and priorities for a law enforcement
agency the police chief executive must perform two functions: (1) he
must provide information and analysis to the governing body; (2) he
must exercise discretionary decision-making powers in certain areas.

Information and analysis. By law or tradition police agencies in
some communities provide many services which are not designed to reduce
and combat crime (e.g., providing ambulance service, handling stray
animals, licensing bicycles, and the like). The task force feels that
the basic purpose of the police is the maintenance of public order and
the control of crime. Any additional services provided by the police
may detract from this basic purpcse, unless the governing body provides
adequate resources to provide for the additional services.

The police chief executive should identify all services provided
by the police which are not related to reducing and combating crime, and
determine the cost of such services. The governing body should be in-~
formed of the cost of such services so thaat the governing body can
determine whether the police should continue to provide such services,
and whether an adjustment in the police agency budget is appropriate.
The goal does not suggest that it is inappropriate for police agencies
to provide services not related to crime reduction., Rather the goal
merely suggests that such services be analyzed in terms of financial
costs and in terms of the effect on police efforts to reduce and combat
crime. > :

Discretionary decision-making. The task force wishes to clarify
its position on police discrstion by distinguishing between a practice
of selective enforcement, and a precess of identifying those laws which
warrant high priority enforcement efforts. The task force defines
selective enfercement as a policy decision by a police chief executive
that selected laws will not be enforced in a given jurisdiction, The
task force views such a practice as improper, as Virginia law enforcement
officers are obligated to enforce all of the state's criminal and traffic
laws. Arguments that certain laws are unjust or unenforceable are pro-
perly addressed to the legislature, not to police agencies.

The task force feels that the chief executive properly exercises
discretion, not in selecting which laws to enforce, but in identifying
those laws which warrant concentrated enforcement efforts. Because of
the limited resources available to law enforcement agencies, priorities
must be established. Certainly no citizen would want the police to delay
responding to a bank robbery because the officer was already engaged in
issuing a perking ticket. The priorities established should reflect the
desires of the local community, but the goal suggests that special con-
sideration be given tc¢ those crimes which are most serious, stimulate the
greatest fear and cause the greatest economic loss.
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This goal deals with the exercise c¢f discretion in the broad area
of establishing objectives and priorities for the law enforcement agency.
The exercise of discreticn by police personnel in conducting law enforce-
ment functions is addressed in Goal 1.3.

References

1. National Advisory Commission Report on Police, Standard 1.1,
Fp. 12-16.
2. Davis, K., Police Discretion, St. Paul, Minn.: West Publishing
Co., 1975.
: 3. Kamisar, Y., et al., Basic Criminal Procedure, St. Paul, Minn..
West Publishing Co., 1974, pp. 162-169.

4. Niederhoffer, A., and A. Blumberg, The Ambivalent Force: Per-
spectives on the Police, Waltham, Mass.: Xerox College Publishing, 1970.
~ 5. Saunders, C., Jr., Upgrading the American Police, Washington,

D.C.: The Broockings Institution, 1970.

Goal 1.2
Limits of Authority

Every police chief executive immediately should estabiish and dis-
seminate to the public and to every agency employee written policy
acknowledging that police effectiveness depends upon public approval and

ace¢eptance of police authority. This policy at least:

1. Should acknowledge that the limits of police authority
are strictly prescribed by law and that there can be no
situation which justifies extralégal police practices;

2. Should acknowledge that there are times when force must
be used in the performance of police tasks, but that
there can be no situation which justifies the use of
unreasonable force;

3. ¢Should acknowledge that in their exercise of authority
the police must be accountable to the community by pro-
viding formal procedures for receiving both commenda-
tions and complaints from the public regarding -individual
officer performance. These procedures at least should
stipulate that: )

a. There will be appropriate publicity to inform
the public that complaints and commendations
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will be received and acted upon by the
police agency;

b. Every person who commends the performance
of an individual officer in writing will
receive a perscnal letter of acknowledgement;
and

c. Every allegation of misconduct will be in-
vestigated fully end impartially by the
police agency and the results as tc whether
the complaint was justified or unfounded will be
made known to the complainant or the alleged
victin of police misconduct.

4, Should provide for immediate adoption of formal procedures
to respond to complaints, suggestions and requests regard-
ing police services and formulation of policies. These
procedures at least should stipulate that:

a. There will be appropriate notice to the
public acknowledging that the police agency
desires community invelvement;

b. The public will be invclved in the develop-
ment of formal procedures as well as in the
policies that result from theilr establishment;
and

c. Periodic public surveys will be made to
ellicit evaluations of police service and to
determine the law enfercement needs and
expectations of the community.

Commentary

This goal represents a written statement of what is to a large
extent the existing law and practice in Virginia. The task force feels
that local law enforcement agencies should formulate written policies
defining the limits of their authority. It was felt that a written
policy affirming the limitations upon the power of law enforcement
agencies would be beneficial in light of the current public concern over
possible abuses of power by national agencies such as the Central
Intelligence Agency and the Federal Bureau of Investigation.

The task force feels that the only controversial aspect of this
goal concerned the duty of the law enforcement agency to disclose in-
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formation relating to a complaint of police misconduct. The task
force recognized that disclosing the nature and extent of any
disciplinary measures taken against an officer might cause
embarrassment to the officer, and/or constitute an invasion of his
privacy. However, in the interest of encouraging public support
and understanding, the task force feels that as a minimum, the
complainant should be made aware of the agency's determination
that the original complaint was justified or unjustified. The
terms "justified" or "unjustified" are not the only appropriate
terms to be used in making & determination on a complaint. The
police agency is to communicate the determinstion in whatever
language the agency feels is appropriate. The task force notes
that in addition to "unjustified™ the terms "unfounded,"
"unsupported" or "unwarranted" would be appropriate in certain
situations.

Keferences

1. National Advisory Commission Report on Police, Staiidard
1.2, pp. 17-20.

2. Goldstein, H., "Administrative Problems in Controlling
the Exercise of Police Authority," Journal of Criminal Law,
Criminology and Police Science, Vol. 48, 1967, pp. 160-172,

3. Reiss, A., The Police and the Public, New Haven: Yale
University Press, 1971.

Goal 1.3
Police Discretion

Every police agency should acknowledge the existence of the
broad range of administrative and operational discretion that is
exercised by all police agencies and individual officers. That
acknowledgement should take the form of comprehensive policy
statements that establish the limits of discretion, that provide
guidelines for its exercise within those limits and that eliminate
discriminatory enforcement of the law.

1. Every police chief executive should have the
authority to establish his agency's fundamental
objectives and priorities and to implement them
through discretionary allocation and ¢ontrol of
agency resources. In the exercise of his
authority, every police chief executive:

a. Should review all existing criminal statutes,
determine the ability of the agency to en-
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force these statutes effectively and
advise the legislature of the statutes'
practicality from an enforcement stand-
. point; and "
b. Should advise the legislature of the
practicality of each proposed criminal
statute from an enforcement standpoint,
and the impazct of such proposed statutes
on the ability of the agency to maintain
the existing level of police services.

2. Every police chief executive should establish policy
that guides the exercise of discretion by police per-
' sonnel in using arrest alternatives. This policy:

a. Should establish criteria for the
selection of appropriate enforcement
i alternatives;

b. Should require enforcement action to

i be taken in all situations where all

‘ eleménts of a crime are present and all
peolicy criterla are satisfied;

¢. Should be jurisdiction wide in both
scope and application; and

d. Specifically should exclude offender lack
of cooperation, or disrespzct toward po-
lice personnel, as a factor in arrest
determination unless such conduct consti-
tutes a separate crime.

3. Every police chief executive should establish policy that
limits the exercise of discretion by police personnel in
conducting investigations, and that provides guidelines
for the exercise of discretion within those limits. This
policy:

a. Should be based on codified laws, judicial
decisions, public policy and police exper-
ience in investigating criminal conduct;

b. Should identify situations where there can
be no investigative discretion; and
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¢. Should establish guidelines for situations
requiring the exercise of investigative
discretion.

4, Every police chief executive shculd establish policy
that governs the exercise of discretion by police
personnel in providing routine peacekeeping and other
police services that, because of their frequent re-
currence, lend themselves to the development of a
uniform agency respense.

5. Every police chief executive should formalize procedures
for developing and implementing the foregoing written
agency policy.

6. Every police chief executive immediately should adopt
inspection and centrcl procedures to insure that officers
exercise their discretion in a manner consistent with
agency poliey.

Commentary

As was noted in the commentary to Goal 1.1, the task force does not
approve of "selective enforcement," whereby the police chief executive
makes a policy decision that certain laws are unenforceable and therefere
no attempt will be made to enforce them in a given jurisdictiom. Such
decisions are beyond the proper authority of law enforcement agencies,
and wust be made by the legislature when determining whether to enact,
amend or repeal any statute. The police agency's role is confined teo
advising the legislature of a statute's practicality from an enforcement
standpoint.

Recognizing that every Virginia law enforcement officer is committed
to a policy of enforcing all of the state's criminal laws, there is none-
theless room for police discretion in deciding when to investigate or
arrest for suspected violations of the law in specific situatioms.

Crime does not look the same on the street as it does in a legislative
chamber, and it is impossible to draft a cririnal code which sets out
specific instructions covering the infinite variety of situations which
confront the police. When a police officer is confronted with z specific
factual situation he will always have to select from among a number of
possible sources of action. For example, if an officer 1s confronted
with a person making a public speech which may be fomenting vioclence in
the audience, the cofficer must decide whether to: (1) protect the first
amendment rights of the spezker; (2) disperse the crcwd; (3) arrest the
speakef; or (4) dc nothing.
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In the absence of any guidelines from the police agency, the cfficer
must select his course of action based on his perscnal evaluation of the
situation. Such an evaluation may be based on a misunderstanding of the
law, or based on improper factoxs such as race, religion or political
preferences. Even if the personal evaluation is based wholly ¢n proper
corisiderations; as a personal evaluation it remains essentially invisible,
and leaves the public to speculate on what factors prompted the officer
to select a certain course of action. The possible consideération of
improper factors may be an inherent risk in the exercise of discretion,
but consideration of such factors can be discouraged if the law enforce~
ment agency guldes the individual officer's decision by informing him of
what factors can properly be considered and what factors should not
properly affect his decision.

Until such time as society elects inflexibly to enforce all laws in
all situations, the task force recognizes that it is inherent in our
criminal justice system that police agencies and individual officers
will exercise administrative and operational discretion. Written guide-
lines for the exercise of that discretion will: (1) eliminate the appear-
ance of, and/or actual discriminatory or arbitrary enforcement policies;
and (2) assist the individual officer in handling the complex situations
he confronts on & daily baszs.

References

1. National Advisory Commission Report on Police, Standard 1.3,
PP. 21‘27.

2, Burger, W., "Address to Graduates of the FBI National Academy,"”
FBI Law Enforcement Eulletin, January 1972,

3. Davis, K., Police Discretion, St, Paul, Minn.: West Publishing
Co., 1975,

4, Eastman, G., and E. Eastman, Municipal Police Administration,
Washington, D.C.: International City Management Association, 1971.

Goal 1.4
Communicating
with the Public

Every police agency should recognize the importance of bhilateral
communication with the public and should constantly seek to improve its
ability to determine the needs and expectations of the putlic, to act upon
those needs and expectations and to inform the public of the resulting
policies developed to improve dalivery of police services.
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1.

2.

3.

4,

Every police agency should immediately adopt policies
and procedures that provide for effective communication -
with the:public through agency employees. Those
policies and procedures should insure:

a. That every employee with duties involving
public contact has sufficient information
with which to respond to questions re-
zarding agency policies; and

b. That information he receives is trans-
mitted through the chain of command
and acted upon at the appropriate level.

Every police agency that has racial and eth.ic minority
groups of significant size within its jurisdiction should
rvecognize their police needs and should, where appropriate,
develop means to insure effective communication with such .
groups. '

Every police agency with a substantial non-Engligi-
speaking populatici in its jurisdiction should provide
readily avallable bilingual employees to amnswer reéequests
for police services. In addition, existing agency pro-
grams should be adapted to insure adequate communication
between non-English-speaking groups and the police agency.

Every police agency with more than 200 sworn personzel -
should establish a specialized unit respomsible for
maintaining communication with the c¢ommunity. In
smaller agencies, this responsibility should be the
chief executive's, using whatever agency resources

are necessary and appropriate to accomplish the task.

a. The unit should establish lines of communica-
tion between the agency and recognized commun-
ity leaders and should elicit information
from the citizen on the street who may feel
that he has little voice in government or in
the provision of its services.

b. The unit should idertify impediments to
communications with the community, research
and devise methods o cvercome those imped-
iments, and develop programs which facilitate
communication between the agency and the
community.
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¢, The unit should conduct constant evaluations
of all programs intended to improve conmuni-
catlons and should recommend discontinuance
of programs when their objectives have been
achieved ot when another program might more
beneficially achieve the identified func~
tional objective.

Commentary

Although the police service is a formal element of state and local
government, it 1s responsible to the people in a more direct way. The
goals and priorities which the police establish within the limits of
their legislatively granted authority are determined to a large extent by
community desires. This goal recognizes the importance of two-way commun-
ications between law enforcement agencies and the public in order to
identify the needs and expectations of the public.

The goal recommends that every law enforcement agency in Virginia
formulate policies and procedures designed to foster effective bilateral
communications. In some localities speclal procedures are needed to
communicate with certain sectors of the public.  Racial, ethnic and non-
English speaking minorities are not the only groups which may present
special communications problems. Police agencies should constantly strive
to upgrade communications with all sectors of the public, and specific
programs should be designed to meet the needs of the local community.

For example, the Alexandria Police Department has had success with a pro-
gran designed to meet the special problems of communicating with the deaf.

The task force feels, as a practical matter, that an agenecy with 200
sworn persomnel is of sufficient size to justify a special unit responsi-
ble for maintaining communicatiga with all segwents of the community. The
position of the special unit in the agency hierarchy is left to the dis-
cretion of the individual agencies.

References

1. National Advisory Commission Report on Police, Standard 1.4,
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Goal 1.5
Police Understanding
of Their Role

Every police sgency immediately should take steps to insure that
every officer has an understanding of his role, and an awareness of the
culture of the community where he works.

1. The procedure for developing policy regarding the police
role should involve officers of the basic rank, first
line supervisors and middle managers. Every police
employee should receive written policy defining the
police role.

2. Explicit instruction in the police role and community
culture should be provided in all recruit and in-service
training.

3. The philosophy behind the defined police role should be
a part of all instruction and direction given to officers.

4., Middle managers and first line supervisors should receive
training in the police role and thereafter continually
reinforce those principles by example and by direction of
those they supervise. :

5. Methods cof routinely evaluating individual officer per-
forinance should take into account all activities per-
formed within the context of the defined role. Promotion
and other incentives should be based on total performance
within the defined role, rather than on any isolated
aspect of that role.

Commentary

- Some people hold that the only proper role for a police offilcer is
the efficient enforcement of the law and nothing else. Others believe
that an officer should not only enforce the law, but as a government
employee he should alsc provide social services to the community. These
conflicting views of the police rcle should be reconciled by the police
agency, not by individual officers. 1If an officer is not given a clear
underftanding of what the police agency expects of him, he must make a
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 personal choice as to his proper role. His personal view ¢f the police
role mzy be inconsistent with the view of the police agency.

Once the law enforcement agency has defined the role of the officer,
steps must be taken to persuade the cfficer that the official concept of
his role is a proper one. In these times when employee groups represent-
ing officers are becoming increasingly aggressive, the officer's accep-
tance of his role cannot be mandated merely by administrative décree.

The police agency should educate the officer by providing recruit and in-
service training on the police role, and should develop incentives to
encourage each officer te adopt that role.

In addition to understanding the police role, the goal suggests that
each officer be trained or educated to understand the culture of the
community where he works. Police officers are recruited predominantly
from among the middle class. Most of them have lived in a single neigh-
borhood where they were not exposed to varying life styles. For example,
a young man raised in a rural community or in a city's suburbs, may not
be prepared to deal with the culture of its inner city. Many Virginia
law enforcement agencies now offer training in police-~community relatioms,
ethics and human relations. The task force feels such training is impor-
tant and should be offered wherever it is economically feasible.
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Goal 1.6
Public Understanding
of the Police Role

Every police or sheriff's agency should develop prograws which are
designed to inform the public o{ the agency's defined police role. The
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programs developed will depend upon the agency's resources and the
cooperation of local groups. The following programs are recommended for
consideration: ~
1., Periodic classroom presentations to be made at elementary
schools within each jurisdiction by uniformed officers.

- The presentations could include a basic description of
the defined police role =-- but at a level that can be
understood by elementary school students.

2. Police or sheriff's agencies consisting of more than 200
sworn employees could consider the assignment of a full-
time officer to each secondary school or to a group of
schools in its jurisdiction, provided:

a. The school system desires such an assignment;

b. The benefits of such an assignment warrant its
continuation; and

c. The agency has personnel who are qualified to
serve as both an enforcement officer and a
teacher and counselor.

3. .Police or sheriff's agencies could comnsider participating
in community sanctioned youth activities. This may be
accomplished by the development of programs within the
agency or by joining with other civic groups. The
programs should be designed to:

a. Better acquaint the officers with community
youth; and

b. Better acquaint community youth with the
defined police role.

4, To assist the public further in understanding the police
role, the police or sheriff's agencies could consider
providing officers as speakers when requested for business
and civic meetings.

5. Police and sheriff's agencies could provide tours and an

"open house" in order to enhance public awareness of the
police role.
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Commentary

The public's conception of proper police action is not merely a
matter of public relations; it can have practical consequences as well.
In the 1960's when some sectors of the public were openly hostile to the
police, routine police action such as the public arrest of a suspect,
provided the catalyst touching off a number of riots. Although the
political and social climate has changed in the 1970's, it is still not
uncommon for bystanders to sympathize with persons being interrogated
or arrested, and regard such persons-as the victims of police harassment.

While most people have a fair understanding of what the police do,
many people also have misconceptions of the police role. Movies, tele-
visicn and popular books frequently distort the public's view of the
police. Since the arresting officers do not have the time or opportunity
to explain their actions to bystanders, general educational programs are
needed to give the public a basis for understanding police actioen.

The task force recognizes that edicating the public regarding the
police role is a respomnsibility of all of soci&ty. Parents, schools,
churches and similar groups should zall play a part in this educational
process. But the police should not ignore opportunities to play their
part in the educational process.

The task force notes that many Virginia law enforcement agencies
currently have programs to enhance public understanding of the police
role. One program in Chesapeake involved creation of a Youth Services
Unit whereby six police cfficers were assigned to city high and junior
high schools. The program appears to have been a success, and one high
school principal observed that the police officer serves '"as a humanizing
aspect of the police department." On the other hand the Suffolk School
Board considered but rejected such a.program for Suffolk schools. The
task force does not endorse any specific program but encourages all
communities to examine the programs listed in the goal to determine
which 1f any programs will foster better ccmmunlty understanding of
the police role.
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- Goal 1.7
News Media Relations

Every police chief executive immediately should acknowledge in
written policy statements the important role of the news media and the
need for the police agency to be open in its relations with the media.
The agency should promote a policy of presenting public information
rather than merely responding to occasional inquiries.

1.

The news media relations policy should be included in
the agency training curricula, and copies of it pro-
vided to all agency personnel, media representatives
and the public. This policy should acknowledge:

ba. The right of the press to obtain informa~

 tion for dissemination to the public;

b. The agency's responsibility to respond
to inquiries frem the media, subject to
legal restraints and the necessity to
preserve evidence, to prevent ‘interfer-
ence with police investigations and
other operations and to protect the
constitutional rights of persons accused
of crimes; :

c. The mutual berefits to the police agency
and the media when relations between the
two are characterized by candoxr, coopera-

" tion and mutual respect.

The news media relations program should provide regular
liaison between the agency and the media through an
officer or unit, depending upon the size of the agency

‘and the nature and frequency of local news media demands.

Every police chief executive chould establish a means
of accreditation of legitimate news media represenkta=
tives or of recognizing accreditation by other agencies
to assist media representatives in receiving police
cooperation.

Every police chief executive, in cooperation with the
media, should prepare a written policy establishing
the relationship between his agency and the news media
during unusual occurrences.
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Commentary

The relationship between the police and the news media in a demo~ -
cratic society requires consideration of complementary and conflicting
interests.  The news media have an obligation to report on news of
significance to the public, and the operation of the criminal justdice
system is news in the truest sense. As was noted in Goal 1.6, the police
alsc have an interest in informing the publie about the nature of police
tasks and problems. The news media offer the police an excellent chanmel "
for communicating with the public, and this goal suggests that police
agencies take the initiative in disseminating information rather than
merely. responding to media inquiries. In this area the interests of the
police and the news media are complementary, and each can assist the
other in achieving the common goal of informing the public.

On the other hand, there are times when the news media's need for
information about police activities conflicts with the police agency's
responsibility to safeguard certain types of information. This is
particularly true when the premature release of information would jeopar-
dize an investigation, endanger the physical safety of individuals or
damage the reputation of a citizen.

" This goal does not propose an answer as to how to resolve every
situation where the interests of the police and the news media conflict.
The goal does suggest that such situations can best be approached in an
atmosphere where the police agency acknowledges the conflicting interests
and seeks to strike a balance between legitimate news media interests and
legitimate police interests.
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Goal 1.8
L ] o . ®
Victim Assistance
Every agency of the criminal justice system should immediately
recognize that the rights of victims must be afforded priority and

special attention by all persomnel in the criminal justice process. This
recognition should manifest itself in policies and procedures designed
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to minf@ize victim inconvenience.

Each agency should designate a representative to consult with
citizens when they are victimized by crime. The Commonwealth's attorney
should serve as general coordinator of the victim assistance services
offered by all agencies within hils jurisdiction. The representative
should provide the following services: .

1. Refer the victim to appropriate social agencies which
- may provide needed assistance;

2. Explain in general terms how the criminal justice
system will deal with the case, and the victinm's
role in this process; and

3. Provide continuing advice and assistance as long as
the victim is involved in the criminal justice system.

Commentary

Patrick V. Murphy, former New York City police commissioner observed
that: "The way crime victims are treated in many jurisdictions from their
first contact with the police tec their final hours in the courtroom is
often iusensitive. Rarely are theilr needs considered to any degree.”

This goal recognizes the need for each element of the criminal
justice syscem to recognize its responsibility to the victims of crime.
As a minimum the criminal justice system should stand ready to explain
its functioning and the role that the victim will play in the determina-
tion of the defendant's possible guilt and punishment. Also each element
of ‘the criminal justice system must be able to advise the victim of his
rights and advise him of the type of assistance he may receive.

. The goal does not suggest that the criminal justice system provide
direct assigtance to the victim in the form of financial or medical help.
‘But.the victim will most likely come in closest contact with the various
criminal justice agencies and these agencies should be able to refer the
victim to the appropriate social agencies.
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Justice: The Return of the Victim," American Criminal Law Review, Vol.

13, 1976, pp. 649-673. ,
3. Murphy, P., "New and Continuing Projects Listed in Police

Foundation Grants," Crime Control Digest, March 25, 1874, p. 7.

Goal 1.9
Development

of Goals and Objectives

Every police agency immediately shculd develop short- and long-range
goals and objectives to guide agency functions. To assist in this
development, every unit commander should review and put into writing the
principal goals and objectives of his unit.

1. Every police agency and every unit within the -agency
should insure that its goals and objectives are:

a. Consistent with the role of the police as
defined by the agency's chief executive;

b. Responsive to community needs;
¢. Reasonghbly attainable;

d. Sufficiently flexible to permit change
as needed; and

e. Quantifiable and measurable where peossible.

2, Every police agency should provide for maximum input
both within and cutside the agency in the development
of its goals and cbjectives. - It should:

a. Create an atmosphere that encourages \
unrestricted submission of ideas by all L
employees regardless of rank; and

b. Establish methods to obtain ideas'

from a variety of organizations and
individuals outside the agency.

3, Every police agency and every unit within éach agency

should publish and disseminate its goals and objectives
to provide uniform direction of employee efforts.
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4. Every police .chief executive should require every
unit commander to make a periodic review of unit
goals and objectives and submit a written evalua-
‘tion of the progress made toward the attainment )
of these goals. Annually, in conjunction with the =~
budget preparation, every police chief executive
should provide for review and evaluation of all
agency goals and objectives and for revisions
where appropriate.

Commentary

The task force recognizes that there is considerable overlap between
this goal and the material contained in Goals 1.1 through 1.7. Nonethe-
less, the task force concluded that any redundancy was not harmful and
that this goal differed from Goals 1.1l through 1.7 in some areas, or at
least placed a different emphasis on certain matters. V

For instance, this goal stresses that the goals and objectives of
the police agency should be "quantifiable and weasurable where vossible,"
whereas Goals 1.1 through 1.7 appear to emphasize more general goals and
objectives based on long range policy decisiomns.

The task force wished to give special emphasis to that portion of
the goal which suggests that police agencies "create an atmosphere that
encourages unrestricted submission of i1deas by all employees regardless
of rank.” It was recognized that lower ranking police officers are
often reluctant to convey ideas and suggestions to their superiors. The
task force felt that the police agency must take affirmative action to
overcome this natural reluctance, and to encourage lower ranking police
officers to freely communicate. their suggestions to superiors.
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6. Public Assistance Corporation, Law Enforcement, 4 Comparative
Analysis of Virginia Practices and Procedures, Richmond: Commonwealth

of Virginia, Division of Justice and Crime Prevention, October 1974, pp.
61-64. ‘

Goal 1.10
Establishment of Policy

Every police chief executive immediately should establish written
policies in those areas of operations in which guidance is needed to

direct agency employees toward the attainment of agency goals and cbjec~
tives.

1. Every police chief executive should promulgate policy
that provides clear direction without necessarily
limiting employees' exercise of discretion.

2. Every police chief executive should provide for maxi-
mum participation in the policy formulation process.
This participation should include at least:

‘a. Input from all levels within the agency--
from the level of execution tc that of

+ management-—-through informal meetings be-
tween the police chief executive and members '
of the basic rank, idea incentive programs
and any other methods that will promote
the upward flow of communication; and

b. Input from outside the agency as appropriate~-
from other government agencies, community
organizations and the specific community
affected.

3. Every police chief executive should provide written
policies in thoseé areas in which direction 1s needed,
including:

a. General goals and objectives cf the agency;

b. Administrative matters;

¢. Community relations;
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d. Public and press relations;

e, Personnel procedures‘and relations;

£. Personal conduct of employees;

8. Specific law enforcement operétions with
emphasis on such sensitive areas as the use
of ferce, the use of lethal and non-lethal
weapons, and arrest and custody; and

h. Use of éupport services.

" Commentary

The task force recognizes that there i1s considerable overlap between
this goal and the material contained in Goals 1.1 through 1.7. It was
felt that any redundancy was harmless, and that this goal does present
an overall view of the areas that are dealt with more specifically in
Goals 1.1 through 1l.7.
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Goal 1.11
Inspections

It appeared to the task force that the existing practice in Virginia
regarding inspections has worked satisfactorily. This goal is recommended
as a comprehensive plan for conducting inspections, and should be con-

sidered by those police agencies which desire to reconsider their exist-
ing practice.

Every police agency should immediately esteblish a formal inspection
system to provide the police chief executive with the information he needs
to evaluate the efficiency and effectiveness of agency operations.

1. Every police agency should require ongoing line
inspections. Every police chief executive should
give every manager and supervisor the responsibility
and the authority to hold inspections and:

a. To conduct continual inspections of all
personnel subordinate and directly re-
sponsible to him through any level of
the chain of command and to inspect the
equipment used and the operations per-
formed by such subordinate personnel; and

b. To take immédiate sction indicated by the
results of such inspections: cormendation
for exemplary performance and correction

T g W T = W T T w—— =TT w = e m e

2.

of deficiencies.

Every police chief executive should implement routine
scheduled and unscheduled inspections of all personnel,
material and operations. When the police chief execu~
tive personally cannot conduct these inspections often
enough, he should provide for staff inspections to meet
these needs.

a. Every police agency with 200 or more
personnel should establish a unit staffed
with at least one employee whose full-
time responsibility is staff inspection.
The size and organization of the inspec-
tion unit should correspond to the size of
the agency and the complexity of the in-
spections task;
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b. Every police agency with at least 75 but
-fewer than 200 personnel should, where
necessary, establish an inspection unit
or assign an employee whose full~time
responsibility is staff inspection. If
a full-time assignment is not justified,
staff inspectiorns should be assigned to
an employee who performs related duties
but is neitlier responsible to supervisors
of the units being inspected nor respon=-
sible for the operations of such units;

c. Every police agency with fewer than 75
personnel, and in which the chief execu~
tive cannot conduct his own inspections,
should assign responsibility for staff
inspections to an employee who performs
related duties but is neither responsi-
ble to supervisors of the units being
inspected nor responsible for the oper-
ations of such units; .

d, Staff inspections should include inspec-
tion of materials, facilities, personnel,
procedures and operations. A written
report of the findings of the inspection
should be forwarded to the chief execu-
tive; and

e. Where possible, the rank of the employee
responsible for staff inspections or that
of the employee in charge of the inspec-
tions unit should be no lower than the rank

~of the employee in charge of the unit being
inspected. There should be no more than
one person between the inspecting employee
and the chief executive in the chain of
coxmand. The person conducting a staff
inspection should be a direct representative
of the police chief executive.

Commentary

Properly conducted inspections provide information which enables the
police executive to evaluate the agency's operational efficiency and
effectiveness. Although infractions uncovered during the process of
inspection should be handled according to agency policy, inspection
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procedure should not be viewed as a disciplinary process. It should be
a fair, impartial and honest appraisal of employee efforts. The inspec-
tion procedure should help those inspected to do their job better. The
inspector or inspection party should have a positive, constructive atti-
tude; they should not instill fear and distrust in the inspection process.

The task forece concludes that existing inspection procedures in
Virginia are functloning effectively. However, the task force feels that
Virginia police agencies should strive continually to upgrade their
inspection procedures, and this goal is recommended as cne approach to
upgrading the system of inspectiens.
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Chapter 2
Relations with the
Community and within

the Criminal Justice System

Goal 2.1
Crime Problem Identlflcatlon
and Resource Development

Every police agency should insure that parolmen and members of the
public are brought together to identify crime problems and potential
solutions on a local basis. Police agencies should immediately adopt
programs to insure joint participation in crime problem identification.

- Commentary

The task force realized that the police would benefit from the
support of the public in identifying crime problems and potential solu-
tions. The task force also recognized that there are elements of
society which do not trust the police, and would be suspicious of any
effort to cooperate with the police. The goal places the burden on the
police to initiate programs in an attempt to enlist the support of all
sectors of the public. It is felt that police agencies and members of
the public should be brought together on a local basis to identify the
crime problems of primary concern to the local populace. It is hoped
that dialogue between the police and local citizens will help dispel
any distrust of the police and foster an approach of all groups working
together toward the common goal of reducing crime.
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The type of specific program to be utilized to promote joint
“participation is left to the discretion of the local police agency.
The task force has deliberately drafted the goal in general terms, so
that each police agency retains the flexibility to identify the type
of program that would be successful in any given community.
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Goal 2.2
Crime Prevention

Every police agency should immediately establish programs that
encourage members of the public to take an active role in preventing
crime, that provide information leading to the arrest and conviction of
criminal offenders, that facilitate the identification and recovery of
stolen property and that increase liaison with private industry in
security efforts.

1. Every police agency should assist actively in the
establishment of volunteer neighborhood security
programs that involve the public in neighborhood
crime prevention and reduction.

2. Every police agency should establish or assist
programs that involve trade, business, industry
and community participation in preventing and
reducing commercial crimes.
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3. Every police agency should conduct, upon request,

. security inspections of businesses and residences
and recommend measures to avoid being victimized

' by crime. ; :

4, Every police agency should provide support ser-
vices to, and jurisdiction wide coerdination of,
the agency's crime prevention programs; however,
such programs should operationally decentralize
whenever possible.

Commentary
Crime 1s not only a pollice problem; it is a social problem that can
never be resolved by the police or the criminal justice system alonme.

Crime will continue to plague the Commonwealth unless individual members
of society assume greater responsibility. Informed private citizems,

playing a variety of roles, can make a decisive difference in the preven~

tion, detection and prosecut¢on of crime.

" This goal recommends that every police agency encourage members of
the public to take an active role in preventing crime. However, to
aveid any possible misimpression that the public is being encouraged to
form "vigilante groups" or "take the law in their own hands," the goal
recommends that the police agency participate in the organization of
any proper crime prevention project. For example police agencies in
Norfolk, Portsmouth, Virginia Beach and Chesapeake recently launched an
area-wide anti-crime program utilizing citizens with two-way radio
vehicles and taxicab drivers. Participants in the program were trained
on how to report crimes and will serve as the "eyes and ears of the law
enforcemert agencies.' The watchful public spirited citizen, with his
two-way communications equipment, will be in an ideal position to report
accidents and crimes, and alert police officers uhere assistance is
needed.

- 'Police can also establish programs which educate citizens on how to
make themselves less vulnerable to crime. Norfolk recently participated
in a Pilot Crime Resistance Program which concentrated cn crimes against
women. As a result of the project an educational program is being
developed to alert women to the instances in which rape is most likely

to occur and to instruct them in methods by which they can avoid becoming

rape victims.

The goal also suggests that specific attention be given to commer-
cial crimes. Local businessmen should be given assistance in the form
of security inspections and recormended measures on how to avoid being

k8
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victimized by crime. Many police agencies in Virginia currently conduct
security inspections of residential and commercial buildings and offer
suggestions on the appropriate type of doox lock or other security de-
vices. The task force feels that such programs have been successful

and that all police agencies should strive to provide such services.
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Goal 2.3
Cooperation and Coordination

Every police agency immediately should act to insure understanding
and cooperation tetween the agency and all other elements of the criminal
justice system, and should lmmediately plan and implement appropriate’
coordination of its efforts with those of other elements of the criminal
justice system, Where appropriate, this planning might encompsass the
formation of a criminal justice coordinating council with members repre-~
sentative of law enforcement, other criminal justice agencies and local
government.

Commentary

"Fragmented,'" "divided," "splintered," and "decentralized" are the
adjectives most commonly used to describe the present system of criminzl
justice. The causes of crime and potential solutions are frequently
the subject of intense disagreement among police, courts and correctional
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personnel. This is not surprising in light of the fact that patrolmen,
corrections officers and attorneys frequently have quite different on-
the-job experiences, constitutional responsibilities, educational back-
grounds and social class origins. Yet it must be realized that crimirnal
justice agencies are highly dependent upon one another. What particular
_ law enforcement, courts and corrections agencies do in handling offenders
and processing information affects all the rest.

The task force recommends that each police agency make a commitment
to promote understanding and cooperation between the agency and all
other elements of the criminal justice system. While a certain amount
of cooperation obviously takes place on a day to day working level, the
goal suggests that some attention be devoted to the larger view of the
overall interrelationship of all elements of the criminal justice system.

One specific form of coordination is set out in Goal 2.6 and another
possibility is the general concept of criminal justice ccordinating coun-
cils. ' Such councils bring together, formally or informally, all elements
of the criminal justice system and local. government, to consider any
existing or potential problems. Such coordinating councils have been
utilized in some lccalities in Virginia (e.g., Norfolk and Roanoke) and
have proved to be bemeficial.
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Goal 2.4
Diversion

Every police agency should cooperate in any diversionary programs
. established by law. All diversion dispositions should be made pursuant
to written agency policy that insures fairness and uniformity of treat-
ment. Such policies and procedures should be prepared in cooperation
with other elements of the criminal justice system.
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1976, p. 23.

Commentary

The task force concluded that the police should not take a pesition
on the desirability of diversionary programs. It was believed to be
pointless to discuss the abstract concept of diversion because the
success or failure of the concept varies according to the specifics of
a particular program. One significant aspect of any diversionary pro-
gram is the question of adequate funding. The task force felt that
the decision to create and fund a diversionary program rests with the
state or leocal government and not with the police.

The task force feels that the only functions of the police in the
area of diversion are to cooperate in diversionary programs that are
established by law, and to insure that the police participation is in a
manner that promotes fairness and uniformity of treatment.
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Goal 2.5
Summons and Release
‘on Own Recognizance

Every police agency should insure that all enforcement officers are
familiar with, and make maximum use of, Virginia Code sections 19.2-74 and
46.1-178 in that these code sections provide for issuance of a summons
and release on a person's own recognizance rather than physical arrest.
Every police agency should also cooperate in programs that permit
arraigned defendants to be released on their own recognizance in lieu
of money or property baill in appropriate cases.

1. Every police agency should adopt written policies
and procedure that provide guidelines for, the
exercise of individual officer's discretiom in the
use of Virginia Code secticns 19.2-74 and 46.1-178.
Written policy and procedure should indicate that a '
summons 1is not appropriate in the following situations:

a. The behavior or past itonduct of the .
accused indicates that his release pre-
sents a danger to individuals or to the
community;

: b. .The accused is uhder lawful arrest and fails
i ‘ to identify himself satisfactorily;

c. The accused refuses to sign the summons;

d. The accused has no ties to the juris-
diction reasonably sufficient to assure:
his appearance; and

e. The accuesed has previcusly failed to
appear in response to a summons. .

2. Every police agency should take all available steps
to insure that at the time arraigned defendants are
considered for pretrial release, their previocus
criminal history or present conditional release status,
~if any, is documented and evaluated by the court in
determining whether the defendants are released or
confined pending trial.
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3. Every police egency should place special emphasis on
expedititously serving all outstanding arrest war-
rants obtained by the agency, pzrticularly those
issued due to z defendant's failure to appear at
court proceedings.

Commentary

The Virginia Code allows fcr the issuance of a summons in lieu
of physical arrest for most misdemeanor violations (Va. Code §§ 19.2-74
and 46.1-178). Effective utilization of the summons process would result
in a considerable savings of time and money for the criminal justice
system. Issuance of a summons in lieu of arrest eliminates the need
for a booking process, a pretrial release hearing and a possible inquiry
into the indigency of the arrested suspect. Every police agency should
promote the full utilization of the summons process, by adopting
policies and procedures which provide guidelines for and encourage the
exercise of the individual officer's authority.

The task force recognizes that the concept of pretrial release on
the defendant's own recognizance is a function of the judicial branch.
However, the goal suggests that the police can assist the judicial
officer who makes the pretrial release decision by providing all current
information the police possess regarding the defendant.

The goal also recognizes that the police can help make pretrial
release programs more effective by endeavoring to expeditiously serve
all outstanding arrest warrants issued for failure to appear in court.
Such a policy on the part of the police would serve as a deterrent to
those whe contemplate absenting themselves from court appearances.
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Goal 2.6
Criminal Case Follow-up

Every police agency immediately should develop policies and
procedures to follow-up on the disposition of selected criminal
cases, The follow-up should be done in cooperation with loecal
courts and prosecuting agenciles, and should include the following:

1. Identification of crimiral cases which require
special attention by the prosecuting agency;

2. Maintenance of liaisan with the prosecutor
regarding the selected case; and

3. Attendance by a police representative at
open judicial proceedings related to such
cases where appropriate.

Every police agency should review administratively any
apparent trend in which a certain type of case is dismissed or in

. which prosecuting agencies decline to prosecute. That review should

result in a conference with the concerned officer and/or the
prosecuting attorney to correct any deficiency which may have
weakened the case.

Every police agemncy should encourage courts and prosecuting
agencies routinely to evaluate investigations, case preparation and

the courtroom demeanor and testimony of police officers and to inform

the police agency of those evaluatiocms. Peolice supervisors should
also conduct such evaluations and recognize the need to-educate and
train police officers to perform properly as witnesses in court.

Every police agency formally should make information from its
files available to other crimipal justice agencies and to the courts
for reference in making diversion, sentencing, probation and parole
determinations. In addition to records of past contacts with the
defendant, useful information might include the effect the crime
had on the victim, and the likelihood of future crime rwbulting from
the defendant's presence in the community.

Commentary

This goal recognizes that the police agency's responsibility
should not necessarily end with the arrest of an individual. The
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concept of a criminal justice system requires that the police take an
interest in the overall process, and not merely serve as the system's
intake point. In selected cases the police c¢ould provide information
which would help the prosecutor place the case in its proper perspec—
tive. For example the police might inform the prosecutor that the
case is especially significant because of: (1) the substantial
resources expended to solve the crime, (2) the defendant's alleged
responsibility for a considerable number of crimes, (3) the situation
in the particular area where the crime occurred such as a rash of
nuggings in a certain location.

The goal also recognized the need for communication between the
police and the prosecutor regarding any category of cases which have
not or cannot successfully be prosecuted. Police arrests in cases in
which there is little likelihood of prosecution, or dismissals of
cases because of erroneous police procedures, result in wasted
criminal justice resources and contribute to the inefficiency and
ineffectiveness in the system. Communication between the police and
the prosecutor may result in a determination of why certain cases
have not been successfully prosecuted, and identification of any
deficiencies that may be corrected in the future.

The goal further suggests that other elements of the criminal
justice system consider the police perspective when disposing of
criminal cases. This does not question the continued independence of
the courts in determining guilt and appropriate sentencing alterna-
tives nor the discretion of prosecutors in individual cases. The goal
merely suggests that it is proper for the police toc advise others
of the police positions in individual cases and, by policy, in classes
of cases. Among the elements of the criminal justice system, the
police are in the best positien to observe the tangible effects of
crime, its victims, and the resulting disruption of public order.

The police should be consulted regarding decisions on plea negotia-
tiens, diversion, sentencing, probation or parocle.
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Goal 2.7
Court Supervised
Electronic Surveillance

Virginia law should be amended to:

1, Authorize electronic surveillance (in accordance
with Code §§ 19.2-61 through 19.2-70) whenever
such surveillance may reasonably be expected
to provide evidence of the commission of the
offense of illegal gambling.

2. Authorize the use or disclosure of facts

' contained in an overheard or recorded com-
munication, relating to a felonv other than
the offense under investigation. The use

- or disclosure of such facts should be

governed by the same rules applicable to
facts relating to an cffense covered by
Code §§ 19.2-61 through 19.2-70.

Commentary

The task force shares the view ¢of many experts that illegal
gambling is one of the largest sources of revenue for organized
crime, Huge profits derived freom illegal gambling are frequently used
to support other criminal activity. Under existing Virginia law
persons engaged in illegal gambling can utilize telephones with the
knowledge that Virginia authorities cannot intercept such communi-~
cations. The task force believes that authorizing electronic
surveillance in this arez would substantially reduce the operations
of illegal gamblers.

Existing Code § 19.2-67(5) makes it a misdemeanor for the police
to use or disclose overheard or recorded communications not relating
to offenses specified in § 19.2-66 (extortion, bribery, contrclled
drugs). The task force recommends that Code § 19,2-67(5) be repealed
and language similar to paragraph 2 of the goal be enacted as law.

- Such a change in law would permit the police to properly utilize
evidence relating to any felony which comes to light during a lawful
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electronic surveillance.

The task force is well aware of the pctential threat to privacy
raised by extensive use of electronic surveillance. However, the task
force believes that existing procedures adequately safeguard the
right to privacy. Since the enactment of Virginia's electronic
surveillance legislation, its use has been rigidly controlled,
resulting in only six authorized instances of electronic surveillance.
The task force concluded that existing safeguards of the right to
privacy will not be lessened by adding illegal gambling to the list of
offenses for which electronic surveillance is authorized, and by
authorizing the proper use of all evidence discovered while conducting
lawful electronic surveillance.
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Chapter 3
Planning and
Organizing

Goal 3.1
Responsibility
for Police Service

The Commonwealth and local governments immediately should
provide complete and competent police service through an organiza-
tional structure that most effectively and efficiently meets its
responsibility. The government responsible for this service should
provide for a police organization that performs the duties described
as the police role. '

1. Every police agency should provide for access
to police service and response to police
emergency situations 24 hours a day.

2, Every local government unable to support a
police agency and provide 24-hour-a-day
services should arrange immediately for the
necessary services by mutual agreement with
an agency that can provide them.

3. Every police chief executive should establish
an organizational structure that will best
insure effective and efficient performance
of the police functions necessary to fulfill
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the agency's role within the community, Every
police chief executive:

a. Should, in conjunction with the
annual budget preparation, review
the agency's organizational structure
in view of modern management
practices and provide for necessary
changes.

b. Should insure that the organizational
structure facilitates the rendering
of direct assistance and service
to the people by line elements.
Command of line elements should
be as ciose as practical to the
peoplé.

¢. Should organize the agency's staff
elements to insure that the organi-
zational structure provides
for direct assistance and service
to line elements.

d. Should limit functional units,
recognizing that they increase
the need for coordination, create
impedirents to horizontal
communications and increase the .
danger of functional objectives
superseding agency goals.

e. Should establish only those levels
of management necessary to provide
adequate direction and control.

f. ©Should define the lines of authority
and insure that responsibility
is placed at every level with
commensurate authority to carry
out assigned responsibility.

g. Should not be encumbered by
traditional principles of organi-
zation if the agency goals can
best be achieved by less formal
means.
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Commentary _

The goal states that every police agency should be organized and
structured in a manner which promotes maximum efficiency in the
provision of police services to meet the needs of the cowmunity.
While a call for efficient management is obviously a non-
controversial cliché, the goal does deal with the following
- .specifics:

1. Responsibility for efficient operation rests with
the police chief executive who should review the
agency's organization annually. Many agencies do
not operate according to their theoretical or
authorized organizational structure, but operate
according to day-to-day modifications, and an
annual review of the existing organization is
necessary.

2. The ultimate purpose of a police agency is to
render direct assistance and service to the
public by line elements. Staff elements and
specialized units cowplicate operations and
communiications, and ghould be kept to 2z minimum.
The police chief executive shculd be cognizant
of the apparent universal tendancy of
bureaucracies to grow and perpetuate themselves.
On an annual basis he should reexamine whether
a staff element is in fact efficiently
assisting line elements in providing police
services to the public.

The goal also recognized that it is the responsibility of every
police agency to provide 24-hour-a~day service to the community.
The task force recogrnized that thils may create a problem in small
communities with limited resources, but feels that 24-hour police
service is a desirable and realistic goal. Small agencies unable to
provide 24~hour services should arrange for the necessary services
by mutual agreement with an agency that can provide them. This may
require an agreement between towns, a town-county agreement, or
even a town-state agreement.
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Goal 3.2
Combined Police Services

The Commonwealth, local governments and every police agency
should provide pclice services by the most effective and efficient
organizational means available to it. In determining this means,
each should acknowledge that the police orgenization (and any
functional unit within it) should be large enough to be effective
but small enough to be responsive to the people. If the most
effective and efficient police service can be provided through mutual
agreement or joint participation with other criminal justice
agencies, the governmental entity or the police agency immediately
should enter into the appropriate agreement or joiRt cperation.
Police agencies with limited manpower should consider consolidation
or contractual police services, for improved efficiency and effect-
iveness. Cooperation tetween sll police agencies is necessary to
achieve these ends. : .

1. Virginia should amend Code § 15.1-131.3 or
enact new legislation enabling local govern-
ments to enter into agreements with the state
police, whereby the state police would provide.
certain police services.

2. Every local government should take whatever
other actions are necessary tg provide police
services through mutual agreement or joint
participation where such services can be
provided most effeciively.

3. No state or local government or police agency

should enter intc any agreement for or parti-
cipate in any police service that would not
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5.

be respénsive to the needs of its jurisdiction
ané that does not at least:

a. Maintain the current level of a
service at a reduced cost;

b. Improve the current level of a
service either at the same cost
or at an increased cost if
justified; or

¢. Provide an additional service at
_.least as effectively and economically
as it could be provided by the
agency alcne.

Virginia, in cooperation with all police agencies .

within it, should develop a comprehensive,
statewide mutuval aid plan to provide for mutual
aild in c¢ivil disorders, natural disaster, and
other contingencies where manpower or material
requirements might exceed the response capability
of single agencies.

The Commonwealth should provide, at no cost to all
police agencies within the state, those staff
services such as laboratory services, information
systems and intelligence and communications
systems, which would not be economical or
effective for a single agency to provide for
itself.

Every local government and every local police

agency should study possibilities for combined
and contract police services, and where appro-
priate, implement such services. Combirned

and contract services programs may include:

a. Total consolidation of local govern-—
ment services: the merging of
two c¢ity governments, or city-
~county governments;

b. Total consolidation of police
services: the merging of two or
more police agencies or of all
police agencies (i.e., regional
consolidation) in a given geographic
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area,

Partial consolidation of police
services: the merging of specific
functional units .of two or

more agencies;

Y

Reglonalization of specific police
services: the combination of
personnel and material resources
to provide specific peclice services
on a geographic rather than
Jjurisdictional basis;

Metropolitanization: the provision
of public services (including
police) through a single govern-
ment to the communities within a
metropolitan area;

Contracting for total police services:
the provision of all police service
by contract with another govern-—

ment (city with city, city with
county, county with city, or city

or county with state);

Contracting for specific police
services: the provision of limited
or special police services by
contract with another police or
criminal justice agency;

Service sharing: the sharing of
support services by two or more
agencies; and

Facilities and equipment sharing:
e.g., helicopters, firing ranges,
training facilities and mobile
crime labs.

Every police agency should immediately, &nd annually
thereafter, evaluate its staff services to

determine if they are adequate and cost effec-

tive, where these services would meet opera-

tionazl needs more effectively or efficiently

if they were combined with those of other
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police br'criminal justice agencies, or if
agency staff services were secured from another
agency by mutual agreement.

. 8. . Every policy agency that maintains cost-effec-
tive staff service should offer the services
. to other agencies if by so dcing it can
~increase the cost-effectiveness of the staff

service.

9.  Every police chief .executive should identify

© these line operatlons of his agency that might
be more effective and efficient in preventing,
deterring or investigating multijurisdictional
-eriminal activity if combined with like )
operations of other agencies. Having identified
these operations, he should: '

a. Confer regularly with all other
- chief executives within his area,

- exchange information about regicnal
criminal activity and jointly
develop and mairitain the best
organizational means for. regional
control of this activity; and

b. Cooperate in planning, organizing
and implementing regional law
enforcement efforts where such efforts
will cirectly cor indirectly benefit
the jurisdiction he serves. ‘

Commentary

The task force concluded that existing Virginia law permits
most, if not all, of the forms of interagency <cooperation

suggested by the goal.

The purpose of adopting such a goal is not

to change current law or practice, but ‘to encourage every police

agency to become familiar with the various programs for interagency
cooperation and to participate in such programs wherever such
.programs would improve the efficiency or effectiveness of providing
police sexvices. On the state level the Division of Justice and
Crime PreVentibn is availsble to assist local agencies in planning
for the delivery of police services.

: The appropriateness of interagency cooperation or consolidation
is a decision for the lccal community. The task force specifically
"rejects that portion of NAC Standard 5.2 which calls for the

consolidation of all police ag%pcies that employ fewer thag 10
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’sworh employees. The task force does not feel that the quality of

police service is necessarily related to the size of the police agency.

This goal does recommend one specific change to existing law,
in regard to cooperation between local police agencies and the state
police. Code § 15.1-131.3 authorizes counties, cities and towns to. .
enter into reciprocal agreements for the furnishing of police services,
but does not authorize local communities to enter into such agreements
with the state police. The task force believes that the state police

- should be authorized to provide police services where the state police

and the local community agree that such a practice is desirable.
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Goal 3.3 |
Commitment to Planning

Every police agency should develop planning processes which
will anticipate short- and long-term problems and suggest alternative
solutions to them. Policy should be written to guide all employees
toward effective administrative and operational planning decisioms.
Every policy agency should adopt procedures immediately to assure the
planning competency of its personnel through the establlshment of -
qualifications for selection and training.
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Every police agency should establish written

policy setting cut specific: goals and objectives
of the planning effort, quantified and measurable

where possible, which at least include the

following.

a. To develop and suggest plans
) that will improve police service
-in furthering the goals of the
agency; '

b. To review existing agency plans to

: ascertain their suitability, to
determine any weaknesses, to update
or devise improvement when needed
and to assure they are suitably
recorded;

c. To gather.and organize into usable
.~ format information needed for
agency planning.

Every police agency should stress the necessity for
continual planning in all areas throughout the
agency, to include at least:

a. Within administrative planning:
‘ long range, fiscal and manage-
“ment plans;

b. Within operational planning:
" specific operational, procedural
and tactical plans;

c. - Extra-departmental plans; and.

d. Research and development.
Everykpolicevageﬁcy should establish written quali-
fications for employees assigned specifically to
planning activities.
Every police ageney should provide tr@ining
necessary for all personmnel to carry cut their
planning responsibilities. )
If there are planning needs that cannot be

satisfied by agency personnel, the police agency
should satisfy these needs through an appropriate
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arrangement with another police agency, another
governmental agency or a private consultant.

Commentary

. Because of the nature of police work a police agency must be
prepared for anything; that means it must plan for everything.

The decision a2 police agency must make is not whether to plan,

but rather how much to plan, in what detail and how far ahead.

A police agency that fails to plan ahead is forced to operate from
day to day, adjusting to new demands as they arise, but

never undertaking long range projects to upgrade police services.

The task force, while acknowledging that each agency has its
own character, its own problems, and its own potential, feels that
sound management practices makes it incumbent upon police chief
executlves to plan for the short and long term. The goal encour-
ages the police chief executive to recognize the need for plamning,
and suggests procedures tc make such planning effective and
efficient.
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Goal 3.4
Police-Community
Physical Planning
Every police agency should participate with local planning
agencies and organizations, public and private, in community

physical planning that affects the rate or nature of crime or the.
fear of crime.
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1. Every government entity should seek police parti-
- ~cipation with public and private agencies and
organizations involved in community physical
planning within the jurisdiction.

2. Every police agency should assist in planning
with public and private organizationis involved
. in police-related community physical planning.
Thls assistance should at least include
planning involving:

a. Industrial area development;

b. Business and commercial area
development;

c. Residential area development,
both low rise and high rise;

d. Governmental or health facility
complex development;

e. Open area development, both
park and other recreation;

f. Redevelopment projects such
as urban renewal; and

g. Ruilding requirements (target
hardening), both residential
and commercial.

Commentarx

Governmental involvement with physical and environmental
planning has traditicnally been limited to building codes or
zoning laws which concentrate on structural soundness,
economics of land use, aesthetic values and ecology. Concern for
.public safety has generally been limited to fire safety, and has
largely ignored the effect that physical conditions can have on
crime prevention, '

_ An experienced police officer can identify high crime risk
- locations by noting such factors as poor lighting, weak points
~of entry to potential crime targets, isclated points of entry,
physical layouts providing areas of concealment and the inaccessi-
bility of the area to police patrol. The goal suggests that
planners take advantage of this pclice expertise and include in
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physical planning an analysis of how the proposed physical envi-
ronment may encourage or discourage the commission of crime.

The goal suggests that as a ninimum the police stand ready
to provide such information. Whether the police should take the
initiative in placing this infcrmation before physical
planners is left to the discretion of the local community.
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Goal 3.5
Fiscal Management

Every local government maintaining a police agency should
immediately assign responsibility for fiscal management to the
police chief executive.

1. The police chief executive's fiscal management
responsibility should include fiscal planning,
budget preparation and presentation, and ‘
fiscal contrel.

2, Every police chief executive should develcp
the fiscal contreols necessary for the agency
to stay within funding restrictioms,
to ensure that funds are being spent for
authorized purposes, to account properly for
moneys received, and to alert local
government to possible fiscal problems
requiring remedial action. This
function should also include developing
policy and procedures for highly flex-
ible interaccount transfers as changing
needs arise during budget years.
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3. Every police agency should consider various
forms of systems budgeting. If the
value of systems will offset the simpli-
-¢ity and convenience of line item or
. other modified budgeting methods already
in use, the agency should consider
adoption of such a system.

Commentary

A police chief executive is not simply a crime fighter or a
policeman of special or superior rank. Heé is also a business
manager who should accept full responsibility for fiscual manage-
ment of his agency. The goal recognized fiscal management as an
integrzl part of basic management principles, and urges local
governments to accord the police chief executive the authority
and responsibility to manage the financial side of law enforce-
nent.

The task force recognizes that the budgeting system utilized
by the police agency must be approved by the governing body.
Within this limitation,; however, the task force suggests that
police chief executives consider various forms of systems
budgeting, such as the Planning-Programming-Budgeting System
(PPBS) which combines budget planning and budget execution with
an emphasis upon the identification of long-range goals and
problems identificationm.
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Goal 3.6
Funding

Every pclice chief executive and every police fiscal affairs
officer should be thoroughly familiar with all means by which the
agency can derive all the benefits possible from local funding, city-
state-federal revenue sharing, grants and grantsmanship, and the use
of bonds. They should understand the implications of each and use
these means to provide funding for agency programs.

1. No police agency should enforce local ordinances
for the sole or primary purpose of raising revenue,
and no income arising from enforcement action
should be earmarked specifically for any single
enforcement agency.

2. Every police agency should use grante under
explicit conditions to fund planning and
experimentation in all phases of police
service.

a. Functional responsibility for the
procurement of grants from federal
and state agencies and foundatioms
should be made the specific
responsibility of a police
agency employee designated by
the chief executive.

b. Any employee assigned to
grant procurement should be
glven appropriate training.

Commentary

The goal recoguizes that sound management practice requires
that the police chief executive be thoroughly familiar with all the
means by which his agency may obtain funding. In the present
economic situation, public revenues are decreasing while the
pressures for public services continue to mount. The police chief
executive cannot accurateéely ascertain what portion of public revenue
should be apportioned to his agency, unless he is aware of the total
revenues available for police services and for all other public
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services.

The goal dres not suggest that the police chief executives
should become involved in the raising of public funds, and the goal
specifically cautions against ever having enforcement policy influ-
enced by revenue producing considerations; e.g., stricter enforce-
ment of parking regulations should never be ordered because the
increased. collection of fines will provide additional revenue for
the police agency. Crime control and regulatory functions are the
prime concern of police agencies, and any revenues derived from law
enforcement are incidental only.

The task force feels that the use of grant funds presents
specilal problems that must be addressed. For the most part, grants
are designed to support experimental and short-range programs where
certain objectives can be achieved within a limited period of time.
Normally, grant funds will not support long-range programs, and no
Jurisdiction should initlate a long-range program unless it is
willing to continue the program, if it is successful, even when
outside funding is terminated. ‘
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Chapter 4
Unusual Occurrences

Goal 4.1
Command and Control
Planning

The ¢hief executive of every municipality should have ultimate
responsibility for developing plans for coordination of all
government and private agencies involved in unusual occurrence
control activities. Every police chief executive should develop
plans immediately for the effective command and control ¢f police
resources during mass disorders and natural disasters. These
plans should be developed and applied in cooperation with allied
locel, state and federal agencies and should be directed toward
restoring normal conditions as rapidly as possible.

1. Every police agency should develop intra-agency
commaad and control plans to activate the
resources of the agency rapidly to control
any unusual occurrence that may occur within
its jurisdiction. These plans should provide
for:

a., Liaison with other organizations
to include the participation
of those organizations in quickly
restoring normal order;
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b. Mutuzl sssistance agreements with
other’ local law enforcement agencies
and with state and federal authorities,
where effective control resources may
be limited by agency size; and

¢. The participation of other govern-—
ment and private agencies.

2, Every police agency should insure that every
employee is familiar with command and control
plans that relate to any function the
employee might be called upon to perform, or
any function that might relate to his performance.

Commentary

This goal is designed to dispel the view that unusual occurrences
such as riots or natural disasters, are merely transitory phenomena
outside the mainstream of police work. Police have the greatest

_responsibility in most disasters, expecially in riots or in

situations in which widespread lawlessness poses a threat, In every
emergency the police must move to protect the community through
rapid, appropriate and effective action. = Spontaneous response to an
emergency after it occurs, or action pursuant to improvised last
minute plans are a poor substitute for genuine preparedness. An
emergency plan is the key to a quick and effective response which
may mean the difference between lives being lost or saved.

The task force recognizes that a police agency cannot create,
by itself, a successful pian for disaster control. Too many other
agencies are involved -- civil defense, fire departments, hospitals,
and the Red Cross. Therefore, local government must share the
lead and require all agencies to participate in a unified unusual
occurrence plan. However, since the police have prime responsibility
for maintaining contrel and restoring order, the police agency
should take the initiative in formulating an emergency plan.
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Goal 4.2
Executive Responsibility

Every police chief executive should be given responsibility
immediately to command all police resources involved in controlling
unusual occurrences within his jurisdiction. This authority should
be preempted only when a state of emergency is declared by the
governor, local authority breaks down or command authority is
transferred by prior agreement. In carrying out this respomsibility,
the police chief executive should direct all police activities within
the affected area, and he should insure that at least minimum ser-
vices are provided to the remainder of the jurisdiction.

1. Every local government should provide by law
that the police chief executive be responsible
for all law enforcement resources used to
control unusual occurrences within the jurisdiction.
The police chilef executive immediately
should establish a system designating executive
command in his absence.

a.” A-system of succession of
cormand should be establisted;
and

b. A senior officer should te
designated the acting chief
executive in the absence of.
the chief executive.

2. The chief executive orlhis~de1egate should be
available tc assume command without delay at all
times. This individual should:

a. Assess the agency's needs in

the involved area and in the
renainder of the jurisdiction;
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b, Make decisions based on availazble information,
and issue appropriate instructions
to the agency to insure cocrdinated
and effective deployment of
personnel and equipment for control .
of the occurrence and for effective
minimum policing of the remainder
of the agency's jurisdiction;

¢. Insure that all actions taken
by law enforcement personnel
deployed in the affected area are
supervised and directed; and

d. Apply control measures according
to established command and control
plans and predetermined strategiles.

Comrentary

This goal, to a large extent, states what is the existing prac-
tice in most Virginia localities. All law enforcement personnel
who assist another jurisdiction are commanded by the police chief
executive of the locality receiving assistance. The local police
chief executive retains. command until the governor declares a
state of emergency and supplants lccal authority with state or
military forces, or until his authority is transferred by agreement
to another police agency. Such agreements may be advisable in the
case of small agencies that arrange for mutual aid assistance from
larger police agencies.

The task force notes that some communities legally identify
the local Commonwealth's attorney as the chief law enforcement
officer for the jurisdiction. The task force wishes to make it
clear that in regard to this goal, it is the police chief executive
who should have authority to command all police resources. During an
unusual occurrence, the police executive must exercise command in
a highly charged atmosphere. Immediate decisions must be made and
executive advisors may not be at hand. In exercising his authority
during a riot or disaster, the police chief executive should not
be hampered by technical questions of who 1s the chief law enforce-
ment officer for the jurisdiction.
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Goal 4.3
Organizing for Control

Police chief executives should plan the manner in which the
following services will be provided:

1. Establishment of a control center to act as the
agency command post and responsible for:
a. Coordinating all agency unusual
occurrence control activities;

b. Obtaining all resources and assistance
required for the field forces from
agency and outside sources;

c. Maintaininé chronological logs and
preparing periodic reports concerning
the unusual occurrence situation; -
and

d. Collecting and disseminating information
from £ield forces, agency sources and
outside agencies.

2. Establishment of an intelligence organization respon-
sible for the collection, evaluation and
dissemination of information. This intelligence
function should be performed by:

125



a. Field units;

- , ! b. A coordinating unit located at the
o 3 agency control center; and

¢. Qutside agencies contributing
intelligence through the
¥ coordinating unit.

‘ 3, Establishment of a personnel unit. This unit's
responsibility is to:

a:. Activate a predetermined personnel
call-up system; ‘

b. Maintain current personnel avail-
ability information and a continuous
accounting of all agency personnel;

c. Anticipatskthe personnel needs of the
field forces and provide for them;

d. Advise the agency commanding officer
of the avallability of personnel when
the number of officers committed to the
unusual occurrence indicates the
need for partial or total mobiliza-
tion, or a request for mutual aid
or military assistance; and

e, Make propeé and timely notifi-
cations of deaths and injuries
of agency personnel.

4. Establishment of a logistics unit to:

a. Procure the needed vehicles,; main-~
tenance, supplies and equipment;

b. Account for the disruption of all
vehicles, supplies and equipment
deployed in the unusual occurrence;

c. Determine appropriate staging areas
‘and maintain a current list of them;

: d. Receive and safeguard evidence and
e . property for the field forces; and
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e.

Provide for feeding of field forces,
when necessary.

5.  Establishment of a field command post staffed
with personnel to support thé field commander.
This post should be staffed and organized to
enable the field commander to:

gc

Direct the operations necessary to
control the unusual occurrence;

Assenmble and assign agency resources;

Collect, evaluate and disseminate
intelligence concerning the incident;

Communicate with concerned task
force officers and units;

Apply the strategy and tactics
necessary to accomplish the police
mission;

Gather, record and preserve evidence;
and

Maintain appropriaty records of
field operationms.

6. Establishment of & casualty‘informatioﬁ
center staffed with qualified personnel to:

a.

b.

Ce

€.

Gather, record and disseminate all
information concerning dead, injured,
missing and lost persons;

Establish liaison with relief agencies

to obtain information on evacuees
and evacuation centers;

Establish liaison with the medical
examiner or coroner; ‘

Deploy personnel, as needed, to
hospitals, first aid stationms
and morgues; and

Prepare casualty statistical
reports periodically for the
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agency commanding officer.
Comméntarz

. The task force feels that this goal could be utilized
by police agencies in Virginia as a type of checklist to facilitate
organizing for control of unusual occurrences.

The goal sets out the services which should be provided in
any emergancy situation. The police chief executive should either
plan how his organization will provide the services, or he should
make the necessary arrangements to have other agencies provide
services which are beyond his capabilities. For example, the
police agency should establish and maintain liaison with agencies
that will assist the police in taking zare of any casualties that
might occur during the unusual occurrence, e.g., American Red
Cross. -
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Goal 4.4
Training for Unusual
“'Occurrences

Every police chief executive should immediately establish
formal training programs in unusual occurrence control administra-
#lon, strategy, tactics, resources and standard operating
procedures. This training should be given teo selected persomnel at
all levels within the agency, personnel from other agencies in the
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criminal justice system, and from other related public and private
agencies. It should be given frequently enough to maintain
proficiency between training sessions, and should be - routinely
scheduled during periods of peak personnel strength. Otherwise,
it should be scheduled in advance of anticipated events.

An unusual occurrence control training program should include
buth formal imstruction and practical exercise.

-1, Formal instruction should be implemented through:

a. Frequent inservice training, such as
roll-call training to serve as a
refresher course, to practice techniques,
or to introduce new procedures;

b. Perilodic agency-conducted schools to
familiarize personnel with agency
unusual occurrence control procedures
and organizational structure;

c. Regional or federal courses, particularly |,
when agency size does not permit
development of local schools; and

d. A regional training imstitute to
train instructors for local agencies.

2. Practical exercises shculd be conducted periodically
to develop proficiency and teamwork among personnel
through:

a. Field exercises for operational personnel
to practice tactics and procedures;

b. Command post exercises for formulating
strategy and evaluating existing and
new procedures;

¢. Regional exercises for familiarizing
command personnel with mutual aid pro-
cedures and developing coordination
between other local control agencies
and nonlaw enforcement agencies; and

d. Criminal justice system exercises to
develop coordinated participation of
all interrelated criminal justice and
noncriminal justice agencies.
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3. The training curriculum and the subjects for practice
should be directed to:

a. Adnministrative level personnel to
familiarize them with agency and
criminal justice system emergency
organizational structure and
procedures for requesting additional
personnel and equipment from the
military or through mutual aid; and

b. Operational personnel tc familiacize
them with strategy, tactics and standard
operating procedures. The emphasis should
be placed on a coordinated effort
rather than individual action; use of
chemical agents, communications equipment
and other specialized equipment; applicable
laws; human relations training; and
procedures for procuring logistical
support.

Commentary

In order for police agencies to be in a postion to respond
quickly and efficiently, it is essential that personnel be
trained in handling unusual occurrences. Planning without
training is futile. The National Advisory Commission on Civil
Disorders noted that lack of riot control training is 'the most
critical deficiency of all."

The goal suggests that the training program should include
classroom instruction (as part of the basic training and
inservice training) and practical exercises whereby operational
personnel can put into practice prior classroom tiraining in
tactics and procedure. These practical exercises can be mock
demonstrations, or the agency can make training a part of its
preparedness for specific anticipated occurrences. While some
occurrences are not predictable, a number of occurrences, such as
planned mass demonstrations, rock festivals, VIP visits and labor
disputes, come to the attention of the police with sufficient
advance notice to permit at least a dry run of procedures.
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Goal 4.5
Mass Processing
of Arrestees

Every police agency should develop a system for the arrest,
processing, transportation and detention under sanitary conditioms,
of large numbers of persons. The primary aims of such a system
should be: : .

1. To restore order in the community. The mass arrest
system should recognize that although Va. Code
§ 19.2-74 states conditions under which a summons
is to be issued in lieu of arrest, if the police N
officer reasonably believes that allowing the
individual to remain at the scene of a distur-
bance would constitute a danger to individuals
or the community, the officer is authcrized to
arrest the individual and immediately remove
him from the scene.

2. To identify and charge persons suspected of
unlawful acts. The mass arrest system should
establish procedures whereby the arresting
officer can connect the arrestee with the
charged offense and any relevant evidence.
This procedure could involve photographing
the arresting officer with the arrestee
while holding a card bearing a booking
number and the arrestee's name. If any
evidence is to be booked to the arrestee
it should appear in the photograph.

3. To return a maximum number of police officers
to duty in the shortest period of time. In
planning the mass arrest system every police
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agency should consider establishing temporary
booking facilities at the scene of the
disturbance, and the possibility of bringing
the magistrate to the scene. In

addition the Geéneral Assembly should
consider amending Va. Code § 19.2~72 to
provide an emergency procedure whereby the
arresting officer could affirm in an affidavit
under penalty of perjury, the relevant facts
and charges upon which an arrest is based.
Such an affidavit would be used in lieu of the
appearance of the arresting officer at the first
appearance before a magistrate.

Y
i3
i

4. ' To protect the constitutional rights of all
persons arrested. As soon as adequate security
is provided, comsultation with defense
counsel should be permitted. Liaiséon should be
established with the criminal bar in order to
secure a sufficient number of attorneys.

Commentary

Every police agency should seek acceptable alternatives to
making mass arrests, but once it is determined that mass arrests
are necessary the agency must be prepared for the problems inherent
in arresting, processing and detaining large numbers of persons.
This goal recognizes some of the problems inherent in such a
situation and seeks to strike a balance between the need to protect
the community and the need to protect the constitutional rights
of individuals.

The task force recognizes that the best way for police to

“handle a disturbance is to take action to prevent the disturbance
from getting out of hand. OQuick removal of "agitators" from the
scene may well prevent a major disturbance and the need to make
mass arrests. However, in the initial stages of a disturbance it
may be that the "agitator" has committed an offense which only
justifies issuance of a summons rather than arrest (Va. Code § 19.2-
74). 1f the "agitator" is issued a summons and allowed to remain at
the scene, the police have been denied an effective means of
preventing a major disturbance. The task force feels that Va. Code
§19.2-74 is sufficiently flexible to allow the police officer to
make an arrest in this situation (i.e., when the officer reason-
ably believes that the individual is likely to cause harm to
individuals cr the community). If the existing statute 1s not
broad enough to cover such a situation, the task force recommends
that Va. Code § 19.2-74 be amended to empower the police officer

tc arrest in such a situation.e
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One of the major goals of a mass arrest system should be
to return police officers to the scene of the disturbance ‘
quickly. However, in their haste to return to field duties
the arresting officer may leave an inadequately identified
arrestee at the booking facility. The arrestee may be released
erroneously or misbooked. When the case comes tc court the
officer cannot testify from his own recollection that the
defendant is the person he arrested. The goal recommends that
rapid photo development equipment (e.g., Polariod pictures) be
available at the scene so that photographs can be used throughout
the booking process. These photographs should be sufficient at
least until the arrest reaches a regular booking facility and can
be positively identified by fingerprints.

Another method for maintaining maximum police presence at
the scene of the disturbance is to bring the magistrate and/or
the court to the scene, rather than requiring the police to leave
the scene to appear in court. The task force also recommends
amendment of Va. Code § 19.2-72 to permit the arresting officer
to file an affidavit rather than personally appearing before the
magistrate.

Individuals arrested in riot-connected cffenses have no less
a right to the protection guaranteed by the Constitution than .
persons accused of committing crimes on any normal day. Consist=-
ent with security, provision must be made for the availability
of defense counsel. The police agency should establish
communications with the organized bar so the bar can respond to
the problems inherent in protecting the rights of a large
number of arrested persons.
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A,Goal 5 1
Selecting New Concepts

Every law enforcement agency should examine new cencepts Qnd
organizations, such as team policing, that are designed to develop
systems to bring the police and the community closer together.

Cqmmentagx

The task force recognizes that in recent years the general
public has become increasingly critical of the efforts of the
police, and other elements of the criminal justice system, to
‘reduce the rising crime rate. This goal addresses one aspect of
the problem -- the possibility that specific police procedures or
organizations have played a part in alienating the community from
the police. The goal -encourages every law enforcement agency to
examine concepts such as team policing, with a view to strengthening
community support of law enforcement. :

a

The, task force devoted a gobd deal of time to the study of
the National Advisory Commission's endorsement of '"team policing"
as an innovative and desirable approach to law enforcement. Team
policing is not easlly defined in a2 few sentences but the task
force concluded that the major aspects were: (1) stronger community
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relations, (2) mofe effective use of manpower, and (3) increased
responsibility and authority for individual officers.

The task force agreed that many aspects underlying the team
policing concept could be of benefit to law enforcement through-~
out the Commonwealth. It is recognized that some aspects of the
concept have already been implemented in Virginia, i.e., many
departments have strong community relations programs.

However, the task force concludes that there is a lack of
hard statistics to verify the operational effectiveness of team
policing. The task force also does not wish to suggest that
team policing would be desirable or feasible in all communities,
nor does the task force necessarily wish to express a preference
for team policing over other concepts such as geographical
assignment, work load distribution, hazard factor allocation, etc.
Accordingly, each community is urged to consider and select the
concept or combination of concepts best suited to the community
needs.
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Goal 52
Implementation

of Team Policing

~Every police‘agency implementing team policing should insure
that the system effectively facilitates the agency's efforts to

* reduce crime, detect and apprehend criminal offernders, improve

the quality of police services and enhance police-coummunity
cooperation.

1. Every police agency should include agency personnel
‘ in the team policing planning and implementa-
tion process. Personnel participation should
be consistent with the degree of ultimate
involvement in the team policing system.

2. Every police agency should provide preparatory
and inservice training for all personnel
involved in the team policing ‘system. The
objectives of the training program should be
to acquaint all agency personnel with team
policing policy, procedures, objectives and
goals, and to provide specific training
according to the extent and nature of
‘personnel involvement in the team policing
effort. '

3. Every police agency should develop programs
‘to encourage community involvement in the
agency's team policing system. :

Commentary
Team policing in any of its various forms is an attempf to

strengthen cooperation and mutual coordination of effort between
the police znd the public in preventing crime and maintaining

~order. While this concept can be stated quite simply its

effective implementation is complex.
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This geal recognizes;that a successful teawr policing program
will require the active participation and training of all agency
personnel, as well as the direct participation of citizems.
References
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Goal 5.3

Establishing the Role
of the Patrol Officer

Every police chief executive immediately shcould develop
written policy that defines the role of the patrol officer, and

'should establish operaticnal objectives and priorities that

reflect the most effective use of the patrel officer in reducing
crime. ‘

1. Every police chief executive should insure
maximum efficiency in the deliverance of
patrol services by setting out in written
pelicy the objectives and priorities governing
these services. This poliey:

a. Should insure that resources are
concentrated on fundamental police
duties;

b. Should insure that patrol officers
are engaged in tasks that are
related to the police function;

¢. Should require immediate response
to incidents where there is an
"+ immediste threat to the safety -
of an individual, a crime in
progress, or a crime committed
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~and the apprehension of the
suspected offender is likely.
Urben area response time -=
from the time a call is dis- °
patched to the arrival at
the scene =- under normal
conditions should not exceed 3
minutes for emergency calls, and
20 minutes for nonemergency
calls;

d. Should evaluate types of preven-
tive patrol to see if they will
reduce the opportunity for
criminal activity; and

e. Should provide a procedure

: for accepting reports of
criminal incidents not requiring
a field investigationm.

2. Every police chief executive should insure that
~all elements of the agency, especially the patrol
and communications elements, know the priority
placed upon each request for police service.

3. Every police chief executive should implement a
public information program to inform the
community of the agency's policies regarding the
deliverance: of police service. This program
should include provisions to involve citizens in
crime prevention activities.

Commentégz

. This goal emphasizes the importance of the patrol officer

 as each police agency's primary element for the deliverance of

police services and prevention of crime. The goal states that there
is a need for written policy that defines the role of the patrol
officer and establishes operational objectives and priorities that
reflect the most effective use of the patrol officer in reducing crime.

v The task force considered the Kansas City Preventive Patrol
_Experiment which questions whether traditional preventive patrol
measures (l.e., patrolmen walking or riding through areas and making
their presence known) have .any appreciable impact on the level of
crime or the public's feeling of security. This study concluded
that, in Kansas City, the preventive patrol did not have any impact
upon the level of crime, and that the noncommitted time of patrol
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officers (60 per cent in the experiment) could be used for‘purposes
other than routine patrol without any negative impact on public

. safety. The task force does not accept or reject the Kansas City

report but encourages each police agency in Virginia to evaluate the
effectiveness of various types of preventive patrol in reducing
crime., If preventive patrol is determined to be ineffective in aiy
jurisdiction, the police department should cut back or eliminate

such patrols and better utilize manpower by assigning police officers
to specific tasks.

The goal also suggests that police agencles should constantly
strive to decrease the time needed to respond to emergency and hon~
emergency calls. Statistics indicate that after a three minute
period, opportunities to apprehend suspects decrease rapidly. Rapid
response time also increases community confidence in the police. The
task force feels that a response time of 3 minutes for emergencies, and
20 minutes for nonemergencies, is a desirable goal that all Virginia '
law enforcement agencies should strive to attain.
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Goal 5.4
Enhancing the Role
of the Patrol Officer

Every local government and police chief executive, recognizing
that the patrol function is the most important element of the police
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f agency, immediately should adopt policies that attract and retain
highly qualified personnel in the: patrol force. o
1.  Every local government should expand its classification
~and pay system to provide greater advancement
 opportunities within the patrol ranks. The system
‘ should provide. :

a. ‘Multiple pay grades within the basic
' rank;

b. Opportunity for advancement within the
- _ basic rank to permit equality between
e e © ¢ patrol officers and investigators,

, // b , ¢c. Parity in top salary step between

/' S , ' patrol officers and nonsupervisory
A S , SR officers assigned to other operational’
'/ o Tl functions; and

d. Proficiency pay for personnel who have
demonstrated expertise in specific
-field activities that contribute to

. more efficient police service.

2, Every police chief executive should seek continually to
- enhance the role of the patrol officer by providing
‘status -and recognition‘from the agency and encouraging
- similar status and recognition from the community.
The police chief executive should:

o L a. Provide distinctive insignia indicating
- L S s demonstrated expertise in specific
G R ; field activities;

b, Insure that all elements within the
agency provide ma imum assistance and
‘cooperation to the’patrol officer;

€ fImplement a community information
-program emphasizing the importance of
" the patrol officer in the life of
the community and encouraging community
cooperation in providing police service;

d. - Provide comprehensive initial and in-service

training thoroughly tec equip the patrol
officer for his role;
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e. Insure that field supervisory personnel
‘ possess the knowledge and skills
necessary to guide the patrol officer;

f. Implement procedures to provide agencywide
recognition of patrol officers who have con-
sistently performed in an efficient
and commendable manner;-

g. Encourage suggestions on changes in
policies, procedures and other
matters that affect the delivery of"
police services and reduction of
crime;

h. Provide deployment flexibility to
facilitate various approaches to
individual community crime problems;

i.  Adopt policies and procedures that
allow the patrol officer to conduct the
complete investigation of crimes
which do not require extensive follow-
up investigation, and allow them to
close the investigation of those
crimes; and

j+ Insure that promotional oral examination
boards recognize that patrcl work
provides valuable experience for men
seeking promotion to supervisory positioms.

Commentary

It has been generally recognized that patrolmen are the
"backbone'" of the police agency and that there is no more
important police function than the day-to-day job of the patrol
officer. However, the patrol officer is frequently the lowest
paid, least consulted and most taken for granted member of the
force. Many agencles make no provision for officers who desire
to advance and earn more pay while remaining in the patrol
function. As a result, qualified patrol officers often seek
promotion to superviscry positions ‘or transfer to other positlons
in order to obtain greater status and pay.

This goal suggests that the law enforcement agency seek to
increase the prestige, recognition and job satisfaction of the
patrol officer. One method currently utilized is the "Master
Patrolman'' program in Alexandria which enables qualified officers
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to gain additional recognition and pay. The program is made
available to those officers who have been with the department for
a certain amount of. time and whose supervisors feel that they are
qualified for the master patrol officer rating. The officers
chosen for this program are given a 57 increase in pay and are
recognized by insignia worn on their uniform. In Alexandria, it
" was noted that officers from every division within the department
had applied for this newly created position. This program is
felt by the administration of the Alexandria Police Department to
.keep "good" patrol officers in the patrol division and to also
attract officers from the other divisions back to the patrol
division if they again desire to work in patrol.
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Goal 5.5 |
Deployment of Patrol
Officers

Every police agency immediately should develop a patrol deploy-
ment system that is responsive to the demands for police services
and consistent with the effective use of the agency's patrol
personnel. The deployment system should include collecting
and analyzing required data, conducting z workload study and
allocating personnel to patrol assignments within the agency.

1. Every police agency should establish z system

for the collection and analysis of patrol
deployment data according to area and time.
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a. A census tract, reporting area
or permanent grid system should
be developed to determine geo-
graphical distribution of data;
and

b. Seasonal, daily and hourly
variations should be considered
in determining chronological
distribution of data.

Evaery police agency should conduct a comprehensive
workload study to determine the nature and

volume of the demands for police service and

the time expended on all activities performed

by patrol personnel.. The workload study should
be the first step in developing a deployment

data base and should be conducted at least
annually thereafter. Information obtained from
the workload study should be used:

a. To develop operational
objectives for patrol personnel;

b. To establish priorities on the
types of activities to be
performed by patrol personnel;

¢. To measure the efficiency and
effectiveness of the patrol
operation in achieving agency
goals.

Every police agency should implement an allocation
system for the geographical and chronological
proportionate need distribution of patrol
personnel. The allocation system should emphasize
agency efforts to reduce c¢rime, increase criminal
apprehensions, minimize response timé to calls

for services and equalize patrol personnel
workload. This system should provide for the
allocation of personnel to:

a. Divisions or precincts in those
agencies which are geographically
decentralized;

b. Shifts;
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c. Days of the week;
d. Beats; and.
e. Fixed—pdst and relief assignments.

4, Every police agency should establish procedures for the
: implementation, operation and periodic evaluation and
revision of the agency's deployment system. These
procedures should include provisions to insure the
- active participation and willing cooperation of all
agency personnel.

Ccmﬁentarx

The primary functions of a law enforcement agency are to (1) strive
to reduce crime, .(2) maintain public order, (3) apprehend criminals,
and (4) respond effectively to other legitimate demands for police
service.  With these things in mind, the police chief executive must
insure that his department is capable of maintaining a petrol
deployment systex that 1s responsive to the demands for police
;services and consistent with the effective use of the agency's patrol
‘personnel. The task force feels that this goal is valuable as a
guideline in helping the police chief executive determine the
appropriate deployment of patrol officers in his community.
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Chapter 6
Use of Personnel

Goal 6.1
Specialized Assignment

Every police agency should use generalists (patrol officers)
wherever possible and, before establishing any specialization
necessary to improve the delivery of police service, specifically
define the problem that may require specialization, determine
precisely what forms of specialization are required to cope with
this problem and implement only those forms in a manner consistent
with available resources and agency priorities.

1. Every police chief executive should define the
specific problem in concise written terms and
in doing sc should consider at least:

2. Whether the problem requires the
action of another public or private
organization;

b. The severity of the problem;

c. The pericd of time the problem is
expected to exist; and

-
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;o d. The community's geographic, physical
- and population conditions that
contribute to the problem or which
may affect or be affected by the
specialization.

2. Every police chief executive should consider community
perception of the problem: community awareness,
and the attitudes based on that awareness.

. 3. Every police chief executive shculd -« based on
. his definition of the problem, community
perception of it and the pertinent legal require-
ments -- assess all resources and tactical
alternatives available to the agency, and in
doing so determine at least:

a. Whetker the problem requires
specialization;

b. The degree of specialization
required;

, ) ¢. The manpower and equipment resources
required by specilalization;

d. Which s the needed resources
are available within the agency
and which are available outside
it;

e. The availability of necessary
specialized training;

. - f£. The expected duration of the need
' for speclalization; and

g. The organizational changes needed
as a result of specialization.

4. Every police chief executive should give special con-
sideration to the impact of specialization on:

a., The identified problem;
'b. FPersonnel and fiscal resources;

e Community attitudes toward the
agency; and
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d. The agency's delivery of general
police services. v

5. Every police agency should develop an operation
effectiveness review for each new specialization.
This review process should be carried out:

a. As a goal-oriented activity analysis;

b. On a specific schedule at least
annually for the expected duration
of the need; and

¢. With consideration of the cost
effectiveness of the specialty,
deternining whether the current
level of resource commitment to
the specialty is adequate or
warranted.

6. Every police agency should terminate a specialized
activity whenever the problem for which it was
needed no longer exists, or can be controlled as
well or better through other agency operations.

Commentary ;

The complexity of modern police service sometimes necessitates
highly speclalized hardware and personnel. Specialization has
many advantages, in that it provides for: (1) more precise placing
of responsibility for performance of a specific task, (2) more
intensive training, (3) concentration of experiemce to develop and
maintain skills, (4) development of a high level of esprit de
corps in the specilalized unit, and (5) gemeral public or special
interest support.

Unfortunately, specialization also has a number of disad-
vantages, including: (1) The pslice officer may become so involved
in his specialized area that he will work only in this area and neglect
his other responsibilities. (2) Specialized units sometimes cose to
view themselves as "prima denmas'" thus creating friction with other
members of the department. (3) Police départments are rarely provided
with additional resources for the creation of special units, thus
manpower and resources must be diverted from the basic patrol force.
(4) Specialists tend to generate work in their area and thus become
self-perpetuating. {(5) Patrol officers may relinquish their own
responsibilities in the areas where specialists operate. When a
patrol officer stands by at the scene awaiting the arrival of a
specialist, the officer's future initiative and self-esteem are likely
to suffer.
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Upon considering the advantages and disadvantages of speciali-

g tation, the task force feels that it is preferable to upgrade the

entire police department to a level where it is competent to

deal with a problem, rather than creating e special unit with sole or
prime responsibility for the problem. The task force endorses

the recommendation of the International-Association of Chiefs of
Police to "generalize if you can, specialize if you must."

The task force does nct suggest that specialization is never
appropriate. Every police chief executive must assess the
particular situation, and the goal suggests the questions and
procedures the police chief executive should address when consider~
ing specialization. The task force urges each police chief
executive to keep in mind that specialization should be developed

‘only when clearly demonstrated advantages will accrue from it, and

seldom, if ever, at the expense of weakening the basic patrol force
operation. Specialization must be a means to an end, not an end
in itself.
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‘Goal 6.2

Selection for Specialized
Assignment

Every police agency irmediately should establish written
policy defining specific criteria for the selection and place-
ment of specialist personnel so that they are effectively matched
to the requirements of each specialty.

1. Every police agency should maintain a comprehensive
personnel records system from which information
is readily retrievable. This system should:

a. Include all pertinent data on
every agency employee;
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b. Employ a consistent format on all personnel
records; and

c. Include procedures for continual updating.

2. Every police agency should disseminate agencywide written
announcements describing anticipated specialist
- position openings. These announcements should
include:

a. The minimum personnel requirements for each
position; and

b. The specialized skills or other
attributes required by the position.

3. Every police agency should establish written minimum
requirements for every specialist position. These re-
requirements should stipulate the required:

a. Length and diversity of
experilence;

b. Formal education; and

c. Specialized skills, knowledge
and experience. -

4, Command personnel within the specialty should interview
every candidate for a specilalist position. Interviewers
should:

a. Review the pertinent personnel records
of every candidate;

b. Consider the candidate's attitude
toward the position as well as
his objective qualifications for
it; and

c. Couwduct a special personnel investi-
gation where the specific position
or candidate requires it.

5. Every police agency should establish written training

requirements for each specialty. These requiremernts
nay include:
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a. Formal preassignment training; and g
b. Formal on-the-job training.

Every police agency should require satisfactory com-
pletion of an internally administered internship in
any specialist position before regular assignment to
that position. ‘

Wherever possible police agencies should use a-

rotation system for specilalists that is designed
gpscifically to enhance personnel developmeiit.

Every police agency should establish a rotaticn
system that requires specialists to be regularly
rotated from positions where potential for officer
compromise is high to positions where this
potential is low or the criminal "clientele" is
different. This rotation system should include:

a. Identification of all positioms
including vice, narcotics and all
types of undercover assignments - --
where potential for officer compromise
is high;

b, Written policies that specifically
limit the duration of assignment
to any identified position. Because
limitations may differ, these pclicies
and procedures should stipulate those
for persouriel at the supervisory

. and administrative level and

those for personnel at the level
of execution;

¢. Provisions for limited extensions
with the specific approval of the
chief executive; and

d. Provisions that insure the main-
tenance of a high level of
" operational competence within the
specialty and throughout the agency.

¢ Commentary

The task force feels that Goal 6.2 is self-explanatory and should
serve as a checklist detailing the procedures law enforcement agencies
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should follow to identify, select, develcp and maintain specialized '
officers with high levels of proficiency.
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‘Goal 6.3 | |

State Specialists

Virginia should provide, upon the request of any local police
agency in the state, specialists to assist in the investigation
of crimes and other incidents that may require extensive or highly
specialized investigative resources nct otherwise available to the
local agency. The state may also fund regional operational
specialist activities. The state or regional specialists ‘should
not provide everyday needs to local law enforcement.

1. Virginia should provide trained specialists who
are properly equipped to assist local police
agencies. Where appropriate, the state
should provide funds to combine or consolidate
local special investigative resources.

2. Virginia should publish and distribute to
every local police agency in the state the
request procedure for obtaining specialists.

3. Virginia should insure that its specialists
pursue the investigation in complete cooperation
with and support of the local agency.

Commentary

The scarcity of manpower within many agencies does not
permit even parttime specialization and it is virtually impossible
to maintain specialists for each contingency. Yet éven the smaller

#
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law enfdrcement agencies should be able tokrequeSt and obtain

“assistance to conduct extensive or highly 3pecialized investigations.

The task force recognizes that Virginia does provide extensive
assistance to local law enforcement agencies through the Department
of ‘State Police, the Division of Consolidated Laboratory Services
and the Alcoholic Beverage Control Commission. - But many local

‘agencies are not aware of other special assistance that is available,

such as arson investigators. The task force feels that continuing
efforts should be made to advise every law enforcement agency of the
services available and the procedures for cbtaining such services.
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Goal 6.4
Assignment of Civilian

Police Personnel

 Every policé agency should consider assigning civilian
personnel to positions that do not require the exercise of police
authority or the application of the special knowledge, skills

~and ‘aptitudes of the professional peace officer. To determine the

proper deployment of civilian and sworn personnel, every agency

immediately:

1. Should identify those sworn ibsitions yhich:

‘a, Do not require that the incumbent
have peace officer status under
local or state statute;

b. Do not require that the incumbent
exercise the full police power and
authority normeally exercised by a
peace officer.
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c. Do not reguire that the incuvmbent possess
expertise which can be acquired only
through actual field experience as
a sworn police officer; and

d. Do not contribute significantly to
the professional development of
sworn personnel.
Should designate as civilian those positions that
can be filled by a civilian employee according
to the foregoing criteria;

Should staff with qualified civilian personnel
all positions designated for civilians;

Should provide a continuing audit of all
existing and future positions to determine the
feasibility of staffing with civilian personnel;

Should develop a salary and benefit structure
for civilian personnel commensurate with
theilr position classifications;

Should insure that an opportunity for career
development exists within each civilizan
position classification where the nature of
the position does mot limit or bar such
opportunity;

Should conduct in-depth personal background
investigations of civilian applicants for
confidential or sensitive positioms.

These background investigations should

be as thorough as those of sworn applicants;

Should provide civilian training programs that
insure the level of proficiency necessary to
perform the duties of each assignment;

Should inform all civilian employees of ;
the requirements for sworn police status and
interview them to determine their interest

or desire to seek such subsequently, and
should record all infermation obtained

during such interviews;

Should assign theose civilian employees who
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express a desire to seek sworn status later
to positions that will contribute to their
professional development as police officers.

. Commehtarx

The task force endorses what has become the trend in Virginia
and across the nation -- to employ civilian personnel for all
positions which do not require sworn police officer status. The
increased employment of civilian personnel resuits -in financial
savings and in more effective utilization of sworn police persomnel.

Financial Benefits. The task force recognizes that civilian
pay scadles must be fair and based on the demands of the job. No
civilian emoloyee should receive lower pay merely because he 1is a
civilian. When sworn and nonsworn personnel are filling equivalent
jobs, psy should be the same. However, many of the support and
administrative functions of a law enforcement agency consist of
the performance of routine clerical tasks. It is nuch less expensive
to hire a clerk to perform this function, than it is to recruit,
select and train a police officer.

Utildzation of Sworn Officers. By employing civilian persomnel
in selected staff and support functions, law enforcement agencies
can transfer sworn personnel to assignments where they can have a
direct effect on crime reduction. Freed from routine clerical
tasks, sworn officers can be more effectively used in line operations
to combat crime. Many police officers feel that they are over-
burdened with paper work, and become bored with routine clerical
tasks. Freeing police to concéntrate on more challenging work
directly related to combating crime should be a positive boost ‘to
morale.

The task force cautions against using nonsworn personnel in
jobs that require full exercise of police authority or im jobs that
provide essential training for police officers. Nor should civilian
personnel be used to £111 jobs where police insight into problems
can improve the operation of the agency. But the task force does
urge each law enforcement agency to examine its internal operations
and determine where and how civilian personnel can be used in lieu
of regular sworn police personnel. The goal outlines the analysis
each agency should conduct in making this determination.
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Goal 6.5
Use of Professional Expertise

Every police agency should immediately establish liaison with
professionals outside the police service who have expertise that
can contribute to effective and efficient performance beyond the
capabilities of agency employees. At a minimum, this liaison
should implement working relationships, as necessary, with:

1. Medital professionals, particularly those with
specific expertise in:

a. Pathology;

b. Gynecology;

c. Psychiatry;

d. Dentistry and orthodontics;
e, Trauﬁatic injuries;

f. Medical laboratory
technology; and

g. Pharmacology.

2. Business, trade and industrial professionals,
particularly those knowledgeable in:

a. Banking;
b. Bookkeeping and accounting:

¢. Labor relations;
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d. The local economy; and .

" e. Local industry, business [
and trades. - : ' o AU 1

3. Educationalvpfoféssionals,‘particularly those with oo )
' expertise in: ' ‘

a. Elementary, secondary and
vocational education;

- b. The physical natural - -
" .and behavioral sciences;
" and:
c. Reseé:ch. S

- 4.° Behavioral science resources with expertise in:

a. Personnel“selection, vocational
~ assessment and career counseling;

B, Teacﬁing, training and educational
;7/ programming;

[ ‘Research;
d. Management consultation;
“"e. Personal problem counseling; and

£.  Specialist consultation.

5., Membérs of the clergy.

' Comﬁentarz

‘Tyg more complex and sophisticated that society and the
cririnal element of society become, the more the police are faced

~ with 2 need for higher technical knowledge (e.g., crimes involving

computers or development of new synthetic drugs). It is not

-realistic to expect a law enforcement agency to possess internally,

all of the expertise it will need to deal with myriad complex
situations. The truly effective police officer is one who,

in addition to possessing a thorough knowledge of his own prefessionm,
alsc knows where to obtain more;information and assistance as he
might need it. To do his job well, the police officer does not

need tobe, for example, a chemist: but he does need tc know
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what the chemist can do that will further a particular investigatiom.
He needs to know where and how he can obtain the services of a
chemist., S

. Too often the tendency is to wait until a situation arises
that requires specific technical information before attempting to
locate a competent, reliable and willing source for obtaining this
information. Unfortunately, such knowledge and skills are not
always easy to locate or cbtain, particularly within the time frame and
and under the pressures s¢ cftéen present in many police actions. The
goal suggests that police agencies plan for the utilization of
outside expertise by identifying sources of professional expertise
and establishing ongoing liaison with these sources.
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Goal 6.6
Legal Assistance

Every police agency should immediately be provided with the
legal assistance necessary to insure maximum effectiveness and
efficlency in all its operations,

1. Every police agency should mske maximum use
of the offices of its:ecity attorney or
county attorney, the county prosecutor and
the state attorney general, to acquire the
legal assistance it needs. . If it is neceasary
to provide legal assistance supplementary
to these sources, a police legal adviser
should be prowided.
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2. Every jurisdiction should provide legal
‘assistance in all agency operations where

needed. This assistance may include:

a.

€.

£.

Provision bf legal counmsel

to the police chief executive
in all phases of administration
and operations; 3
Liaison with the city ox
county attorney, the county
prosecutor, the state attorney
general, the United States
attorney, thé courts and

the local bar association;

Review of general orders,
training bulletins and other
directives to insure legal
sufficiency;

Case consultation with
arresting officers and review
of affidavits in support

.of arrest and search warrants

in cooperation with the
prosecutor's ¢ifice;

Advisory participation in
operations where difficult
legal problems can be
anticipated;

Attendance at. @ajor distur-
bances -- and an oncall status
for minor ones to permit rapid
consultation regarding legal
aspects of the incident;

Participation in training to
insure continuing legal
training at all levels withi=n
the agency;

Drafting of procedural guides
for the implementation of
recent court decisions and

newly enacted legislation;
and




i. Provision of legal counsel for
ad hoc projects, grant proposal
development and special
enforcement problems.

In every police agency with 200 or more personnel,
consideration should be given to the establishment
of a police legal unit with at least one attorney
as a full-time legal advisor.

a. The size and composition of the
legal unit should be proportionate
to the size of the agency and
the complexity of the legal
assistance task.

b, . One attorney should be designated
as the director or administrative
head when two or more attorneys
are employed.

¢. Adequate secretarial and clerical
help should be provided, as well
as police officers or law student
interns for paralegal work.

d. Organizationally, the legal unit
should be a separate entity,
similar to the house counsel of
a corporation, reporting directly
to the chief executive and
readily availasble to him.

e. Legal advisers should be civilian
attorneys who serve at the request
of the police chief executive.

Every police agency with fewer than 200 personnel
should consider whether the establishment of a
police legal unit with at least onme full-time
attorney legal adviser is justified. When a
full-time attorney legal adviser cannot be
justified, and adequate legal advice cannot be
obtained regularly by enlargement of the
prosecutor's or the city or county attormey's role,
the agency should obtain needed legal assistance
through:



i

4,

5.

- ba .

Every pdlice agencyy in determining the need
legal unit and the size of its staff, should consider

Eﬁployment of part-time and contracted

legal advisers; or

Use of the services of a multi-agency
or a state police legal unit.

at least the following:

a.

c.

£,

Whether the city or county attorney
and the county prosecutor are located
near police headquarters;

Whether the staffs of the city or
county attorney and the county
prosecutor are full-time or part-
time, and whether they are permitted
to engage in private practice;

Whether the city or county attorney
and the county prosecutor have
effective legislative programs;

Whether the county prosecutor's
office can be consulted routinely
on planned enforcement actions prior
to arrests;

Whether assistant prosecutors discuss

pending cases adequately with arresting
officers prior to trial;

Whether the county prosecutor's office
will draft affidavits for arrest and
search warrants and glve other legal
assistance whenever needed;

Whether the city or county attorney's
staff is willing to answer routine
questions; how promptly they respond

to requests for written opinions; and
how detailed and complete such opinions
are;

How willingly the city or county
attorney files suits on behalf of

the agency; how vigorously he defends
suits against the agency and its
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members; and how experienced his staff
is in matters of criminal law and police
liability;

i. The educational level of police agency “
employees, comprehensiveness of pre-
service training given officers, and
the quantity and quality of agency
inservice training.

6. Every police agency should set firm minimum quali~
fications for the position of police legal adviser.
These qualifications should require that each candidate
for this position:

a. Be a qualified attorney eligible, except for
residence requirement, for admission to the
Virginia State Bar. He should become
licensed in Virginila as soon as possible;

b. Have a wide breadtli of professiomal
and practical experience in criminal
justice, preferably in eriminal trizl
work; and .

c. Have attitudes and personality conducivé
to the development of trust and
acceptance by police persomnel,

7. Every police agency employing a legal adviser should
provide in the assignment of his duties that he not;

a. Prosecute criminal cases;

b. Decide what cases are to be prosecuted or
what charges are to be brought except by
agreement with the prosecutor;

c. Be assigned tasks unrelated to the
legal assistance function that wouald
interfere with performance of that
function; nor

d. Either prosecute infractions of
discipline before internal trial.
boards, or serve as a member of
‘any trial or arbitration board.
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Commentary

8. Every pclice agency employing a legal adviser who also
engages in private practice should insure that he does
not represent criminal defendants, bring a claim against
a governmental agency he represents; lend his name to
or have a financial interest in any law firm
that represents criminal defendants, accept
private employment that necessii.ites procuring
police officers as witnesses or using police
informaticn, conduct private business in an
office located in a police station, or represent
any police union or agency employee organization.

.

Every phase of the police role i1s affected by either substantive
or procedural law. The police chief executive must administer his
agency as mandated by law and within the constraints it imposes.
Because of changes and growing complexities within the law, every
police agency has a continuing need for legal assistance.

The task force recognizes that it is the responsibility of

-local government to insure that every law enforcement agency receives

necessary legal assistance. The goal urges every law enforcement
agency to make maximum use of the offices of city or county attorney,
Commonwealth's attorney, and the state attorney general, to acquire
the legal assistance it needs. However, the realities of the past
decade frequently preclude law enforcement agencies from receiving
sufficient legal assistance. The proliferation of judicial decisions
affecting police procedural policles, the staggering increase in the
crime rate with its resultant increase in the caseloads of Common-
wealth's attorneys and, the mounting civil litigation the city or
county attorney ‘is confronted with, all tend to reduce drastically
the capacity of those officers to advise police agencies.

‘ Accordingly the task force urges every community to examine
whether existing personnel are in fact providing the legal assistance
the police require. If existing persomnel cannot provide the required
assistance, additional personnel should be hired., One method to
provide assistance is utilized in Norfolk where a designated assistant
city attorney functions primarily as an adviser to the police. The
goal emphasizes another alternative -- currently utilized by the
Alexendria Police Department -- the establishment of a police legal
unit., :

The task force wishes to emphasize that the function of a police
legal unit is to supplement the Commonwealth's attorney and city or
county attorney, and not to usurp the duties of either office. A
police legal unit should consult frequently with the prosecutor to
work out problems and complaints. Police legal advisers are in a
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unique position to represent their agencles and at the same tlme to
appreciate the practical and legal reasons for the prosecutor s
policies.

The task force does nct endorse any one particular method of
providing legal assistance to law enforcement agencies, but urges
each community to confront this question realistically and select the
best alternative. ’
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Goal 6.7
The Property System

Every police agency immediately should establish a system for
the secure and efficient storage, classification, retrieval and
disposition of items of evidentiary or other value that come into
the custody of the agency.

1. Every police agency should establish a filing
system that includes, but is not limited to:

a. A chronological record of each
occasion when property is
taken into police custody;

b. A separate itemized list of

all items of property that
are taken into custody;

163




3.

6.

7.

c. A record that indicates the continuity
of the property from its entry
~into the system to its final
disposition. This record should
‘include the name of each person
dccountable for each item of
' property at any given time,

: Every police agency should conduct regular property
inventories and property record audits to insure

the integrity of the system. Such measures
should be performed by personnel who are not
charged with the care and custody of the

property, and the results should be reported to

the police chief executive.

Every police agency should publish written
procedures governing the function of the
property system. All components of a multi-
component property system should be governed

by the same procedures. -

Every police agency that uses full-time
employees in dits property function should
assign civilian personnel to all elements
of the property system in order to release
sworn officers for assignment to those
police functions requiring them.

Every police agency should assign to the
property function only those employees who
are trained in the operation of the system.

Every policebagency should insure that
personnel assigned to the property function

"are not involved in authorizing the

booking, release or disposition of property.
Such authorization should be provided by

the booking officer, the investigating
officer or another designated sworn employee.

Every police agency should clearly designate
the employees responsible for around-the--
clock security of the property area and
restrict entry of all other personnel into
this area.

164



8.

10.

Every police agency should institute close security
and control measures to safeguard all money
that comes into agency custody.

Every police agency should institute procedures
to facilitate the removal of property from
the system as soon as possible.

a. All identifiable property should be
returned as soon as practicable
after the rightful owner is. located.
Prior to disposition, all such
property should be checked against
stolen property records and all
firearms should be compared with
gun records to make certain

that no "wants" or "holds" exist
for such items.

b. Personnel assigned to locate the
owners of identifiable property should
not be involved in the arrest
or prosectuion of the persons
accused of crimes involving that
property.

¢.  When property is no longer needed
for presentation in court, and
the owner cannot be determined, it
should be disposed of promptly in
accordance with guidelines or
regulations set up by the geverning
body and/or applicable state law.

Every police agehcy should insure that the property
room includes:

a.. A sufficient amount of space and
facilities for efficient storage of
property and records;

b. - Easy access by agency personnel and
by the public without lessening
security or subjecting property to
contamination;

¢c. A temporary storage area for
perishatle property; and
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d. An area that provides an extra
measure of security for the storage
of narcotics and firearus.

Commentary

, The task force feels that this goal provides useful guidance
to police chief executives on how to establish a system for storage,
classification, retrieval and disposition of property which comes
into the custody of the agency. ,

_ The task force realized that mary Virginia law enforcement
agencles are confronted with vague or non-existent statutes or

" regulations dealing with the disposal of property. Accordingly, the
appropriate governing body should formulate precise procedures that
the police are to follow in legally disposing of. property.
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Goal 7.1

Chapter 7
Recruitment,
Salary and Promotions

General Police
Recruiting

Every police agency should insure the availability of qualifiled
applicants to fill police officer vacancies by aggressively recruiting
applicants when qualified candidates are not readily available.

1. The police agency should administer its own
recruitment program.

a.

b.

The agency should assign to
specialized recruitment activities
employees who are thoroughly
familiar with the policies and
procedures of the agency and

with the ideals and practices of
professional law enforcement;

Agencies without the expertise to
recruit police applicants success-
fully should seek expertise from
the central personnel agency at

. the appropriate level of state

or local government, or form co~

167




operative personnel systems with
other pclice agencies that are

likely to benefit from such an
assoclation: -every policy agency,
however, should retain administrative
control of its recruitment
activities.

2. The police agency should direct recruitment exclusively
toward attracting the best qualified candidates.

3. Residency should be eliminated as a pre—employment
requirement.

4, The police agency should provide application and
testing procedures at decentralized locations in
order to facilitate the applicant's access to
the selection process.

a, The initial application form
should be a short, simple record
of the minimum information
necessary to initiate the selection
process. ‘ '

5. The police agency should allow for the completion
of minor routine requirements, such as obtaining
a valid driver's license, after the initial
application but before employment.

6. The police agency, through various incentives,
should involve all agency personnel in the
recruitment and selection process.

7.. The police agency should.consider seeking
professional assistance =- such as that
available in advertising, media and public
relations firms =~ to research and develop
increasingly effective recruitment methods.

8. The police agency should evaluate the
effectiveness of all recruitment methods
continually so that successful methods may
be emphasized and unsuccessful ones discarded.

Commentary

No law enforcement agency can be better than the officers who
compose the agency for, in a very real sense, the officers are the
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agency.

Carefully selected police personnel are the
foundation upon which successful police administration
is built. When z department fails to function
properly, the cause is found in its low entrance
standards or inferior or improper selection methods.
Because of the enormity of the task of policing a
community, it is necessary to emphasize the fact
that the best human material in the country is none
too good for the police force. (City Managers
Yearbook, 1931.)

A task as important as the selection of police personnel should
be approached positively; police agencies should seek to identify
and employ the best candidates available, rather than merely being
content with disqualifying the unfit., The task force feels that
law enforcement agencies should aggressively recruit qualified
applicants. Too frequently the people who possess the necessary
qualities for police work do not apply for jobs on their own. They
must be reecruited. The goal suggests the desirable components of
an "aggressive" recruiting policy. ‘
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Geal 7.2 | o
College Recruiting

Every police agency that seeks qualified applicents having
appropriate college backgrounds to f£ill police officer vacancies as
they occur should immediately implement a specialized recruitment
program to satisfy this need.
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1. This program could contain:

a. Placement officers and career counselors
in colleges and universities within
a 50-mile :adius of the police
facility.,

b. Faculty members and heads of depart-
ments that provide a curriculum speci-
fically designed to prepare students
for the police service.

.- 2. The police agency could implement a police student

worker program that provides part-time employment for
college students between the ages of 17 and 25 who
have 'shown a sincere interest in a law enforcement
career. Police student workers:

a. Should be full-time students
carrying a study load of at least
1Z units per semester and should
work for the police agency no more
than 20 hours per week; during school
vacations, full-time employment
may be appropriate.

b. Should meet the same physical, mental,
and character standards required of
police officers; appropriate and
reasonable exceptions may be made
for height and weight in relation
to age. :

¢. Should be assigned duties that prepare
them for their future responsibilities
as regular police officers; student
workers, however, should not have
the authority of a regular police
officer or be authorized to carry
firearms.

d. Should, after earning a baccalaureate
degree, continue in the cadet program
until a vacancy occurs on the
regular police force.

e. Should continue in the cadet program
for the pg;iod of time required to
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earn the baccalaureate degree, if
by age 25 they are one academic year
avay from earning the degree.

3. The police agency should compete actively with other
governmental and private sector employers in
recruitment efforts at nearby colleges and
universitiées. The opportunity for a police
officer to perform a valuable social
service, and the opportunity for a progressive
career, should be emphasized in college
recruiting.

Commentary

This goal does not address the issue cf whether law enforcement
agencies should recruit college graduates (see Goal 8.1). This goal is
addressed to those agencies that have already apssed the threshold
question and have decided that they will recruit college graduates.

The geal simply notes that recrulting college graduates will
probably require recruiting techniques pot normally utilized by
police. Private sector employers, and civilian and military
agencies of the government, customarily go to college campuses to
recrult graduates. To compete in this market, police agencies must
also be willing to travel to campuses and to establish liaison with
college placement offices. The recruiters must alsc be prepared to
do a certairn amount of "selling" of police work. Many college
students are unaware of the varied, interesting and challenging
assignments and career opportunities that exist within the police
service.

The goal also notes another recruiting technique -- the creation
of a police student worker program. Such a grogram would serve
the dual purpose of providing additional manpower to the agency, and
familiarizing the student with actual police work. The task force
notes that such programs must be carefully analyzed in terms of
cost effectiveness. Some of the cost of such a program can be viewed
as a recruiting expense, but the agency should insure that it
raceives a meaningful return, in terms of productive man hours, on
the money allocated to such a program.
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Goal 7.3
[ ) e . [ PK]
Minority Recruiting
Everj police agency immedlately should insure that it presents
no artificial or arbitrary barriers -- cultural or institutional --

to discourage qualified individuals from seeking employment or
from being enmployed as police officers.

1.

2.

3.

Every police agency should engage in positive
efforts to employ ethnic minority group members.
When a substantial ethnic minority population
resides within the jurisdiction, the police agency
should take affirmative action to achieve a ratio
of minority group employees in approximate
proportion to the makeup of the population.

Every police agency seeking to employ members of
an ethnic minority group should direct recruitment
efforts toward attracting large numbers of
minority applicants. In establishing

selection standards for recruitment, special
abilities such as the ability to speak a

foreign language, strength and agility, or

any other compensating factor should be

taken into consideration in addition to height
and weight requirements.

Every police agency seeking to employ qualified
ethnic minority members should research,
develop, and jmplement specialized

minority recruitment methods. These methods
should include:

a. Assignment‘of minority police
officers to the specialized
recruitment efforts;

b. Liaison with local minority
community leaders to emphasize
police sincerity and encourage
referral of minority applicants
to the police agency;

172



B e o e

¢. Recruitment advertising and other
material that depict minority
group police personnel performing
the police function;

d. Active cooperation of the minority
media as well as the general media
in mincority recruitment efforts;

e. Emphasis on the community service
aspect of police work; and

f. Regular personal contact with the
minority applicant from initial
application to final determination
of employability.

4. Every police chief executive should insure that
hiring, assignment and promotion policies
and practices do not discriminate against minority
group members.

5. Every police agency should evaluate continually
the effectiveness of specialized minority
recruitment methods so that successful
nethods are emphasized and unsuccessful ones
discarded.

Commentary

The moral objections to raciszl discrimination, the practical
disadvantages of discrimination and the legal prohibitions against
discrimination 2ll combine to make it obvious that police agencies
must recruit qualified candidates from ethnic minority groups.

Although the need to employ minorities as police officers may
be obvious, their employment in many instances has not been
appreciable despite the best intentions and diligent efforts of
many police administrators. The goal suggests that special
recruiting procedures and increased emphasis on recruiting
minorities will be necessary in order to attract a sufficient
number of qualified minority candidates.

The task force wishes to emphasize that the employment of
persons from all ethnic groups within the community should be a
recruitment goal, .not a personnel policy governing the hiring of
police personnel. Primary consideration should be given to
employing the best qualified candidates available, regardless of

" ethnic background. The ethnic makeup of a cormunity should be
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viewed as a guide for recruitment policies and procedures, not as

a basis for quota hiring. If recruitment procedures fail to attract
minority candidates from whom qualified applicants can be selected,
there may be a need for new recruitment techniques; however, selection
procedures should remain the same.
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Goal 7.4 .
The Selection Process

Every police agency immédiately should employ a formal process
for the selection of qualified police applicants. This process
should include a written test of mental ability or aptitude, an
oral interview, a physical examination, a psychological examinaticn
and an in-depth background investigationm. .

1. Every police agency should measure applicants'
mental ability through the use of job-related
ability or aptitude tests rather than gemeral
aptitude tests. These job-related ability
tests should meet the requirements of Federal
Equal Employment Opportunities Commission
Guidelines.

2. . Every police agency should conduct an in-depth
background investigation of every police
applicant before employment. The policies and
procedures governing these investigations
at least should insure that:
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a. To the extent practicable,
investigations are based upon
personal interviews with all
persons who have valuable know-
ledge of the applicant;

b. The polygraph examination 1f
used shall not be a substitute
for a field investigation;

c. The rejection of police
applicants is job related; and

d. Police applicants are not dis-
qualified on the basis of
arrest or conviction records alone,
without consideration of
circumstances and disposition.

3. Every police agency should insure that applicants are
prompily notified of the results of each
nmajor step in the selection process; and
that the selectlon process 1s cost effective.

4, Every police agency should direct, into other
temporary employment within the &gency,
qualified police applicants who because of

- a lack of vacancies cannot be employed
immediately in the position for which they
have applied.

Commentary

Of all the resources committed to the law enforcement process,
manpower is the costliest (over 80 per cent of the average police
budget is committed to salaries) and the most important. The need
for public trust, respect and confidence in the police and the
responsibilities entrusted to police officers preclude employment of
the dishonest, the immature, the lazy, the immoral or the unreliable.

The task force feels that every law enforcement agercy should
operate a selecticon process which embodies the considerations set
cut in the goal. The benefits of such a selection process will be
seen in a lower rate of personnel turnover, fewer discipline problems,
higher morale and better community relatioms.
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Goal 75 |
Employment of Women

Every police agency should immediately insure that there exists
no agency policy that discourages qualified women from seeking
employment as sworn or civiliarn personnel or prevents them from

realizing their full employment potential. Every poclice agency
should:

1. Inétitute selection procedures to facilitate
the employment of women;

2, . Insure that recruitment, selection, training,
- promotion and salary policies neither favor
nor discriminate against women; and

3. Immediately abolish all separate organizational
' entities composed solely of female police
officers.

gomment§?z

The role of women in the police service has been based
largely upon traditional and often outmoded ideas concerning
"masculine’' tasks and "feminine" tasks. Today a large per-
centage of the nation's female police officers serve exclusively '
in such "feminine" roles as juvenile justice officers, matronms,
gsex crime investigators and clerical personnel.

The task force feels that law enforcement agencies must keep

abreast of changing social attitudes (and»legal requirements) by
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reassessing the function of women in the police field. This is not
a call to blindly ignore the difference between males and females.
Rather the task force cautions the police agency to aveid

thinking in terms of "sexist clich@s" and objectively to enalyze
each specific task and determine if a woman can efficiently perform
that task.
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Goal 7.6
Police Salaries

Virginia and its local governments should establish and
wmaintain salaries that attract and retain qualified sworn personnel
capable of performing the increasingly complex and demanding
functions of police work. Virginia should set minimum entry-level
salaries for all state and local police officers and reimburse the
erploying agency for a portion of the guaranteed salary. Through
appropriate legislation, a salary review procedure should be
established tc insure to the extent possible annual adjustment of
police salaries to reflect the prevailing wages in the local economy.

1. Every local government should immediately
establish an entry-level sworn police personnel
salary that enables the agency to compete
successfully with other employers seeking
individuals of the same age, intelligence,
abilities, integrity and education. = The
entry-level salary should be at least equal
to any minimum entry-level salary set by
the state. In setting an entry-level salary

- which exceeds the state minimum, the following
should be considered: '
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3.

)

“a. The employment standards of
the agency;

b. 'The specific police functioms
performed by the agency;

c. The economy of the area
. served by the agency; and

d. The availability of qualified
applicants in the local labor
market.

Every local government should immediately estabiish
a wide salary range within its basic occupational
classificaticn, with the maxiwum salary sufficient
to retain qualified persomnel by providing

them with the opportunity for significant salary
advancement without promotion to supervisory or
management positions.

Every local government should immediately
establish a salary review procedure to insure
to the extent possible annual adjustment of
police salaries to reflect the prevailing wages
in the local economy and to meet the competition
from other employers. The criteria applied in
this annual salary review procedure should not
be limited to cost of living increases, average
earnings in other occupations or other

economic considerations which, applied in
isolation, can inhibit effective salary admin-

; istration.

. Every local government should immediately establish

a sufficient salary separation between job
classifications to provide promotional incentives
and to retain competent supervisors and

managers.

Every local government should immediately provide
its police agency's chief executive with a salary

~that 1s equivalent to that received by the chief

executives of other governmental agencies.

Every local government should immediately establish
within its salary structure a merit system
that, rewards demonstrated excellence in the

b
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rerformance of assigned duties.

7. Every local government should immediately establish
or maintain a police salary structure separate
and distinct from that of any other government
agency.

8, Virginia should immediately establish a minimum
entry-level salary for all state and local
sworn police personnel. The minimum salary
should be based on the qualifications required
for employment in the police service, and on
the recommendations of representatives of local
criminal justice elements., It should be
reviewed annually.

9. Virginia should reimburse every local police
agency which meets the minimum state selection,
training and salary reguirements for at least
40 per cent of the totsl funds expended by the
agency in payment of all state minimum salary
requirements at the entry level.

Commentary

While an adequate salary will not necessarily guarantee an
individual's job satisfaction, it will invariably serve to prevent
salary-related expressions of discontent. Such expressions of
discontent may range from inattention to "sick-ins" to outright
corruption. The goal seeks to avold salary dissatisfaction by
outlining the relevant considerations and the evaluation process

that every law enforcement agency should utilize in developing an
equitable salary structure.

The task force devoted considerable study to the question of
whether, and to what extent, the state should reimburse local
communities for law enforcement salary expenses. The prime factors
v considered by the task force were:

1. The provision of law enforcement services is the
responsibility of the local government,

{ and the cost of such service must be borne

by the local community.

, 2. Citizens of all areas of Virginia have

the right to a certain minimum standard

of law enforcement services. Economically
poor localities should not be forced

| i to accept a substandard level of police
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performance because of econowmic conditions.

3. Since the goal calls for state mandated
selection standards, and since the state
currently mandates certain training staadards

 for local law enforcement agencies (e.g.,
Va. Code § 9-109), the state should provide
the revenue to meet such standards (see Goal
8.4).

The task force drafted this goal to reflect what it feels is
a proper balancing of the above factors. The goal suggests that
the state reimburse the local community for a portion (at least
40 per cent) of the funds expended to comply with state minimum
salary requirements. It is felt that such a procedure will
continue to emphasize the local community's prime responsibility
for law enforcement services, but will also recognize that the
state has a responsibility to assist communities in meeting state
mandated standards.
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Goal 7.7
Position
Classification Plan

Virginia and its local governments should establish immedi-
ately a broad police classification plan based upon the principle
of merit. The plan should include few position classifications
but multiple pay grade levels within each classification te

enable the agency's chief executive to exercise flexibility in
the assignment of personnel. The plan should also provide,
within the basic position classification, sufficient career
incentives and opportunities to retain qualified generalists and
specialists in nonmanagement positions.

LS
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Every police agency with more than three levels of
classification below the chief executive should
consider the adoption of three broad occupational
classifications for sworn personnel, to permit
mobility within each classification and salary
advancement without promotion. The three funda-
mental classifications should include:

a. A patrolman-investigator classi~
fication for the generalist and,
specialist as the basic rank level;

b. A supervisor-manager classificatdion
for supervisory and midmanagement
personnel; and

¢. A command-staff classification for
police executives and administrators.

Every agency's classification plan should include,
within each position classification, several pay
grade levels, each of which requires a certain degree
of experience, skill and ability, or which entails
the performance of a specialized function. The

plan should provide compensation commensurate with
the duties and responsibilities of the job performed,
and should permit flexibility in the assignment of
personnel.

Every police agency should provide career paths
that allow sworn personnel to progress not only as
managers but as generalists and specialists as
well. Nonmanagerial career paths should provide
the incentive necessary to encourage personnel with
proven professional and technical expertise to
remain within the functions they choose, while
continuing to provide efficient and effective
delivery of police service.

a. Nonmanagerial career paths should
incorporate progressive career steps
for the generalist and specialist;
these steps should be predicated
on the completion of appropriate
levels of education and training,
and the achievement of experience
and expertise within a professional-
technical area. Progression to the
end of a nonmanagerial career path
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should bting a salary greater than
that for the first level of supervision.

b. Managerial career paths should
- also incorporate progressive
career steps, predicated on the
completion of appropriate levels
of education and training and
- the achievement of management skills
necessary to function satisfactorily
at the next level of management.

4., Every police agency should insure that the merit
principle dominates promotions and assignments.
Any existing civil service procedure should apply
only to retention in, or promotion to, broad
position ciassifications. Movement between pay
grade levels within such position classifications
should remain free from restrictive civil service
procedures, but subject to internal controls,
to insure placement and corresponding pay on the
basis of merit.

a. Every classification plan that
encourages the practices of a
"spoils system," or in which the
advancement of personnel is not
governed by the merit principle,
should be corrected or abolished.

b.* Every dgency should insure that
no civil service system jmposes any
restriction on the agency's classifi-
cation plan that would unnecessarily
inhibit flexibility in the essignment
of personnel or encourage mediocrity in
job performance.

.-

E Commen:arx

The ultimate purpose of a position classification plan is to
identify the characteristics of positions, consolidate the positions
according to a logical plan, and establish qualifications and
equitable salary scales for each group. This goal provides a broad
outline of a comprehensive position classification plan,

The task force feels that the main thrust of this goal 1s to

recommend that every law enforcement agency create multiple pay
grade levels which are not tied to rank. The task force feels that
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ranks should be an indicator of supervisory powers, whereas pay
grades should be a reflection of the level of performance in both
supervisory and non-supervisory positionms.
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Goal 7.8

Personnel Development
for Promotion
and Advancement

Every police agency should adopt a policy of promoting to
higher ranks and advancing to higher pay grades only those personnel
who successfully demonstrate their ability to assume the
responsibilities and perform the duties of the position to which
they will be promoted or advanced. Personnel who have the
potential to assume increased responsibility should be identified
3 and placed in a program that will lead to full development of that
potential.

1. Every police agency should screen all personnel
in order to identify their individual potential
and to guide them toward achieving their full

] potential. Every employee should be developed

! to his full potential as an effective patrol

officer, a competent detective, a supervisor

or manager, or as a speclalist capable of

b handling any of the other tasks within a police

agency. This screening should consist of one

or more of the following:

a. Management assessment of past
job performance and demonstrated
initiative in the pursuit of

| : self-development;
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b.  Oral interviews; and
¢. Job-related mental ability tests.

2. Every police agency should offer comprehensiﬁe
‘ " and individualized programs of education,

training and experience designed to develop
the potential of every employee who wishes to
-participate. These individualized develop=-
ment programs should be based on the potential
identified through the screening process and the
specific development needs of the employee.
These dndividualized programs should consist
of one or wore of the following.

a. College seminars and courses;
b. Directed reading;

¢.  In-house and out-of-house
training classes;

d. Job rotation;
e. Internship; and .

f. The occasional opportunity to
perform the duties of the position
for which an individual is being

- developed.

3. Personnel who choose to pursue a course of
self development rather than participate in the
_agency-sponsored’development program should
 be allowed to compete for promotion and advance-
/. metit, :

Coum entarx

Police agencies should insure that perscnnel are .in fact
capable of performing at a higher level of responsibility prior
to any advancemérnt or promotion. This is not accomplished by
measuring an individual's knowledge against what 1s assumed to be
the requisite level cf .lknowledge for the advanced postion. It is
accomplished by the precise identification, through job analyses,
of the knowledge and skills the position demands and the methodo-
logical development of personnel to insure their qualifications

. prisor to advancement or promoticn. The goal lists a number of
- gpecific programs for effective persommel development.
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Administration of Promotion
and Advancement

Every police chief executive, by assuming administrative
control of the promotion and advancement system, should insure
that only the best qualified personnel are promoted or advanced to
positions of greater authority and responsibility in higher pay
grades and ranks. Agencies that have not developed competent
personnel to assume positions of higher authority should seek
qualified personnel from outside the agency rather than promote
or advance personnel who are not ready to assume positions of
greater responsibility.

1. The police chief executive should oversee all
phases of his agency's promotion and advance-
ment system including the testing of persomnel
and the appointing of personnel to positions
of greater responsibility. The police chief
executive should make use of the services of a
central personnel agency when that personnel
agency is competent to develop and administer
tests and is responsive to the needs of the
police agency. ,

2. Vhile recognizing that promotion from withid
the ranks is desirable, the police chief
executive should consider recruiting personnel
for lateral entry at any level from outside
the agency when it is necessary tc do so in
order to obtain the services of an individual
who is qualified for a position or assignmﬁnt.
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‘Commentary

This goal emphasizes the right and responsibility of the
police chief executive to cversee all phases of his agency's pro-
.motion and advancement system. The police chief executive must
- guard against the danger that a central personnel or civil service
agency will usurp much of this authority. The task force feels
that the proper role of 2 central personnel agency or civil service
body .is to provide technical expertise in the management of
personnel resources and to insure the preservation of the merit
system. Put, since the ultimate responsibility. for police effect-
iveness rests with the police chief executive, he must also have
the ultimate authority to staff and manage his agency.

The goal also suggests that police chief sxecutives keep an
open mind regarding lateral entry. Traditionally Virgimia law
enforcement agencies have promoted from within. While many police
chiefs come from outside of the ranks, lateral entry to other
senior positions in Virginia agencies is the exception. The
task force feels that the staffing of senior positions within a
police agency i1s best accomplished through the planned development
of personnel to £ill vacancies as they cccur. When qualified
persoanel are available within the agency, they should be preferred.
to personnel outside the agency. Any other policy would have a
devastating effect on morale. However, if qualified personnel are
not available within the agency, lateral entry is a reasonable method
of placing competent penple in command positions. Lateral entry
must be preferred to the promotion of unqualified individuals
from within the agency.

~ Refererices

1. National Advisory Commission Report on Police, Standard
17.4, pp. 437-439.

2, Eastman, G., and E. Eastman, Municipal Police
Administration, Washington, D.C.: International City Management
Association, 1971, pp. 171-180.

3. Stahl, 0., and R. Staufenberger, eds., Police Personnel
Administration, Washington, D.C.: Police Foundation, 1974, pp. 67
and 123, .
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Goal 7.10
Personnel Records

Every police agency immediately should establish a central
personnel information system to facilitate management decisionmaking
in assignment, promotion, advancement and the identification and
selection of individuals for participation in personnel develop-
ment programs.

1. The persomnel information system should contain
at least the following personnel information:

a. Personal history;

b. Education and training
history;

¢. Persomnel performance evaluation
history;

dé. Law enforcement experience;

e. Assignment, promotion
and advancement history;

f. Commendation records;

g. Sustained personnel complaint
history;

h. Medical kistory;
i, Occupational skills profile;
J. Results of special tests; and:
k. Photographs
2. The personnel information system should be protected
against unauthorized access; however, employees
should have access to agency records concerning

them, with the exception of background investi-
gation data.
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3. The system should be updated at least semi~

annually and, ideally, whenever a significant
change in informatiocan. occurs; and

4. The system should be assigned to facilitate
statistical analysis of personnel resources
and the identification of individuals with
special skills, knowledge or experience.

Commentary

The task force feels that this goal is self-explanatory.
There is an obvious need for comprehensive records to form the
basis for effective personnel management.

Reference

National Advisory Commission Report on Police, Standard . 17.5,
PP. 440-441.

Goal 7.11 |
Personnel Evaluation
for Promotion

and Advancement

Every police agency shculd immediately begin a periodic
evaluation of all personnel in terms of their potential to
fi1l positions of greater responsibility. The selection of
personnel for promotion and advancement should be based on criteria
that relate specifically to the responsibilities and duties of the
higher position.

1. Every agency'periodically should evaluate the
potential of every employee to perform at the
next higher level of responsibility.

a. This evaluation should form a
part of the regular performance
evaluation that should be completed
at least semiannually.

b. Specific data conceruning every
employee's job performance, training,
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education and experience should support
the periodic evaluation for promotion
and advancement.

2. Every police agency should use job analyses in the
development of job related tests and other criteria
for the selection of personnel for promotion and
advancement. Selection devices should consist of
one or more of the following:

a. Management asgessment of past
job performance, performance in
the individualized development
program and demonstrated
initiative in the pursuit of
self development;

b. Oral interviews; and
c. Job related mental aptitude tests.

3. Every police agency should disallow the arbitrary
awarding of bonus points for experience and achieve-
ment not related to the duties of the position
for which the individual is being considered.
Arbitrary awards include:

a. Bonus points for seniority;

b. Bonus points for military service;
and
c. Bonus points for heroism.

4, No agency should use any psychological test as a
screening device or evaluation tool in the
promotion and advancement process until scientific
research confirms a reliable relationship
between personality and actual performance.

5. Every agency should require that personnel
demonstrate the ability to assume greater
responsibility prior to promotion or advance-
ment and should continue to observe employee
performance closely during a probationary period
of at least one year from the date of promotion
or advancement.
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Commentary

The task force recogniZes that there are state and federal

"regulations and guidelines which govern personnel evaluations.
" However, the task force believes that the basic thrust of this

goal can be met within most guidelines.

The task force wighes to call special attention to paragraph
three relating to "bonus points.”" It is proposed to discourage
the arbitrary, i.e. automatic, awarding of a fixed number of
bonus points for experierice and achievement not related t¢ the
duties of the position for which the individual is being considered.
This does not mean that factors such as military service, seniority
and heroism are factors which cannot be considered. Every agency
should evaluate the individual's specific achievements and
experience and determine in each case how much, if any, weight
should be given to these factors.

References

1. National Advisory Commission Report on Police, Standard
17.3, pp. 433-435. .

2. -Stahl, 0., and R. Staufenberger, eds., Police Persomnnel
Administration, Washington, D.C.: Police Foundation, 1974, pp.
203-226.
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Chapter 8
Education and
Training

‘Goal 8.1

Educational Standards

for the Selection
of Police Officers

Virginia should employ a full-~time recruiter to direct efforts
designed to attract college graduates to a career in law enforce-
ment.

By 1980, every police agency in Virginia should strive to
employ only those individuals who have completed one year of
college education in an area related to law enforcement.

By 1982, every police agency in Virginia should strive to
employ only those individuals who have completed two years of
college education in an area related to law enforcement.

Commentary

More than half of the nation's young seople now go to college.
In terms of an educational norm, today's undergraduate degree is
equivalent in prestige to a high school diploma at the turn
of the century. Yet most police agencies have failed to take
notice. For many agencies the minimum educational level is still
the same as it was 40 years ago -- a high school education.
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The task force believes that there is a real need for police
‘officers who are intelligent, articulate, mature and knowledgeable.
Upgrading the educational level of police officers is one of the
most important chdllenges facing the service today.

The task force recognizes that to some extent the call for
¢ollege education rests on a general belief in the value of
education, rather than on any hard facts. At present, there is
no empirical evidence that higher educational requirements will
necessarily lead to a reduction in the crime rate. However, the
task force believes that a person who participates in the
college experiences:

+ « o has had broader experience with people
and new situations; his adaptability has been
tested; he has had the opportunity to meet
students of many different nationalities,
cultural backgrounds, and racial character-
istics and, consequently, should have lost
much of any previous bias or prejudice he
may have had . . . Such men will contribute

a great deal to the professionalization of
police service.

The task force recognizes that there are exceptional cases
where an otherwise highly qualified individual may not possess
the desired college education. In such situations the law
enforcement agency should be free to employ such an individual.
Accordingly the task force feels that the educational require-
ments of the goal should not be rigidly mandated by statute or
administrative regulation. The educational standards of this
goal are truly a goal that should be strived for by every law
enforcement agency. But the agency should retain the flexibility
to deviate from the goal in truly exceptional circumstances.

References

1. National Advisory Commission Report on Police, Standard
15.1, pp. 369-371.

2.  American Bar Association, Standards Relating to the
Urban Police Function, Standard.5.2, New York, 1973.

.3, Berkley, G., The Democratic Policeman, Boston: - Beacon
Press, 1969.

4. -Clift, R., A Guide to Modern Police Thinking, Cincinnati:
W. H. Anderson Co., 1970, Chapter 32.

5. Public Assistance Corporation, Law Enforcement, A
Comparative Analysis of Virginia Practices and Procedures,
- Richmond: Commonwealth of Virginia, Division of Justice and Crime
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Prevention, 1974, pp. 327-330.

6. Saunders, C., Upgrading the American Police, Washington,
D.C.: The Brookings Institution, 1970.

7. Wilson, J., Varieties of Police Behavior, New York:
Atheneum, 1975. '

8. Wilson, 0., Police Administration, New York: McGraw-Hill,
1963, p. 139.

Goal 8.2

Educational Incentives
for Police Officers

Every police agency should immediately adopt a formal program
of educational incentives to encourage police officers to achieve
a college-level education. Colleges and universities, particularly
those providing educational programs expressly for police

personnel, should schedule classes at a time when police officers
can attend.

1. When it does not interfere with the efficient
administration of police personnel, duty
and shift assignments should be made to accom-
modate attendance at local colleges; any shift
or duty rotation system should also be
designed to facilitate college attendance.

2. Financial assistance to defray the expense of
books, materials, tuition and other reasonable
expenses should be provided to a police
officer when:

a. He is enrolled in courses or
pursuing a degree that will
increase, directly or indirectly,
his value to the police service;
and

b. His job performance is satisfactory.
3. Incentive pay should be provided for the attain-
ment of specified levels of academic achieve-

ment. This pay should be in addition to any
other salary incentive.
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4, Colleges and universities, particularly those
providing educational programs expressly
for police personnel, should schedule classes
at hours and locations that will facilitate
the attendance 'of police officers.

a. Classes should be scheduled for
presentation during the daytime
and evening hours within the
same academic period, semester
or quarter.

b. When appropriate, colleges and
universities should present classes
at locations other than the main
campus so police officers can

,attend more conveniently.

~ Commentary

The task force feels that it is incumbent upon police agencies
in the Commonwealth to offer incentives to those officers that
desire to attend college. These incentives might range from
scheduling an officer's work shift to accommodate attendance at
college. to the payment of salary bonuses for specified levels of
academic achievement.

Other incentives could include financial assistance for the
officer student in meeting his educational expenses, higher
starting pay for police recruits with more than a high school
degree, and bonus points on promotional examinations for varying
levels of academic achievement.

The task force realizes that a large number of officers from
an agency attending school c¢an place a hardship on agency

~adm,,inistrators. However, it is possible to accommodate even

large-scale college attendance without a shortage of manpower by
proper scheduling of watch rotations. . If shift rotations coincide

- with the academic cycle of semesters or quarters, officers may

well be assured of completing every semester of study that they
initiate.

Although it is not within the purview of the task force to

‘suggest policy to educational institutions, it is felt that

institutions of higher learning could facilitate college attend-

ance by police officers if classes were offered at both evening and
day sessions. Virginia Commonwealth University, Northern Virginia
Community College and numerous other community colleges offer both

1N
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day and night courses.

References

1. National Advisory Commission Report on Police, Standard
15.2, pp. 372-375.

2. Berkley, G., The Democratic Policemen, Boston: Beacon
Press, 1969.

3. President's Commission on Law Enforcement and Administra-
tion of Justice, The Challenge of Crime in a Free Society,
Washington, D.C.: U.S. Government Printing Office, 1967,

p. 113.

4, Public Assistance Corporation, Law Enforcement, A
Comparative Analysis of Virginia Practices and Procedures,
Richmond: Commonwealth of Virginia, Division of Justice and
Crime Prevention, 1974, pp. 330-334.

5. Saunders,; C., Upgrading the American Police, Washington,
D.C.: The Brookingsz Institution, 1970.

Goal 8.3
College Credit
for the Completion of
Police Training Programs
Every police agency should pursue the affiliation of police

training programs with academic institutions to upgrade its level
of training and to provide incentive for further education.

1. All police training courses for college
credit should be academically equivalent
to courses that are part of the regular
college curriculum.

2, Every member of the faculty who teaches any
course for credit in the police training
curriculum should be specifically qualified to
teach that course.

a. The instructor in a police
training course, for which an
affiliated college is granting
credit, should be academically
qualified to teach that course.
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b. Police personnel not academically
qualified to teach a course,
in the regular college curriculum
o may, if otherwise qualified, serve
as teaching assistants under the
supervision of an academically
qualified instructor.

Commentary

- Affiliation of police academics with colleges often upgrades
~the level of training given to police officers and encourages
police personnel to continue the pursuit of a college education.

A large number of police agencies throughout the Commonwealth
and the nation have sought to upgrade their basic training programs
by incorporating college level courses, for credit, within their
training programs. Police officers who graduate from these
training .programs may earn from 6 to 24 hours of credit at various
colleges in Virginia. The Virginia Department of State Police,
the Northern Virginia Police Academy, the Norfolk Police Academy
and many other police organizations have affiliated themselves
with local community colleges so their officers can earn college
credits. In addition, the Virginia Consolidated Laboratory offers
a course in forensic sciences that allows credits at Virginia
Commonwealth University to officers who graduate from the course.

References

1., National Advisory Commission Report on Police, Standard
15.3, pp. 376-377.

2. Pace, D., et al., Law Enforcement Training and the
~Community College “Alternatives for Affiliation, Washington,
D.C.: . American Association of Junior Colleges, 1970.

; 3. President's Commission on Law Enforcement and Administra-
tion of Justice, The Challenge of Crime in a Free Society,
Washington, D.C.: U.S. Government Printing Office, 1967.

4. Public Assistance Corporation, Law Enforcement, A Com-
-parative Analysis of Virginia Practices and Procedures, Richmond:
Commonwealth of Virginia, D1v151on of Justice and Crime Preventlon,
1974, pp. 334-336.

5. U.S. Department of Justice, Police Educational Character-
istics and Curricula, Washington, D.C.: National Institute of
Law Enforcement and Criminal Justice, 1975.
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Goal 8.4

State Legislation
and Fiscal Assistance
for Police Training

Virginia should enact legislation establishing mandatory
minimum basic training for police, a representative body to develop
and administer training standards and programs for police, and
financial support for mandated training for police on a continuing
basis to provide the public with a common quality of protection
and service from police employees throughout the state. Virginia
should certify all sworn police employees.

1. Virginia should enact legislation that mandates
minimum basic training for every sworn police
employee prior to the exercise of authority
of his position.

2. Virginia should enact legislation establishing
a state commission to develop and administer
state standards for the training of police
personnel. The majority of this commission
should be composed of representatives of local
law enforcement agencies. Other members should
be from the criminal justice system, local
government, and criminal justice education and
training centers. The state should provide
sufficient funds to enable this commission to
meet periodically and to employ a fulltime staff
large enough to carry out the basic duties of the
comuission. In addition to any other duties
deemed necessary, this commission should:

a. Develop minimum curriculum require-
ments for mandated training
for police;

b. Certify police training centers
and institutions that provide
training that meets the require-
ments of the state's police
training standards;

c. Establish minimum police instructor
qualifications and certify individuals




to act as police instructors;

d. Inspect and evaluate all

' police training programs to
insure compliance with the
state's police training
standards;

e.  Provide a consulting service for
police training and education
centers; and

f. Administer the financial
support for police training
and education.

3. Virginia should reimburse every police agency 100
per cent of the salary or provide appropriate
state financed incentives for every police
employee's satisfactory completion of any state
mandated and approved police training program.

4, Virginia, through the police training body,
should certify as qualified to exercise police
authority every sworn police employee who
satisfactorily completes’ the state basic pelice.
training and meets other entrance requirements.

5. Virginia should establish strategically
located criminal justice training centers,
including police training academies, to
provide training that satisfies state mandated
training standards for all police agencies
that are unable to provide it themselves
or in cooperation with other agencies.

Commentary

The task force concluded that Virginia is presently moving
toward this gecal through the work of the Criminal Justice Services
Commission which has coordinated efforts to imnsure that adequate
training is available to every law enforcement officer in the
Commonwealth.

The task force feels that this goal sets the appropriate
course for the future of the commission and the task force en-
courages the state to reimburse local law enforcement agencies for
the salaries of those officers who participate in the training
courses.
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Goal 8.5
Program Development

Every police training academy and criminal justice training
center should immediately develop effective training programs,
the length, content and presentation of which will vary according
to specific subject matter, participating police employees, and
agency and community needs.

1, Every police training academy should insure
that the duration and content of its training
programs cover the subject every police employee
needs to learn to perform acceptably the tasks
he will be assigned.

2. Every police training academy should define
specific courses according to the pexformance
objective of the course and should specify
what the trainee must do to demonstrate
achievement of the performance objective,

3. Every police training academy serving more
than one police agency should enable the police
chief executives of participating agencies
to choose for their personnel elective
subjects in addition to the minimum
mandated training.
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4, Every police training academy should insure that
its training programs satisfy state standards for
police training as well as meet the needs.of parti-
cipating police agencies and that its training is
timely and effective. These measures should at
Ihast include:

a. Regular review and evaluation of
all training programs by an advisory
body composed of police practitioners
from participating agencies;

-bs Periodic field observation of the
operations of participating police
agencies by the training staff; and

c. Continual critique of training
programs through feedback from police
employees who have completed the
training programs and have subsequently
utilized that training in field
operations and from their field
supervisors.,

Commentary

The Criminal Justice Services Commission is responsible for
developing police training courses in the Commonwealth, and this
goal is recommended for their consideration when formulating
basic programs.

The task force would call special attention to paragraph
four of the goal which provides for local input on the evaluation
of training programs. Recent graduates of police academies are
sometimes shocked by the realities they encounter "on the street.
They may find that the training they received in the classroom
has little relationship to what happens in the field. The task
force feels that an advisory body of police practitioners is an
effective guard against the possibility that training will become
overly theoretical in nature.

1"
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Goal 8.6 |
o [ ]
Preparatory Training
Every police agency should provide preliminary training for
every police employee prior to his first assignment within the
agency and should insure that the employee serves a minimum of
30 days prior to entering formal basic recruit training.

1. Virginia should require that every sworn police
employee satisfactorily complete a minimum
of 400 hours of basic police training. In
addition to traditional basic police subjects,
this training should include:

a. Instruction in law, psychology and
sociolegy specifically related
to interpersonal communication,
the police role and the commurity
the police employee will serve;

b. Assigned activities away from
the training academy to enable
the employee to gain specific
insight into the community, the
criminal justice system and
local government;

¢. Remedial training for individuals
who are deficient in their
training performance but who, in
the opinion of the training staff
and employing agency, demonstrate
potential for satisfactory
performance; and
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d. Additional training by the employing
-ageney in its policies and procedures,
if basic police training is not
administered by that agency.

2. During the first year of employment with a police

- agency, and in addition to the minimum basic police
training, every police agency should provide ‘
full-time sworn police employees with additional
formal training, coached field training, and
supervised field experience through methods that
include at least:

i a. A minimum of 4 months of field
s training with a sworn police
. employee who has been certified
{ ~ as a training coach;

'b. Rotation in field assignments
to expose the employee to varying
operational and community experiances;

¢. Documentation of employee performance
! in specific field experiences
to assist in evaluating the employee
and to provide feedback on training
program effectiveness;

d. Self-paced training material, such as
. - correspondence courses, to assist the
: ' employee in acquiring additional
job knowledge and in preparing for
subSequent formal training;

e. Periodic meetings between the coach,
the employee and the training
academy staff to identify additional
training needs and to provide feed-
back on training program effectiveness;
and

f. A minimum of two weeks' additional
training at the training academy should
be required sometime during the first
year's employment in field duties,

3. Every pclice agency should provide every unsworn
police employee with sufficient training to
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enable him to perform satisfactorily his specific
assignment and to provide him with a general
knowledge of the police role and the organization
of the police agency.

Commentary

The exact amount of training needed to develop a new recruit
into a police officer is not known. Recommended basic police
training program lengths are value judgements based on tradition,
necessity, common sense and what little analytical information is
available.

Several national commissions, including the National Advisory
Commission, feel that a winimum of 400 hours of classroom
instruction is needpd for the employee entering police work.
Although the Criminzl Justice Services Commission requires a
ninimum of 164 clagseoom hours in the basic training curriculum, it
is estimated that the aversge police officer in Virginia receives
close to 400 hours of basic training. The task force feels that
it is appropriate at this time to formalize general practice by

requiring a minimum of 400 hours of training for all law enforcement
officers.

The task force also endorses the concept that each recruit
spend a minimum of 30 days in the field with a senior officer prior
to entering the police training academy. It was the opinion of
the membership that this 30-day period would help the recruit in
relating his field experience to the classroom lectures that he
receives in the academy. Another advantage of this 30-day period
is that the recruit is exposed to police work and, if disenchanted,
is able to leave the police profession before the agency incurs
the expense of formal training.

The task force also endorses a two week 'refresher" course
to be completed within the first year of employment with an agency.
Since this additional formal training builds on previous instruction
and field experience, these two week courses can be extremely
productive,
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Goal 8.7
Interpersonal |
) ’ ® » 0 [ .
Communications Training

Every police agency should immediately develop and improve the
interpersonal communications skills of all officers. These skills
are essential to the productive exchange of information and opinion
between the police, other elements of the criminal justice system

and the public; their use helps: officers to perform their task
~more effectively. .

1. Where appropriate, an outside consultant should
be used to advise on program methodology, to
develop material, to train sworn officers as
instructors and discussion leaders, and to
participate to the greatest extent possible
in both the presentation of the program and
its evaluation.

. 2. Every recruit training program should include
instruction in interpersonal communications,
and should make appropriate use of programmed
instruction as a supplement to other training.

3. Every police agency should develcp programs
such as workshops and seminars that bring
officers, personnel from other elements of the
criminal justice system and the public
together to discuss the role of the police
and participants' attitudes toward that role.

Commentary

Because police officers deal with people and their problems
under circumstances of stress and tension, it is imperative that

%
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the pollceman in today s soc1ety understand human nature and the
dynamics of communication.

Police cfficers are regularly confronted by violent crime
and its victims. They witness the hardships and suffering that
accompany crime and disaster and often see humanity at its
worst., In the midst of emotional turmoil a police officer must
control his own emotions and remain objective. This is not easy
to accomplish without training and experience. Many police
agencies across the nation have incorporated interpersonal
communications trainirig in their training coursegs. Others have
utilized colleges and universities for this type of training for
their officers. The task force recognizes the importance of
interpersonal communications training and recommends that police
agencies throughout the Commonwealth require this type of
training in their basic courses or advanced training courses.
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Goal 8.8
In-Service Training

Every police agency should provide for annual and routine

training to maintain effective performance throughout every
sworn employee's career.

1. Every police agency should provide 40 hours
of formal in-service training every two
years to sworn police employees. This
training should be designed to maintain,
update and improve necessary knowledge and T
skills., Where praecticable and beneficial,
employees should receive training with
persons employed in other parts of the
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criminal justice system; local government -
and private business when there is a common
interest and need.

2. Every police agency should recognize that
formal training cannot satisfy all training
needs and should provide for decentralized
"day=-to~day" training. '

. 3. Every police agency should insure that the
information presented during biennial and
routine training is included, 'in part, in
‘promotion examinations and that satisfactory
completion of training programs 1is recorded
in the police employee's personnel folder

in order to encourage active participation
in these training programs.

Commentary

In-service training requires a commitment by the police chief
executive to maintain employee effectiveness by providing training
to update and improve job knowledge and skills. Such training
should take mote of the needs of the agency, as well as the
individual employee's needs in terms of career development.

The task force feels that the current practice of providing
40 hours of in-service training every two years is adequate for
police officers in Virginia. To require more than this amount’
~could very well work a financial hardship on some departments.
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Goal 8.9
Instruction
Quality Control

Every police training academy and criminal justice training
center should develop immediately quality control measures to
insure that training performance objectives are met. Every train-
ing program should insure that the instructors, presentation
methods and training material are the best available.

1. Every police training academy should present
all training programs with the greatest emphasis
on student-oriented instruction methods to
increase trainee receptivity and participation.

2. Every police training academy and every police
agency should insure that all its instructors
are certified by the state by requiring:

a. Certification for specific training
subjects based on work experience
and educational and professional
credentials;

b. Satisfactory completion of a
state-certified minimum 80-hour
instructor training program; and

c: Periodic renewal of certification
based in part on the evaluation
of the police training academy
and the police agency.

3. Every police training academy should distribute
instructional assignments efficiently and
continually update all training materials.
These measures should include:

a. Periodic monitoring of the
presentations of every police
training instructor to assist
him in evaluating the effective-
ness of his methods and the
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value of his materials;’

b. Rotation of police training
- Instructors through operational
" assignments or periodic
assignment to field observation
tours of duty;

¢c. Use of outside instructors whenever
their expertise and presentation
methods would be beneficial
to the training objective;

d. Continual assessmeﬁt of the
workload of every police training
instructor; and

e.. Administrative flexibility to insure
efficient use of the training
academy staff during periods of
fluctuation in trainee enrollment.

4,  Every police agency and police training academy
should review allktraining materials at least
annually to determine their current value and
to alter or replace them where necessary.

Commentary

The goal is largely self-explanatory and simply urges a
commitment to providing the best instruction available. This
requires an examination of the quality of instructors and the
method of instruction.

The task force feels that the goal's emphasis on "student-
oriented instruction methods" is significant. Research by the
Federal Bureau. of Investigation reveals that participating
students learn more effectively than nonparticipating students.
Many police agencies are providing participatory experience

- through role playing and situation simulation techniques. While

not all inclusive the task force feels the following methods of
student-crlented 1nstruction should be utilized whenever

k possible:

1. Active student involvement in training through
instruction techniques such as role playing,
situation simulation, group discussions,
reading and research projects, and utilization
of individual trainee response systems;
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passive student training such as the
lecture presentation should be minimized;

2, Where appropriate, team teaching by a
police training instructor and a ;
sworn police employee assigned to field
duty;

3. The use of audiovisual aids to add realism
and impact to training presentations;

4. Preconditioning materials, such as correspondence
courses and assigned readings, made available
prior to formal training sessions;

5. Self-paced, individualized instruction methods
for appropriate subject matter; and

6. Where appropriate, computer assistance
in the delivery of instructional material.
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o o Chapter9 |
~ Employee = ‘
| | ~ Relations  and Discipline .

Goal 9.1 | ;
The Police Executive ‘
and Employee Relations

Every police chief executive should immediately acknowledge
his responsibility to maintain effective employee relations and
~ should develop policies and procedures to fulfill this
 responsibility.

1. Every police chief executive should actively
participate in seeking reasonable personnel
benefits for all police employees.

2. Every police chief executive should provide
an internal two-way communication network
to facilitate the effective exchange of
; information within the agency and to provide
. himself with an information feedback device.

3. Every police chief executive should develop
methods to obtain advisory information from
police employees--who have daily contact with
operational problems-~to assist him in reaching
decisions on personal and operational matters.
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4. Every police chief executive should provide
a grievance procedure for all police
employees.

5. Every police chief executive should have
employee relations specialists available
to provide assistance in:

a. Developing employee relations
programs and procedures; and

b. Providing general or specific
training in management~employee
relations;

6. Recognizing that police employees have a right,
subject to certain limitations, to engage in
political and other activities protected by
the first amendment, every police agency should
promulgate written policy that acknowledges
this right and specifies proper and improper
employee conduct in these activities.

7. Every police chief executive should acknowledge
the right of police employees to join or not
join employee organizations that represent their
employment interests.

Commentary

This goal simply states some rather basic principles of
employer-employee relations that should be considered by all
police chief executives. The goal cells for the effective
exchange of information within the agency. The police chief
executive should know what his employees want and how they
feel, and he should act on this information.

It may well be that certain issues are beyond the chief
executive's authority if they are controlled by statute or civil
service regulations. In such-cases the police chief executive
can inform the employees of the relevant statute or regulations,
and the employees may then address their comments to the
appropriate authorities. This two-way exchange of informatiom
between employer and employee can minimize rumors and help
dispel the impression that 'mo bne is listening" to the employee.
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Goal 9.2
Foundation
for Internal Discipline

Every police agency immediately should formalize policies,
procedures and rules in written form for the administration of
internal discipline. The internal discipline system should be
based on essential fairness, but not bound by formal procedures
..or proceedings such as are used in criminal trials.

1. Every police agency immediately should establish
formal written procedures for the administration
of internal discipline and an appropriate
summary of those procedures should be made
public.

2. The chief executive of every police agency
should have ultimate responsibility for the
administration of internal discipline.

3. Every employee at the time of employment should
be given written rules for conduct and
appearance. They should be stated in brief,
understandable language.

In addition to nther rules that may be drafted
with assistance from employee participants,
one prohibiting a geneval classification of
misconduct, traditionally known as "conduct
unbecoming an officer," should be included.
This rule should prohibit conduct that may
tend to reflect unfavorably upon the
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employee or the agency.

Commentary

The goal of internal discipline is internal order and indivi-
dual employee accountability. As in law, the administration of
internal discipline must be based on a solid, formal, written
foundation. It must provide sanctions for proven misconduct and
protection from false accusations. The discovery of truth is of
paramount importance in these proceedings; the administration of
internal discipline should instill confidence in all parties
involved.

The task force feels that this goal provides highly desirable
criteria for establishing an equitable foundation for the conduct
of an effective disciplinary process.
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Goal 9.3
Complaint
Reception Procedures

Every police agency immediately should implement procedures
to facilitate the making of a complaint alleging employee mis-
conduct, whether that complaint is initiated internally or exter-
nally. )

1. The making of a complaint should not be
accompanied by fear of reprisal or harass-
ment, Every person making a complaint should
receive verification that his complaint
is being processed by the police agency. This
receipt should contain a general description
of the investigative process and appeal
provisions.
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2. Every police agency, on a continuing

" - basis, should inform the public of its

" complaint reception and investigation
procedures.

3. All persons who file a complaint should
be notified of its final disposition;
personal discussion regarding this
disposition should be encouraged.

4, Every police agency should develop procedures
that will insure that all complaints, whether
from an external or internal source, are
permanently and chronologically recorded
in a . central record. The procedure should
insure that the agency's chief executive
or his assistant is made aware of every
complaint without delay.

5. Complete records of complaint reception,
investigation and adjudication should be
maintained. Statistical suymmaries based
"on these records should be published
regularly for all police personnel and
should be available to the public.

Commentary

In‘ordgr to generate public cooperation, procedures to insure
that complaints will be received and acted upon must be established

.by every police agency. In addition, efficient complaint

reception procedures provide the police chief executive with a
valuable tool for gauging employee performance quality and in
measuring public-~police rapport.

‘The task force feels that the only controversial aspect of
this goal is paragraph three which concerns the duty of the law

“enforcement agency to disclose information relating to a complaint

of police misconduct. The task force recognized that disclosing
the nature and extent of any disciplinary measures taken against
an officer might cause embarrassment to the other officer, and/

or constitute an invasion of his privacy. However, in the
interest of encouraging public support and understanding, the task
force feels that as a minimum, the complainant should be made
aware of the agency's determination that the original complaint
was justified or unjustified. The terms "justified" or
"unjustified" are not the only appropriate terms to be used in
making a determination 9n & complaint. The police agency is to
communicate the determiﬁgtien in whatever language the agency feels

i
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is appropriate. The task force noted that in addition to
"unjustified" the terms "unfounded," "unsupported" or "unwarranted"
would be appropriate in certain situations.
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Goal 9.4
[ ] ® [ ] [ ] [ ]

Investigative Responsibility

The chief executive of every police agency idmediately should
insure that the investigation of all complaints from the public, and
all allegations of criminal conduct and serious internal misconduct,
are conducted by a specialized individual or unit of the involved
police agency. This person or unit should be responsible directly
to the agency's chief executive or the assistant chief executive.

Minor internal misconduct may be investigated by first-line super-
visors, and these investigations should be subject to internal review.

1. The existence or size of this specialized unit
should be consistent with the demands of the work load.

2. Police agencies should obtain the ‘assistance of
prosecuting agencies during investigations of criminal
‘allegations and other cases where the police chief
executive concludes that the public interest would
best be served by such participation.

3. Specialized units for complaint investigation should
employ a strict rotation policy limiting assignments
to 18 months.

4, Every police agency should deploy tﬂ; majority of its

complaint investigators during the hours consistent with
complaint incidence, public convenience and agency needs.
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- Commentary

The public's respect for a police agency hinges on its preservation of
internal discipline. Because the police chief executive is accountable for

the conduct of all police agency employees, he should direct the administration

of internal discipline persomally. For this reason, all major internal
investigations of employee miscornduct should be conducted by a person or
unit directly responsible t¢ the chief executive or the assistant chief
executive. Investigations into minor violations could well be ccnducted
by first line supervisors, subject to internal review,

The task force realizes that the majority of public complaints against
police officers fall into two categories: use of excessive force and conduct
unbecoming an officer. These are serious allegations and of patent concern
to the public and should be investigated thoroughly. A specialized in-
vestigation unit is more likely to have the time and expertise to achieve
this objective.

Peference

National Advisory Commission Report on Police, Standard 19.3,
pp. 480-482.

Goal 95
Investigation Procedures

Every police agency immediately should insure that internal discipline
. complaint investigations are performed with the greatest possible skill.
- The investigative effort expended on all internal discipline complaints
should be at least equal to the effort expended in the investigation of
felony crimes where a suspect is knowm.

1. All personnel assigned to investigate internal discipline
complaints should be given specific training in this task
and should be provided with written investigative procedures.

2. Every police agency should establish formal procedures for
investigating mincr internal misconduct allegations. These
procadures should be designed to insure swift, fair and
efficient correction of minor disciplinary problems.

.3 Every investigator of internal discipline complaints
., should conduct investigatlons in a manner that best reveals
the facts while preserving the dignity of all persons and
maintaining the confidential nature of the investigation,




4. Every police agency should provide--at
the time of employment and again upon
notification that an investigation is
being conducted--all its employees with
a written statement of theilr duties
and rights when they are the subject of
an internal discipline investigationm.

5. Every police chief executive should have
legal authority during an internal
discipline investigation to relieve police
employees from their duties when it is
in the interests of the public and the
police agency.,

6. Investigators should use all available
investigative tools that can reasonably
be used to determine the facts and secure
necessary evidence during an internal
discipline investigation. The polygraph
should be administered to employees
only at the expressed approval of the
police chief executive.

7. All internal discipline investigations
should be handled expeditiously.

Commentary
The reasons for investigating complaints of misconduct are:
l. To maintain police agency integrity;
2. To protect the public from police misconduct;
3. To retrain and correct employees guilty of
misconduct and remove those whose trans-
gressions make them unacceptable for futher
police service;
4. To protect innocent police employees.
To achieve these aims the investigation process must be swift,
certain and fair. The efforts expended in these inyestigations

at least should be equal to the efforts expended in the investi-
gation of crime. o :
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The task force suggests that police agencies throughout
Virginia closely monitor the investigative process and promulgate
guidelines in accordance with this goal.
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19.4, pp. 483-386.

2. Eastman, G., and E. Eastman, Municipal Police Administra-
tion, Washington, D.C.: International City Management Association,
1971, pp. 203-204. ‘

3, Stahl, 0., and R. Staufenberger, eds., Police Personnel
Administration, Washington, D.C.: Police Foundation, 1974, pp.
191-193.

Goal 9.6
Adjudication of Complaints

Every police agency immediately should insure that provisions
are established to allow the police chief executive ultimate
authority in the adjudication of internal discipline complaints,
subject only to appeal through the courts or established civil
service bodies and review by responsible legal and governmental
entities.

1. A complaint disposition should bhe classified
as founded or unfounded.

2, Disciplinary action should take into consideration
the recommendations of the involved employee's
immediate supervisor.

3. An administrative fact-finding trial
board should be available to all police
agencies to assist in the adjudication
phase. - It should be activated when necessary
in the interests of the police agency,
the public or the accused employee,
and should be available at the direction of
the chief executive or upon the request of
any employee who is to be penalized in
any manner that exceeds verbal or written
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reprimand. The chief executive of the agency
should review the recommendations of the
trail board and decide on the penalty.

4. The accused employee should be entitled %
to representation and logistical support
equal to that afforded the person representing
the agency in a trial board proceeding.

5. Police employees should be allowed to appeal
a chief executive's decision. The police
agency should not provide the resources
or funds for appeal.

6. The chief executive of every police agency
should establish written policy on the
retention of internal discipline complaint
investigation reports. Only the reports
of well-founded and -- if appealed --
upheld investigations should become a part
of the accused employee's personnel folder.
All disciplinary investigations should be
kept confidential.

7. Administrative adjudication of internal

' discipline complaints involving a violation
of law should neither depend on nor
curtial criminal prosecution. Regardless
of the administrative adjudication, every
police agency should refer all complaints
that involve violations of law to the
prosecuting agency for the decision
to prosecute criminally. Police employees
should not be treated differently from
other members of the community in cases
involving violations of law.

Commentarz

To insure that the disposition of complaints enlists the
confidence of the public and agency employees, it is essential
that the adjudication process provide the police chief
executive with sufficient data. The adjudication of each
complaint will have an effect on' subsequent internal discipline
investigation and on the agency's entire system; therefore, all
parties involved in the incident should feel they have had an
opportunity to be heard.
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'The adjudication phase of internal discipline proceedings
includes an evaluation of the overall conduct and performance
level of the officer, and the agency should include the accused
‘employee's immediate supervisor for consultation and recommenda-
/zion. More than anyone else the immedlate ‘supervisor should be
‘able to provide relevant information.

, As was noted in Goals 1.2 and 9.3, the terms founded and
unfounded in paragraph one of this goal are not the only appro-
priate terms to reflect the final adjudication. = The task force
‘does not purport to limit the adjudication tc a set formula of
"magic words.'" The police agency is to compunicate the
adjudication in whatever language the agency feels is appropriate.

In regard to paragraph six of the goal, the task force notes
that while only well-founded complaints should be placed in the
officer's personnel folder, the task force is not recommending
expungement of all records of unfounded complaints. While such
unfounded complaints should not be considered during the
adjudication process, these previous complaints should be
available to the police agency during the investigation process.
For example, a number of complaints of police brutality might well
alert the investigators that a problem exists and a more detailed
investigation is warranted. Also the record of unfounded complaints
could assist the agency in training officers to avoid even the
appearance of misconduct {(see Goal 9.7).
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Goal 9.7
Positive Prevention
of Police Misconduct

The chief executive of every police agency immediately should
seek and develop programs and techniques that will minimize the
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potential for employee misconduct. The chief executive should
insure that there is a general atmosphere that rewards self-
discipline within the police agency.

Every police chief executive should implement,
where possible, positive programs and

techniques to prevent employee misconduct and
encourage self-discipline. These may include:

a. Analysis of the causes of employee
misconduct through special inter-
views with employees involved in
misconduct incidents and study of
the performance records of selected
employees;

b. General training in the avoidance of
misconduct incidents for all employees
and special training for employees
experiencing special problems;

c. Referral to psychologists, psychiatrists,
clergy, and other professionals whose
expertise may be valuable; and

d. Application of peer group influence.

Commentary

The investigation and adjudication of police misconduct is
expensive in terms of money, time, manpower and the effect on
police morale. Obviously the public, the police agency and police
employees will benefit if police misconduct is prevented or
minimized.

In the past, internal discipline in police agencies has often
been crisis oriented. Many agencies simply react after there has
been an allegation of misconduct., Although the agencies have
usually done a good job in the investigation of past misconduct,
the goal suggests that they agency focus on developing measures
which will prevent or minimize misconduct in the future.
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Chapter 10

Health Care,
Retirement and
Employee Services

Goal 10.1
Entry-Level Physical

‘and Psychological Examinations

Every police agency should require all applicants for police
officer positions to undergo thorough entry-level physical and
psychological examinations to insure detection of conditions that
might prevent maximum performance under rigorous physical or mental
stress. Every agency should furnish, and require, as a condition
of employment; that each applicant pass a thorough physical
examination and take a thorough psychological examination. This
examination should:

1. Be designed to detect conditions that
are likely to cause non-job related illnesses,
inefficiency, unnecessary industrial
accidents and premature retirement;

2. Be conducted under the supervisor cf a
licensed physician; and

3. Include a psychological evaluation conducted

unider the supervision of a licensed
psychologist or psychiatrist.
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Commentarz

Police officers are frequently subjected to a broad range of
physical and mental stress under hazardous conditions. An
officer's physical or mental inability to react appropriately to
hazardous conditions can be fatal to himself or others.

While an applicant's capability to respond properly under
continual stress cannot be predicted with complete reliability,
it is possible with appropriate tests to identify with some

accuracy those individuals who are unsuited for the demands of police

service. The need for entry-level physical examinations has long
been recognized by most police agencies. The same is not true
for psychological examinations.

The task force feels that psychological testing is as
important as physical examinations. The emotional stability to
withstand the stresses of police work i1s a primary requisite of
police personnel. Officers must cope rationally with violence,
verbal abuse, resentment and emergencies. The emotionally unfit
cannot withstand these stresses.

While the task force recognizes that psychological tests do
not offer an infallible guide to who will make a good policemen,

- it does recommend that such tests be used to help eliminate

applicants who are psychologically unfit for police work.
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Goal 10.2 |
Continuing Physical Fitness
Every police agency should establish physical fitness stand-

ards that wiil insure every officer's physical fitness and
satisfactory job performance throughout his entire career.

1. Every agency should immediately establish
realistic weight standards that take into
account each officer's height, body build
and age.

2. Every agency should require that each
officer take a periodic physical examination
to determine the officer's level of physical
fitness.

Commentary

Although many police agencies have minimum physical standards
at the entry-level, few have adequate physical conditioning and
weight control programs beyond the recruit level.

In many occupations the daily level of physical exertion
is predictable. Unfortunately, a police officer cannot
predict his physicsl activity. For many days he may operate at
a minimal level, then suddenly be faced with a situation requiring
fast pursuit and physical struggle to apprehend a suspect. If
the officer is physically unfit, he may not only fail to catch
the suspect, but he may further endanger himself or the public.
According to medical studies a person in poor physical condition
who attempts sudden strenuous physical activity runs a relatively
high risk of injury, strain or heart attack.

The task force, in recognizing the importance of this
standard for law enforcement officers, recommends that every
police agency in the Commonwealth require its officers to take
a periodic physical examination to determine the officer's level
of physical fitness.
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Goal 10.3
Employee Services

Every jurisdiction should, by 1978, establish or provide for
an employee services unit to assist all employees in obtaining the
variocus employment benefits to which they and their dependents are
entitled. The employee services unit should be respomsible for at
least the following specific employee service functions:

a. Employee services unit personnel thoroughly
informed on employee benefits should inform
fellow agency employees of these benefits and
the means for taking advantage of them.

b. In the event an officer is injured, the employee
services unit should insure that the resulting
needs of the officer and his family are cared
for, with a minimum of inconvenience to j‘he
officer or his family. ‘

¢. In the event an officer is killed, the

employee services unit should assist survivors
in settling the officer's affairs.

Commentary

A sound employee benefits program is needed by every police
agency to insure that employees understand the benefits available
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to them, can take advantage of benefits with a minimum of effort;
and, in case of illness, injury or death, have their needs or

~ those of their families attended by persons skilled in dealing with
such matters.

The task force felt that employee services in Virginia
normally are handled by the local government. In such situations
the services unit serves all the government workers of each
government entity and there is no need for the law enforcement

agency to create its own employee services unit.

However, the task force feels that provision of these
services plays an important part in agency morale, thus the police
chief executive should be familiar with the local services unit
and insure that police employees are receiving the necessary
assistance.
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Goal 10.4
Health Insurance

Every jurisdiction should, by 1978, make available a complete
health care program for its officers and their immediate families
to insure adequate health care at minimum cost to the agency and
the employee.

1. Every jurisdiction should establish a
health care program that provides for
the particular health care needs of its
employees and their immediate families.
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a. The health care program should provide
at least: (1) surgery and related
services; (2) diagnostic services;
(3) emergency medical care; (4) continuing
medical care for pulmonary tuberculosis,
mental disorders, drug addiction,
alcoholism and childbirth; (5) radiation,
inhalation and physical therapy;
(6) ambulance service; (7) nursing
care; (8) prescribed medication and
medical appliances; (9) complete dental
and vision care; (10) hospital room;
and (11) income protection.

b. Every jurisdiction should pay all or
a major portion of the cost of
the health care program to insure
that the expense to employees, if any,
is as small as possible.  The agency
should establish controls to insure
that the highest available quality
and quantity of medical services are
provided under its plan. These
controls should include a system of
record handling that facilitates
swift, efficient provision of services
and feedback of employee reaction to
the program. '

2. Every jurisdiction should insure than an officer or
his beneficiaries are allowed to continue as
members of the health care program after the
officer's retirement, and that benefit and cost
change under these circumstances are reasonable.

Commentarz

As with the previous goal (10.3) the task force recognizes
that this area is handled by the local government and that police
officers receive the same health insurance as do other local
government employees.

However, the task force again cautions police chief executives
against regarding this subject as "someone else's business."
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Health insurarnce, like all employee benefits, plays a part in
~agency morale and is thus a legitimate concern of the police
chief executive.
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.Goal 10.5
State Retirement Plan

Virginia should, by 1982, provide an actuarily sound state-
- wide police retirement system for all sworn personnel employed
within the state. This system should be designed to facilitate
lateral entry.

1. The system should réquire a minimum of 25 years
of service or 55 years of age for normal retire-
ment and a mandatory retirement age of 60. There
may be exceptions to mandatory retirement require-
;ments for certain positions within the department.

2. Reciprocal agreements should be mandated among
independent, local and state pension systems
to allow any police officer to accept any law
enforcemernit position available and still retain
his accrued retirement benefits.

Commentarz

At present there are a number of retirement plans availsgble
to law enforcement officers in Virginia.  But the decision on
which plan to utilize is made by the local government, and not
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by the individual officexr or the law enforcement agency. Some
localities have their own retirement systems, while others are
members of the Virginia Supplemental Retirement System or the
Department of State Police Retirement System.

The primé drawback of the current situation is that there
is little possibility of lateral entry from one retirement system
to another. Thus an officer who wishes to move to another law
enforcement agency usually is unable to carry with him his accrued
retirement benefits. The task force has given a limited endorse-
ment to lateral entry (see Goal 7.9) and believes this barrier to
lateral entry should be removed. The task force strongly recommends
that the state devise a retirement system which will allow a
police officer to accept any law enforcement position and still
retain his accrued retirement benefits.
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Goal 10.6 |

Police Officer Benefits

for Duty-Connected
Injury, Disease and Death

Virginia should join with other states in recommending that
Congress extend the benefits of Title 5, Section 8191, of the
United States Code to every federal, state and local law enforce-
ment officer who in the performance of any police duty is killed,
injured or contracts a sustaining disease.
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Commentary

Title 5, Section 8191 of the United States Code currently
provides benefits for non-federal law enforcement officers killed,
injured or sustaining disease only under the following conditions:

1. While engaged in the apprehension of any person:

. - a. Who has committed a crime against
the United States, or

b. Who at that time was accused by
a law enforcement authority of
the United States of the com-
mission of a crime against
the United States, or

c. Who at that time was sought as
a material witness in a criminal
proceeding instituted by the
United States.

2. While engaged in protecting or guarding a person
held for the commission of a crime against the
United States or as a material witness in
connection with such a crime; or

3. While engaged in the lawful prevention of, or a
lawful attempt to prevent, the commission of a
crime against the United States.

Benefits include medical care, compensation for temporary,
total and permanent disability, and monthly compensation for an
officer's survivors.

Present benefits for non-federal law enforcement officers
‘killed, injured or contracting disease in the performance of
police duties having no connection with federal jurisdiction are,
in many cases, severly restricted. Frequently, officers rendering
assistance to other nearby jurisdictions lose their eligibility
for local benefits by merely crossing their own city or county
lines. Smaller communities often lack the financial resources
to provide a reasonable level of service-connected death, injury
and illness benefits. Extending the benefits of Section 8191 of
Title 5 of the United States Code to all law enforcement
officers -- irrespective of jurisdictional considerations --
should be given high priority Congressional attention.
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1 References

6 1. National Advisory Commission Report on Police, Recommenda-
} tion 20.1, p. 513.

2. Public Safety Officers' Benefits Act of 1976, Pub. L.
L No. 94-430 (September 29, 1976).
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Chapter 11
Equipment

Goal 11.1
“Police Uniforms

Every police chief executive should immediately develop and
designate complete standard specifications for apparel and equip~

‘k‘ ment to be worn by every agency employee when performing the

- duties of a uniformed police officer. To deter criminal activity,
uniformed police officers should be highly visible, easily identi-

. fiable and readily distinguishable from other uniformed persons.

Every officer’s appearance should reflect favorably on his agency
‘and profession; however, to insure maximum efficiency, this
should not be accomplished at the expense of physical comfort.

1. Every police chief executive should consider
seasonal changes and climate when developing
the agency's standard police uniform.

2. Every police chief executive should insure that
‘ the agency's police uniform identifies the wearer
by name and agency, and makes him plainly
‘recognizable as a police officer. Such items
should be visible at all times.

3. Every police executive should insure that
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the uniforms of agency employees other than
police officers -- such as civilian traffic
control, parking control and security officers --
are, by color, design and items of identi-
fication, plainly distinguishable from

those of police officers.

4.  Every state should enact legislation fixing

. the color and style of uniforms worn by
private patrolmen or security guards to
insure that they are readily distinguishable
from police uniforms.

5. Every police agency should conduct daily
uniform inspections to insure that every
officer's appearance conforms to agency
specifications and reflects favorably on
the agency and the law enforcement profession.
Every jurisdiction should provide a uniform
maintenance allowance for each police officer.

Commentary

Although many variables may influence the design and selection
of police uniforms, the fundamental purpose of any uniform -= to
identify the role or function of the individual wearing it -- must
always be given primary consideration. Ease of identification
is particularly important with police apparel. A distinctive
uniform not only identifies a police officer to those who need his
services, but also provides a high level of police vi51billty that
offers some degree of deterrence of crime.

The task force feels that law enforcement agencies in Virginia
are in basic compliance with this goal. However, the task force -
noted at present that each individual officer is responsible for
the care and maintenance of his uniform. The task force
recommends that each locality provide a uniform maintenance
allowance for every police officer and that the Commonwealth
provide a maintenance allowance to the state police.

References

1. National Advisory Commission Report on Police, Standard
21.1, pp. 516-518.

2. American Bar Association, Standards Relating to the Urban
Police Function, Standard 7.10, New York, 1972.

3. Public Assistance Corporation, Law Enfercement, A Compara-
tive Analysis of Virginia Practices and Procedures, Richmond:

Commonwealth of Virginia, Division of Justice and Crime Prevention,
1974, pp. 437-439,
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 Goal 11.2

Firearms and
Auxiliary Equlpment

Every police chief executive should immedlately specify the
type of firearms, ammunition and auxiliary equipment to be used

by the agency's police officers. To enhance police efficiency,

personal equipment items should be interchangeable among alll

officers of the agency. Once established, these specified

standards should be maintained by frequent, perlodic inspections
and appropriate dlsciplinary action when agency regulations are

‘n.violated

1. Every police agency should establish written
‘ specifications for agency~azpproved sidearms
and ammunition to be carried by officers
on uniformed duty, or plainclothes duty, or
off duty. The specifications should include

‘the type, caliber, barrel length, finish,
and style of the sidearms, and the specific
type of ammunition,

2. Every police agency should insure that the
‘officers of every automobile patrol unit
are equipped with a shotgun and appropriate
ammunition. An easily accessible shotgun
receptacle that can be locked should be
permanantly installed in every vehicle.

It

3. .Every police agency should designate all
items of auxiliary equipment to be worn
or carried by its uniformed officers. To
insure intra-agency informity, the approved
type, size, weight, color, style and other
relevant variables of each auxiliary equip~
ment item, along with the position on the
uniform or belt where it is to be worn or
carried, should be specified in writing.
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4, Every police agency should initiate a program
of frequent, regular equipment inspections
" to insure that personal equipment items
conform to agency specifications and are
maintained in a presentable and serviceable
‘condition. To insure that each officer's
weapon functions properly, firearm practice
should be required for all officers at
least semi~annually and all firearms should
be examined at regular intervals by a qualified
armorer.

5. To insure shooting competency, every agency's
policy relative ‘to firearms practice should
require each officer to maintain a minimum
qualifying score in the firearms practice
course adopted. by the agency.

Commentary

The amount and variety of equipment manufactured for police
use has increased tremendously in the past decade. Much of this
equipment has been designed specifically to assist in resolving
problems confronting contemporary law enforcement (e.g., riot
control). Consequently, today's police executive, when selecting
the personal equipment to be used by the officers of his agency,
has a broader choice than his predecessor of a few years ago. As
a result, he must be familiar with the varied equipment that can
best suit the needs of his agency.

Once an item of equipment is selected, it should be the only
type authorized for agency use. Interchangeability of firearms,
ammunition, hand-cuffs and keys, and other equipment reduces
agency purchasing and maintenance costs, simplifies training and
facilitates field operations, especially in emergeacies.

The task force considered several proposals to prohibit the
use of hollow point or "dum-dum'" bullets.  However, the task force
concludes that the type of ammunition used by law enforcement
agencies should be determined by the individual police chief
executive.

References

1. National Advisory Commission Report on Police, Standard
21.2, pp. 519-520.

2. International City Management Association, Municipal
Police Administration, Washington, D.C.: International City
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Management Assoclation, 1969, p. 285.
3. Public Assistance Corporation, Law Enforcement, A Compara~
tive Analysis of Virginia Practices and Procedures, Richmond:

Commonwealth of Virginia, Division of Justice and Crime Prevention,
1974, pp. 439-443.

Goal 11.3
Agency Provision
of Uniforms and Equipment

Every police agency should immediately acquire the funds
necessary to provide and maintain a full uniform and equipment
complement for every police officer. This will facilitate the
agency's efforts to insure conformance to uniform and equipment
standatds.

1. Every police agency should determine the
minimum uniform requirements for its police
officers, including alternate items of
apparel for warm, cold and foul weather.

The agency should furnish all required

tems at no cost to officers. Continuing
conformity to uniform standards and appearance
should be insured by regular replacement of
uniforms or a uniform allowance.

2. Every police agency should furnish and
replace at no cost to officers the sidearm,

ammunition and auxiliary personal equipment
specified by the agency.

Commentary

Local goVernment and the public that supports it should

“acknowledge the importance of uniforms, weapons and other

equipment used by police in preventing crime. When the agency
furnishes and maintains uniforms and equipment for its personnel,

- the possibility that officers will wear or use unauthorized items

is minimized. The agency's control over the officer's appearance
is enhanced, as is the justification for inspections and mandatory
replacement or repair.
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The individual police officer should no more have to bear
the cost of purchasing and maintaining uniforms than he should
pay the cost of his police training.

N3

References

1. National Advisory Commission Report on Police, Standard
21.3, pp. 522-523.

2. American Bar Association, Standards Relating to the Urban
Police Function, Standard 7.10, New York, 1973.

3. Public Assistance Corporation, Law Enforcement, A Compara-
tive Analysis of Virginia Practices and Procedures, Richmond:

Commonwealth of Virginia, Division of Justice and Crime Prevention,
1974, pp. bbb-447.

Goal 11.4
Driver Education

“and Vehicle Safety

Every police agency should implement a program to insure the
safety of its employees and the public, minimize unnecessary
expenditure of public funds and increase agency efficiency.

1. Every safety program should include:

a. A driver training program for all
employees who operate agency vehicles;

b. Procedures for problem-driver
detection and retraining;

c. Procedures insuring employee
inspection of agency vehicles prior
to use;

d. A maintenance program which will
minimize the hazard of malfunctioning
equipment; and

“e. Procedures for high-speed operations
under emergency conditions.
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2. 'Every safety program should emphasize the personal
involvement of employees in meeting the obiectives
of the program through:

a, Peer group involvement in the
classification of employee accidents;

b. Recégnition for safe driving; and

c. An education program with emphasis on
the personal benefits toc be derived
from safe driving.

Commentary

A comprehensive safety program is needed to insure the
safety of police employees and the public. Such programs will
also reduce unnecessary expenditures of public funds for hospitali-
zation, salaries to injured officers, damaged equipment, pensions
and higher insurance premiums. Also a successful program will
increase an agency's efficiency because more men and equipment
will be available while agency costs are reduced.

_ The task force noted that while most serious accidents occur
during high speed emergency situations, few agencies offer the
type of training which would be helpful to drivers of emergency
vehicles, The task force recommends that every law enforcement
agency provide programs (such as the one offered by the Henrico
County Police Department) which offer training in attitudes and
driving skills for all employees who drive police vehicles.

Reference

National Advisory Commission Report on Police, Standard 22.3,
pp. 537-539.

Goal 11.5
Police Telecommunications

Every agency should coordinate its information system with
those of other local, regional, state and federzl law enforcemetit
agenciles to facilitate the exchange of information.
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1. Every police agency should develop and
maintain access to existing local, state
and federal law enforcement telecommunications
networks.

2,  Every agency operating a full-time communications
center and employing 15 or more persons should
install a basic telecommunications terminal
capable of transmitting to and receiving
from established national,; state and local
criminal justice information systems. The
telecommunications network should provide
network switching compatible with computer-
based information systems.

Commentary

As the National Advisory Commission has noted:

A basic obstacle to effective
police action at the national, state, and
local levels lies in the decentratization
of huge volumes of valuable police
information in local manual files and
the impossibility of making such information
available to other agencies which have a
need for it.

In today's world, law enforcement agencies need a
communications network that will facilitate rapid and massive
movement of information. VYet many agencies are still grappling
with the problem of cumbersome manual files.

Even those agencies which have some type of information
retrieval and data transmission system frequently are umnable to
tie in with the systems utilized by other agencies. No single
network provides interfacing for all law enforcement agencies.

The task force recognizes that establishing a law enforce-
ment telecommunication network will be expensive, but believes
thai this expense will be justified. As such a system is created
the task force suggests that every effort be made to make each
system compatille with existing systems at the local, state and
federal level.

References
1. National Advisory Commission Report on Police, Standard
23.1, pp. 581-582. .

2. Blumstein, A., "Science and Technology," Police Chief,
December 1969.
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.criminal justice system.

Priorities

The police task force members were asked to identify and rank the
ten goals they deemed most important to the improvement of Virginia's

The selected goals and the relative weight

*Gdéls 2.1 and 2.2 were felt to be so closely related
that they were regarded as one goal.

240

- accorded ‘each are listed below in descending order. (The most
important goal is listed first.)
. RELATIVE
RANK GOAL NO. GOAL TITLE WEIGHT .
1 7.6 Police Salaries 46
2 7.4 The Selection Process 44
3 7.1 General Police Recruiting 34
4 2.7 Court Supervised Electronic 24
Surveillance
5 2.1 & 2.2% Crime Problem Identification and 22
Resource Development and Crime
Prevention
€ 1.1 The Police Function 20
7 1.9 Development of Goals and Objectives 20
8 1.6 Public Understanding of the 17
Police Role
9 5.2 Implementation of Team Policing 17
10 8.2 Educational Incentives for 17
Police Officers
11 2.3 Cooperation and Coordination 16
12 5.3 Establishing the Role of the 15
Patrol Officer
13 6.6 Legal Assistance 15
14 8.4 State Legislation and Fiscal 15
‘ Assistance for Police Training
15 1.8 Victim Assistance 12




REALTIVE

RANK - GOAL NO. GOAL TITLE WEIGHT
16 10.5 State Retirement Plan 11
17 2.5 Summons in Lieu of Arrest 10
18 8.5 Program Development 10
19 8.8 In-Service Training 10
20 7.8 Personnel Development for 10 -

Promotion and Advancement
21 9.3 Complaint Reception Procedures 10
22 3.1 Responsibility for Police Service 9
23 3.2 Combined Police Services 9
24 4.2 Executive Responsibility 9
25 5.4 Enhancing the Role of the Patrol 9
Officer
26 5.1 Selecting New Concepts 8
27 4.4 Training for Unusual Occurrences 8
28 7.2 College Recruiting 77
29 8.7 Interpersonai Communications 7
Training
30 1.10 Establishment of Policy 6
31 7.3 Minority Recruiting 6
32 8.1 Bducational Standards for the 6
Selection of Police Officers
33 9.7 Positive Prevention of Police 6
Misconduct
34 11.5 Police Telecommunications 6
35 4.5 Mass Processing of Arrestees 5
36 8.6 Preparatory Training 5
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i v ' RELATIVE
B GOAL NO. GOAL TITLE WEIGHT
37 o  1‘_";2 Limits of Authority 4
z - 38 1.5 N Police Understanding of Their Rnle 4 o
‘-39 1.7 News Media Relations 4
40' 7.5 Employment of Women 4
41 9.2 Foundation for Internal 4
. Discipline
42 11.1 Police Uniforms 4
43 11.4 - Driver Education and Vehicle 4
‘ Safety
44 }.3 Police Discretion 3
45 1.4 Communicating with the Public 3
46 6.1 Specialized Aséignment 3
f 47 1001 EntryQievel Physical and 3
' Psychological Examinations
48 11.2| Firéarms and Auxiliary Equipment 3
49;fx 5.5 Deployment of Patrol 2
50 6.5’ Use of Professional Expertise 2
51 9.1 + The Police Executive and 2
Employee Relations
’ 52 9.6 Adjudication of Complaints 2
53 7.9 Administration of Promotion 1
and Advancement
0
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Implementing Authorities

POLICE GOAL NUMBERS AND TITLES

IMPLEMENTING AUTHORITIES

1.1
1.2
1.3
1.4
1.5

1.6

1.7

1.8

1.9
1.10
1.11

2.1

2.2

2.3

The Police Function

Limits of Authority

Police Discretion

Communicating with the Public
Police Uhderstanding of Their Role

Public Understanding of the
Police Role

News Media Relations

Victim Assistance

Development of Goals and Objectives
Establishment of Policy
Inspections

Crime Problem Identification and
Resource Development

Crime Prevention

Cooperation and Coordination

Police
Police
Police
Police
Police

Police

Police

Police

chief
chief
chief
chief
chief

chief

chief

chief

attorneys

Police
Police
Police

Police

chief
chief
chief

chief

State Office

Police

Police

chief

chief

executives, sheriffs, local government
executives, sheriffs
executives, sheriffs
executives, sheriffs
executives, sherilffs

executives, sheriffs, local government

executives, sheriffs

executives, sheriffs, Commonwealth's

executives, sheriffs
executives, sheriffs
executives, sheriffs

executives, sheriffs, local government,
on Volunteerism

executives, sheriffs

executives, sheriffs



POLICE GOAL NUMBERS AND TITLES

2.4 Diversion

2.5 Summons and Release on Own
Recognizance

2.6 Criminal Case Follow-Up

S+
-
~J

Court Supervised Electronic
' Surveillance

3.1 Responsibility for Police Service

'3.2 Combined Police Services

¥52

3.3 Commitment to Planning

3.4 Police-Community Physicéi
Planning

3.5 Fiscal Management

3.6 TFunding

4.1 Command and Control Planning

4.2  Executive Responsibility

P P R P S S S S

IMPLEMENTING AUTHORITIES

Police chief executives, sheriffs, Commonwealth's
attorneys

Police chilef executives, sheriffs

Police chief executives, sheriffs

General Assembly

Police chief executives, sheriffs, local government

Police chief executives, sheriffs, local government,
General Assembly .

Police chief executives, sheriffs, planning district
commissions

Police chief executives, sheriffs, local government,
planning district commissicns

Poiice chief executives, sheriffs, local government

Police chief executives, sheriffs, planning district
commissions

Police chief executives, sheriffs

Police chief executives, sheriffs
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POLICE GOAL NUMBERS AND TITLES

4.3

4.4

4.5

5.1

5.2

5.3

5.4

5.5
6.1
6.2

6.3

6.4

Organizing for Control

Training for Unusual QOccurrences

Mass Processing of Arrestees

Selecting New Concepts

Implementation of Team Policing

Establishing the Role of the
Patrol Officer

Erihancing the Role of the Patrol

"Officer

Deployment of Patrol Officers
Specialized Assignment

Selection for Specialized Assignment
State Specialists

Assignment of Civilian Police
Personnel

Lol Bhae. Shess fune g kd

IMPLEMENTING AUTHORITIES

Police chief executives, sheriffs

Police chief executives,
Services Commission

Police

Police

chief

chief

commissions

Police

Police

Police

Police
Police

Police

chief

thief

chief

chief
chief

chief

executives,

executives,

executives,

executives,

executives,

executives,
executives,

executives,

sheriffs, Criminal Justice

sheriffs

sheriffs, planning district

sheriffs

sheriffs

sheriffs

3

sheriffs
sheriffs

sheriffs

State police, Division of Consolidated Laboratory
Services, Alcoholic Beverage Control Commisgion

Police chief executives, sheriffs, local government
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POLICE GOAL NUMBERS AND TITLES

6.5

6.6

6.7
7.1
7.2
7.3
7.4

7.5

7.6
7.7

7.8

7.9

7.10

7.11

Use of Professional Expertise

Legal Assistance

The Property System
General Police Recruiting
Collége Recruiting
Minority Recruiting

The Selection Process

Employment of Women

Police Salaries
Position Classification Plan

Personnel Development for Promo-
tion and Advancement

Administrationvof Promotion and
Advancement

Personnel Records

Personnel Evaluation for Promotion

"and Advancement

IMPLEMENTING AUTHORITIES
Police chief executives, sheriffs, local government

Police chief executives, sheriffs, Commonwealth's
attorneys, local government

Police chief executivés, sheriffs, local government
Police chief executives, sheriffs
Police chief executives, sheriffs
Police chief executives, sheriffs
Police chief executives, sheriffs

Police chief executives, sheriffs, State Commission on
the Status of Women (advisory role)

General Assembly, local government
Local government, State Compensation Board, sheriffs

Police chief executives, sheriffs
Police chief executives, sheriffs

Police chief executives, sheriffs

Police chief executives, sheriffs
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POLICE GOAL NUMBERS AND TITLES

8.1
8.2
8.3
B.4
8:5
8.6
8.7

8.8

8.9

Educational Standards for the
Selection of Police Officers

Educational Incentives for Police
Officers

College Credit for Completion of
Police Training Programs

State Legislation and Fiscal
Assistance for Police Training

Program Development
Preparatory Training
Interpersonal Communications
Training

In-Service Training

Instruction Quality Control

The Police Executive and Employee
Relations .

Foundation for Internal Discipline

Complaint Reception Procedures

IMPLEMENTING AUTHORITIES

Police chief executives, sheriffs
Police chief executives, sheriffs, local government

Police chief executives, sheriffs, State Council of
Higher Education

General Assembly

Criminal Justice Services Commission

Police chief executives, sheriffs, Criminal Justice
Services Commission

Police chief executives, sheriffs, Criminal Justice
Services Commission

Police chief executives, sheriffs, Criminal Justice
Services Commission

Criminal Justice Services Commission

Police chief executives, sheriffs, local government

Police chief executives, sheriffs

Police chief executives, sheriffs
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POLICE GOAL NUMBERS AND TITLES

9.4

9.5

9.6

9.7

16.1

10.2

10.3

b

10.4

10.5

"10.6

11.1

11.2

Investigative Responsibility
Investigation Procedures
AdJudicaticn of Complaints

Positive Prevention of Police
Misconduct

Entry Level Physical and Psycholo~
gical Examinations

Continuing Physical Fitness

Employee Services
Health Insurance
State Retirement Plan

Police Officer Benefits for Duty-
Connected Injury, Disease and Death

4

Police Uniforms

Firearms and Auxilifary Equipment

IMPLEMENTING AUTHORITIES

Police chief executives,
Police chief executives,
Police chief executives,
Police chief executives,
Police chief executives,
Services Commission

Police chief executives,
Commigsion

Local government
Local government
General Assembly

Federal legislation

Poliée chief executives,

Police chief executives,

sheriffs
sheriffs
sheriffs

sheriffs

sheriffs, Criminal Justice

sheriffs, Criminal Services

sheriffs

sheriffs
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POLICE GOAL NUMBERS AND TITLES

11.3

11.4

11.5

Agency Provision of Uniforms and
Equipment

Driver Education and Vehicle Safety

Police Telecommunications

IMPLEMENTING AUTHORITIES

Police chief executives, sheriffs, local government

Police chief executives, sheriffs, Criminal Justice
Services Commission

Police chief executives, sheriffs




‘Dis’positi(;n of the National Advisory Commission Standards

7t

i Goal | A |AA|{S | DC{DNR|DFS| R | RP
1.1 The Police Function 1.1 X
1.2 Limits of Authority 1.2 %
1.3 Police Discretion 1.3 X
1.4 Communicating With the Public 1.4 D 4
1.5 Police Understanding of
Their Role .51 X
1.6 Public Understanding of the 1.6 X
= "Pefdice Role -
1,7 News Media Relatiomns 1.7 X
2,1 Development of Goals and 1.9 | x
Objectives *
2.2 Establishment of Policy 1.10 | X
2.3 Inspections 1,11 X
3.1 CrimévProblem Identification 2.1 X
and Resource Devalopment
3.2 Crime Prevention X
. Key
A Adopted DFS Deleted as being studied
‘AA Adopted with minox amendment by another group
S Substitute goal or adoptaed R Rejected in theory -- Va.
* with major amendment (incl. current practice preferred
‘deletion of major provisions RP Rejected as impractical
of the standard) for implementation in Va.
DC- Deleted as adequately
covered by Va. law or (Note: Minutes of the meetings
- practice are included in the working
DNR Deleted as not i2levant papers of the task force and

to Va.
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contain complete discussion on
NAC Standards.)
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Goal {A {AA}S | DCIDNR|IDFS|{ R | RP
4.1 Cooperation and Coordination 2.3 X
4.2 Police Operational Effectiveness
Within the Criminal Justice X
System )
4.3 Divefsion 2.4 X
4.4 Citation and Release on Own 2.5 X
Recognizance
4,5 Criminal Case Followup 2.6 X
Recommendation 4.1 Alcohol and
Drug Abuse Centers X
Recommendation 4.2 Telephonic
Search Warrants X
Recommendation 4.3 Court Supervised 2.7 X
Electronic Surveillance
5.1 Responsibility for Police Service 3.1 | X
5.2 Combined Police Services 3.2 X
5.3 Commitment to Planning 3.3 | X
5.4 Agency and Jurisdictional %
Planning
Key
A Adopted DFS - Deleted as being studied
AA  Adopted with minor amendment by another group
S Substitute goal or adopted R Rejected in theory -- Va.
with major amendment (incl. current practice preferred
deletion of major provisions RP Rejected as impractical
of the standard) for implementation in Va.
DC Deleted as adequately
covered by Va. law or (Note: Minutes of the meetings
practice are included in the working
DNR Deleted as not relevant papers of the task force and

to Va.
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contain complete discussion on
NAC Standards.)




Geal | A [ AA| S DC IDNR|DFS| R | RP
5.5" Police—Community Pnysical 3 4v X
Planning :
5.6 Responsibility for Fiscal
, 3.5 X
Management
5.7 Fiscal Management Procedures 3.5 X
5.8 Funding 3.6 X
'Recommendation 5.1 Interrelationship
of Public and Private Police Agencies X
Recommendation 5.2 National Institute -
of Law Enforcement and Criminal X
Justice Advisory Committee
Recommendation 5.3 Measures of . X
Effectiveness
6.1 Selecting a Team Pclicing Plan 5.1 X
6.2 Implementation of Team Policing | 5.2 X
7.1 COmmaﬁd and Control Planning 4,1 X
7.2 Executive Responsibility 4.2 | X
7.3 Organizing for Control 4,3 X
, _
Key
A Adopted - DFS Deleted as being studied
AA  