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

National Criminal Justice Reference Service

EL TR S-SR TC SRS S

ncjrs

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

IHPLEHENJT:FION OF THE INTEGRATED CRIMINAL

APPREHENSION PROGRAM IR STOCKTON, CALIFORNIA

LA CASE STUDY

10 gla iz

=531
Iﬁ .

[y £ e

= 8

l

s s pee

TR
BN S

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

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

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

National Institute of Justice
United States Department of Justice
Washington, D.C. 20531

% i
b

112/7/83 |
N




v

4 ,
IHPLEHE?E&FION OF THE INTEGRATED CRIMINAL

APPREHENSION PROGRAM IN STOCKTON, CALIFORNIA:

lf CASE STUDY

. " 4, _ ot o
Eﬁmﬁ#&agw??¥mx@ﬁﬁﬂﬁbﬂwﬁw"
T .

NMCIRS .
WAY 27 BB
ACQUISITIONS

e TS

st e o
Submitted to:

. Office of Program Evaluation
_ National Institute of Justice
Office of Justice Administration, Research and Statistics
U.S. Department of Justice
(Grant #78-NI~AX-0145)

Submitted by:

William Gay, Project Director
Thomas Beall
University City Science Center
1717 Massachusetts Avenue, N.W.
Suite 101
Washington, D.C. 20036

March 1981

i

1

g

S i



. K Bk L g

s

U.S, Department of Justice
National Institute of Justice

This document has been reproduced exactly as received from the
person or organization originating it. Points of view or opinions stated
in this document are those of the authors and do not necessarily
represent the official position or policies of the National Institute of
Justice,

Permission to reproduce this copysigited material has been
granted by

S | Public Domain/LEAA
U.S. Department of Justice

tothe National Criminal Justice Reference Service (NCJRS),

Further reproduction outside of the NCJRS system requires permis- f
sion of the copyright owner.

Wt
ANy

This project was supported by Grant Number
78~NI-AX~0145 awarded to the University City
Science Center, Washington, D.C. by the Natiomnal
Institute of Law Enforcement and Criminal
Justice, Law Enforcement Assistance Adminis-
tration, U.S. Department of Justice, under the
Omnibus Crime Control and Safe Streets Act of
1968, as adended. Points of view or opinions
stated in this doctment are those of the authors _
and do not necessarily represent the official §
position or policies of the U.S. Department of
Justice. ‘

»

i

e

11




N )

5. e 8 S

PREFACE

The Integrated Criminal Apprehension Program (ICAP), sponsored by the
Law Enforcement Assistance Administration (LEAA), represents a comprehen—
sive effort to introduce state—of-the—art planning, patrol and investiga-
tive programs into 52 police agencies across the country. It 1is a dynamic
program which over the years has changed and expanded from its initial
emphasis on improving patrol operations to include a broader range of opera-
tional and administrative functions within police agencies. The major
program components of ICAP include:

e the operation of a crime analysis unit;
e the management of patrol operations;
® the management of criminal investigations; and

¢ the development of a police-oriented serious
habitual offender program.

Participating police departments design and implement their own local
ICAP project by choosing among the many objectives and activities encom-
passed within the major ICAP components listed above. A more detailed
analysis of this process is provided in the General Design and Guide for
the Evaluation of ICAP (p. 115-116). While the objectives and activities
of some ICAP program components are common to almost all local projects
(e.g., crime analysis), other components are not (e.g., management of
eriminal investigations). Considerable diversity exists across local ICAP
sites in the emphasis given to various project activities and in the
scheduling of their implementation. Consequently, it 1s not possible to
apply a single evaluation design which would be applicable to each project.
Therefore, sensitlvity to the unique aspects of each site has been
necessary in the design and conduct of this evaluationm.

Given a considerable amount of intersite diversity and programmatic
complexity, the national ICAP evaluation has applied a case study approach
to four ICAP sites (Memphis, Tennessee; Stockton, California; Springfield,
Missouri; Norfolk, Virginia) in order to describe and assess the implementa-
tion and functioning of the program. The case study approach has enabled
the evaluation to address mgre fully the qualitative factors of organiza-
tional functioning which have shaped 1local ICAP projects. Detailed
analysis of these four selected ICAP sites serves not only as an assessment
of dindividual ICAP projects but provides a rich source of background
information for the survey amalysis of 25 additional ICAP sites.

The following report represents a case study of ICAP in the Stockton
Police Department. The primary purpose of the report is to provide an in-
depth description and assessment of Stockton's ICAP project as it has
developed to date. Stockton is currently initiating its third ICAP grant
and has been in the program slightly over three years.

This evaluation report describes both, current and planned ICAP activi-

ties. 1Issues or factors affecting either the ICAP project or its evalua-
tion are also identified and discussed. The evaluation begins with a

iii

iy

description of the federal program before proceeding to an overview of the
city and the police department. In subsequent chapters, the ICAP pro-
ject and each of its major components are described, a formative assessment
is provided and suggestions are made concerning a summative evaluation of
the project. The final chapter provides an overall assessment of the ICAP
process and impact in Stockton.

The Stockton case study is one of a series of reports and briefings
that were prepared during this evaluation. Other major reports in this
series are listed below. Both reports are available from the University
City Science Center.

General Design and Guide for Evaluation of the
Integrated Criminal Apprehension Program (April
1979)

Refinement of a Quarterly Information System for
the Integrated 'Criminal Apprehension Prograa,
Voluma 1, Overview and Recommendations, Volume
2, Case Studies (May 1980)
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CHAPTER I

INTRODUCTION

A growing demand for public services combined with a trend toward fis-
cal austerity has forced many public agencies to recognize the need for
planning and implementing programs which can result in greater productivity
from available resources. Like other public agencies, police departments
have been affected by this trend. Local police agencies have experimented
with a number of programs including community oriented policing, investi-
gative case screening, improved allocatlon methods and crime analysis in
order: to better utllize avallable resources. In addition to these local
efforts, the Law Enforcement Assistance Administration (LEAA) has sponsored
the development, implementation and transfer of these as well as other
promising managerial techniques for improving police service delivery.

The Integrated Criminal Apprehension Program (ICAP) sponsored by LEAA
represents a comprehensive effort to dintroduce several state—of-the—-art
planning, patrol and investigative programs to .a wide range of police
agencies across the country. ICAP draws upon research sponsored by the
National Institute of Law Enforcement and Criminal Justice (NILECJ) and
operational programs sponsored by the Office of Criminal Justice Programs
(0CJP), as well as the efforts of individual police departments, to develop
improved systems of service delivery. The ICAP program has developed over
a period of several years. When it was initialiy conceived ICAP was aimed
largely at dmproving patrol operations. Although this emphasis has
remained at the heart of ICAP since its inception, the program has expanded
to include the investigative process, warrant service and serious habitual
.offender programs. It must be emphasized that ICAP is not a static
program, but omne that has changed since the first grants were awarded in
1976. : .

DEVELOPMENT OF ICAP, 1975-1980

The development of ICAP as well as the transfer of the program to opera-
tional settings is managed by LEAA's Office ¢f Criminal Justice Programs.
Prior to the beginning of the PEP-ICAP programl! in 1976, the OCJP had
focused most of its attention in the law enforcement area upon providing
short-term on-site technical assistanceé to polick agencies. This technical

- assistance addressed the specific requests of local police agencies and was
largely a reactive response by the OCJP to foster change and innovation in
local law enforcement agencies. PEP-ICAP represented a major shift in the
0CJP operational philosophy towards a mix of both reactive and proactive
technical assistance efforts.

The PEP program was first announced in the Discretionary Funding Guide
in July 1975. The program began in 1976 when sixteen departments were
awarded discretionary grants averaging $210,000. The initial focus of PEP

lrcar ‘originally began as the Patrol Emphasis Program (PEP). As
elements were added to PEP, it became known as ICAP.
xi 1
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Zzt;fijzi?edf;n the 1975 Discretionary Funding Guide was to enhance the
Slietis fore oiS? of police departments, especially patrol. To be
boiotbl crimepar iipation in PEP, departments were required to establish
strength of i:hesat;1 aur{ftf: w::dtoa 1:n=.m:31;Il ) gri‘;ention Tvely of v deocommended
%2 an o respectively of a department'
‘t::;!o::i.l SwWworn complement. In addition, grant applicants were repquireedntti
Y coordinate the activity of these units with patrol operations.

Fi
rst, there was a growing emphasis upon strategies for the allocation of

and
u:gedéiijsdeizg_ service in planning deployment. Second, departments were
Op more rigorous preliminary investigations, use solvability

the patrel offioes’ amn® ik oblectives vere ained st snhancing the role of

commélit r‘i i?er and generally expanding patrol's role in planning and

by the OCIP, the particioe e, depantanes of the program vere formulated
’ cipating departments wer

resources in developing specific PEP activities.e largely left to their own

mentDzziiir2916 siziral events oceurred that eventually led to the develop—-

sar ooy gnor ;ﬁ:} c:fEP-ICAP objectives and program activities. The 0CJP

e e %%r Iéige y $10,000 per department from its technical assis-
Gomter . (m program develoPment. The Westinghouse National Issu

IC) was retained with this money to further develop PEP-ICASS

?

In the months followin
g the specification of technical as ‘
si
;gg_ggzglems, the OCJP with the aid of WNIC began to more fullySZZ::ioneig:
Septemberciggzpt. The Discretionary Fund Guidelines for ICAP, publishzd in
» Were more detailed than the PEP guidelines they replaced

tion, there was
tions, developing
nals.

. t:Du::i'z.ng 1977 the level of on-site technical assistance
stead, the OCJP embarked upon a major effort to dev
zz:ivarigus ICAP components and to provide program g
onwide ICAP conferences. This effort resulted in the PTreparation and
ribing the ICAP
Szi?]e. te;.lr;alysg.ls, patrol operations, and records and reportir?gpprsoasct:lemto
one bafe og:lii:atéon of these manuals, participating departments hz& oni.
the crime’analysi: zgii in IgAP program might look like. In addition tZ
, 0l and records manuals, the QCJP
crime analysis conferences in June of 1977. A’fourth conf:E::§:r§grt:;§e

gram managers held in August enabled
the ]
both new and old ICAP departments to the emgggp v ogran g ortent

these departments to share
their experiences.
ggig mad? a8 round of site assessment visits to
> project, provide limited technical assistanc
cal assistance effort for 1978. A monthly newsle

was minimal.

tter was initiated in late

2

1977 to provide program participants with information about ICAP happen-
ings. Exhibit 1 outlines the major developmental phases of ICAP.

The growth of ICAP continued. Fourteen new departments entered the
program during FY 1978. The technical assistance budget grew to approxi-
mately $410,000, and individual grants for FY 1978 amounted to nearly $9
million, more than double the amount for the previous fiscal year. By the
end of 1978 there were 42 operating ICAP sites. To handle the growth in
the program, ICAP staff in the OCJP was iIncreased from one person to four.
The additional staff were better able to handle the tasks of administering
the ICAP technical assistance program and grant processing. However, their
ability to be responsible for all ICAP program development and monitoring
remained limited because of the large number of participating departments
and because of theilr need to administer other OCJP police programs.

As 1in earlier years, the primary responsibility for developing ICAP
materials and providing technical assistance remained with WNIC in 1978.
The policy of developing greater program specification through the prepara-
tion of manuals continued. In addition, a more concerted effort was made
to transfer ICAP to each grantee through cluster conferences. The number
of cluster meetings increased from four in 1977 to seven in 1978. The
manuals produced in 1978 included an ICAP implementation guide, a book of
patrol readings that focused upon resource allocation, a training manual,
and a guide for developing a communications system that described methods
for prioritizing calls for service. Toward the end of 1978, participating
departments were iIntroduced to a quarterly reporting system that would
allow the OCJP to systematically monitor the development of the ICAP pro-
gram in each site. Data collection for this system began during the last
quarter of 1978. Although the quarterly reporting system had the potential
for being used as a rigorous monitoring device, the failure of LEAA to pro-
vide personnel or contract resources to collate and analyze the reports has
negated the potential of this data collection effort (Moore, Beall, and

Gay, 1980).

As ICAP began its fourth year of operation in 1979, considerable pro-
gress had been made in developing the program, specifying its various com-
ponents through a series of manuals, providing technical assistance at con-
ferences and in developing a monitoring system for the OCJP. In spite of
this activity some gaps existed im providing the participating departments
with the level of program specification and technical assistance needed to
fully develop the TCAP concepts. Although the manuals have provided consi-
derable detail for the crime analysis and patrecl components of ICAP, the in-
vestigative and career criminal components have received less attention.

The highpoint for ICAP was in 1979. The last group of six new depart-
ments was brought into the program in July of that year. At approximately
the same time the technical assistance contract which had provided consider-
able programatic¢ support came to an end. By the close of 1979, four
federal program monitors were burdened with the entire responsibility for
managing approximately 40 active ICAP grantees across the country. Efforts
to provide program guidance continued. Cluster meetings on a more limited
regional basis were held, and a group of senior ICAP project directors
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EXHIBIT 1

ICAP PROGRAM DEVELOPMENT

o ICAP PROGRAM SUPPORT ACTIVITIES
vEAR/QUARTER | NUMBIE. OF i ’
) }? Resource Documents Conference/Cluster Meetings Site Assessments
1976 1 1 . . September-October 1976
2 3 1CAP DF Guidelines 16 Sites
3 4 Status Report
4 3
.Crime Analysis . e - .
1977 1 1 Patrol Operations Crime Analysis - April, May, June October-December 1977
2 3 Records & Reports Program Managers - August 31 Sites
3 10 Program Guide Status Report
4 3 Monthly Newsletter .
: Implementation Guide { Program Managers - March
1978 1 3 Patrol Readings Crime Analysis. - April
2 1 Training Chief Executives - May
3 ¢ 0 Communications Patrol Managers - June
4 10 Quarterly Report Communications - August
i Evaluation - October
January-March 1979
41 Sites
Status Report
1979 % 0 Program Managers - May Technical Assistance
T3 2 New City-Orientation - July Ends
4 0 City Administrators - October Technical Assistance Re-
Investipations Management - scarch Team (TART)
. December formed
Records § Reports- Crime Analysis - April -
1980 1 0 Revised Patrol Operation Mini - September . L e
. 2 0 Quarterly Report- Midwest Mini - August le;ted Technlgal
3 0 Revised Southeast Mini - September Assistance Begins
4 0 €rime Analysis- Crime Analysis Mini - October
Revised Northeast Mini - December
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formed a resource committee to provide and coordinate technical assistance
among the sites. The most serious degradation of the federal government's
responsibiity to guide the program occurred in the project review and
monitoring process. The technical assistance countractor had provided an
annual on—-site review of each project. Thils was last provided in the first
quarter of <calendar year 1979. Furthermore, although a quarterly
monitoring system had been established in the last quarter of 1978, LEAA
did not provide the resources to systematically review and use the
quarterly data for project monitoring purposes.

In 1980 a small amount of technical assistance money was again made
available to ICAP. These funds were used primarily to prepare a bi-monthly
newsletter., During the same year the Carter Administration recommended,
and Congress supported, the dissolution of the Law Enforcement Assis-—
tance Administration. By the last quarter of 1980, one federal program
monitor was responsible for the phase—-out of the program and the participat-
ing grantees. Although new funding ceased after September 1980, FY 80
monies already committed would continue to sustain the program in as many
as ten departments through the first quarter of calendar year 1982. As
1980 drew to a close and this evaluation went to press, the Reagan
transition team was considering continuation of ICAP.

ICAP DECISION METHOD AND PROGRAM MODELS

To understand ICAP it is necessary to recognize the two interrelated
themes of the National Program. ICAP is 1) a method for making decisions
and 2) a series of program activities. Rather than merely concentrating
upon a series of innovative program activities, such as case screening,
directed patrol and call prioritization, ICAP attempts to instill in the
participating departments an ability to use and analyze information in
order to make decisions. This is an important contribution to the way LEAA
has conceptualized the program development and technology transfer process.
ICAP, if successful, has the potential of exposing departments not only to
innovative managerial and operational systems but also to a method of data
collection, analysils and decision—~making that can be used to sustain future
innovative efforts that require analysis and planning skills.

The ICAP Decision Method

The ICAP decision—making method that participating departments are cur—
rently being exposed to, described in the Program Implementation Guide
(1978), was not a part of PEP and was not introduced into the ICAP program
until late 1977 and early 1978. Until that time, ICAP was a program of
semi-related activities that had been developed by individual departments
or generated through NIJ spomnsored research and demonstration programs.
The ICAP decision method was conceived to help police administrators
develop a structured and integrated approach to police service delivery.
This methodology can be used by departments to assess their operating proce-
dures, study the need for the implementation of selected ICAP program compo-
nents, plan new programs and monitor their implementation and operation.
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The ICAP decision method is based upon the premise that the effective
management of police resources requires the systematic and regular collec-
tion and assessment of information. This information, when analyzed, can
provide police administrators with an improved tool not only to manage
specific programs but also to integrate the vaiious support and operational
services necessary for the efflcient and effective use of police resources.
The ICAP decision method is an empirical-rational method that is quite
appealing to reserchers and planners. It is a straightforward method of
making decisions and monitoring the impact of those decisions. It must be
cautioned, however, that police agencies are socio-political as well as
technical systems and that the adoption of this method has met resistance
as rational decisions mix with time~honored traditioms.

There are four basic steps in the ICAP decision method (data collec-
tion, analysis, planning and service delivery) plus a feedback loop. These
are displayed in Exhibit 2 and are described in more detail in the follow-
ing section. Before discussing these steps, it should be noted that the
first two steps 1in the process (data collection and analysis) have been
emphasized and accorded more specification than the other steps. Varilous

ICAP documents describe how these decision processes can be used to manage
police resources.

EXHIBIT 2

ICAP DECISION METHODCLOGY

DATA COLLECTION |—§p | ANALYSIS |—Pp»| PLANNING ——Jp | SERVICE DELIVERY

T

Data Collection: Within the ICAP decision method, information or data are
considered the basic raw material or tool that police managers need in
order to carry out their resource allocation and service delivery responsi=-
bilities. Unlike other police management Information systems, ICAP focuses
upon operational information rather than administrative data. Hence, the
data collection component of ICAP focuses almost exclusively upon the col-
lection and organization of data generated by patrol and investigative
units. The ICAP Records and Reporting manual as well as the Communications
and Crime Analysis Manual develop detalled methods for' collecting and col-
lating basic operational data. It is expected that this data will be used
to make two separate but iInterrelated types of decisions. First, the acti-

FEEDBACK

vity data, when aggregated, can be used to review and perkaps change the -

strategic and tactical deployment of personnel. Second, crime data when

culled from the various reports, can be used to aid in the identificatiom,
apprehension and conviction of criminals.

The essential role that data collection plays in ICAP is that all rele- .

vant information sources are collected and integrated sc that the police
manager can make allocation and deployment decisions based on a variety of
sources. This contrasts with the traditional method of police manager
decisionmaking which is based on a limited number of information sources
whose contents have not been integrated and structured in a format which
provides an effective means of planning and implementing crime-specific
tactics.

Analysis: Analysis, as specified in the ICAP model, utilizes information
derived from the data collection phase to identify significant facts and
derive conclusions. In order to implement the key ICAP components, the
police manager must integrate and utilize the following types of analysis
in program planning: crime analysis, intelligence analysis and operations
analysis.

The crime analysis function is a set of systematic, analytical
processes designed to provide police managers with timely and pertinent
information about crime patterns and trends. The emphasis on crime
analysis 1is based on the point of view that when incidents are not analyzed
and classified, patrol managers frequently perceive that all events are
isolated, and that there are no temporal or geographic patterns of crime.

Intelligence Analysis is the systematic collection, evaluation and
dissemination of information on career criminals and organized criminal
activity. In general, intelligence analysis focuses on organized crime
which includes major rackets controlled by a syndicated organization, auto
theft rings, credit card operations, land swindles, and other ad hoc
criminal organizations. Within ICAP, intelligence analysis has wusually
been confined to developing a field interview program and creating a file
of serious habitual offenders.

Both crime and intelligence analysis can be characterized as closed
loop systems in that they require users of the information to provide con-—
tinuous feedhack into the system. This feedback may be formally communica-
ted through reports available to the analysts during the data collection
'stage or informally through continuous dialogue with the analysts. This
feedback provides the analyst with information necessary for judging whe-
ther the products are timely and appropriate to the needs of their users.

A department's operations analysis capacity involves the continuous col-
lection and analysis of information related to police service delivery.
Operations analysis provides police managers with information relative to
the:

. departmental workload;
. manpower available to meet workload demands;

e distribution of patrol personnel; and

e assignment of departmental resources.
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Planning: ICAP planning is, in reality, a decisionmaking process for
police managers. It 1is based upon the principle that police departments
operate from a sense of organizational purpose. This organizational pur-
pose, when translated into goals and objectives, establishes a framework
within which police managers make decisions. ICAP also emphasizes the in-
volvement of a greater range of police managers in developing objectives,
using information to plan activities, setting priorities and ultimately
making decisions.

The planning responsibilities of the police manager in ICAP are to use
the data and reports prepared by support persomnel in the crime, operations
and intelligence analysis units in order to establish operating priorities
that bring the use of resources into line with the goals and objectives of
the department. In effect, the police manager uses the objectives of the
department as guidelines to be followed in using resources. ICAP planning
involves two types of decisions — strategic and tactical. In general, stra-
tegic plans are made by command level personnel (captain and above), are
policy oriented and establish the parameters within which line supervisors
(lieutenants and sergeants) use patrol and investigative resources to
deliver basic services. Strategic decisions in ICAP usually include the
allocation of sworn persomnel, prioritization of service calls, and use of
solvability factors and investigative case management systems. Tactical
planning is done by line personnel (lieutenants. and sergeants) and is
generally concerned with the deployment of manpower resources (personnel)
by location and activity in response to short-term service delivery needs.
ICAP emphasizes that tactical planning should rely heavily upon information
developed by the crime and intelligence analysis functions. A primary ICAP
tactical planning objective is to more carefully direct the use of patrol
personnel to solve a community's major crime problems.

Service Delivery: The service delivery component of the ICAP decision
method recognizes that the police perform a wide variety of activities
ranging from crime related services to more general social services that do
not require the presence of a uniformed officer. The intent of ICAP is to
focus more of a department's resources upon crime related services. 1In
addition, ICAP also attempts to Iintegrate the activities of various units
in the department so that crime fighting capabilities of the department are
maximized. A good example of this has been the program's emphasis upon
eliminating the automatic follow-up by i1nvestigators of all preliminary
crime reports prepared by patrol officers. Finally, ICAP focuses on the
prioritization of service demands. There is an implicit recognition that
service demands generally outstrip resources and that police managers must
make a consclous effort to prioritize what the department will do and when
it will do it. 1ICAP addresses prioritization issues in its program ele-
ments that deal with calls for service and the assignment of investiga-—-
tive cases. Implicit in the ICAP planning component is a recognition that
directed patrol activities should replace some of the time currently
devoted to random preventive patrol. The program elements in the ICAP
model discussed in the next section. are designed to enhance the service
delivery capabilities of the participating departments.

ICAP Program Model (Components)

The program components of the ICAP model are designed to offer police
managers & range of managerial and operational procedures they can adopt

to improve their department's effidiency and effectiveness. The components
address field operations and support services and fall into four
categories:

e Analysis;

e Patrol Management;

° Investigations Management; and

e Serious Habitual Offender Apprehension

It should be noted that there is some overlap between the elements of the
decision method and the program model. The analysis functions are
identical in both the method and the model.

Analysis: The analysis function of ICAP has undergone conslderable change
and development as the program has matured. Although it has always been a
primary component in the program, it has undergone greater specification
with each revision of the ICAP program manuals. The initial PEP guidelines
required departments to establish a crime analysis unit. This was contin-
ued under ICAP and accounts for the substantial grant resources that have
been used to develop the crime analysis capabilities of participating
departments. All participating departments have established crime analysis
units, and most have made these units the focus for all ICAP planning and
operational activities. The Program Implementation Guide (February 1978j
describes thrée analysis functions - crime, operational and intelligence.
The ICAP analysis functions are described in the preceding section on the
ICAP decision method.

Patrol Management: ICAP represents a comprehensive effort to increase the
productivicy of patrol by focusing the resources of patrol upon crime pre-
vention, deterrence and apprehension. ICAP's emphasis on the management of
patrol operations 1s justified by the fact that patrol has the largest por—
tion of department resources and employees and provides the greatest number
of services to the public. ICAP's patrol management emphasis can be
described as an effort to more productively allocate, deploy and direct the
crime-specific’ tactlcs of patrol.

The implementation of ICAP's patrol management component is based on
the philosophy that:

e Departments must systematically match deployment
to workload conditions and manage service calls
to 1ncrease the portion of patrol resources
directed to perform crime specific prevention,
deterrence, and apprehension tactics;

e Patrol is both the principal supplier and chief
user of analysis information, and this informa-
tion can be used by patrol commanders to deter~
mine the time, location and the portion of
patrol resources that can be tactically directed
to local crime problems; aund




@ Patrol must address overlapping crime, service,
traffic and community relations issues, and that to
effectively handle these competing demands, patrol
supervisors must prepare task plans and specify the
tactics that will be used to address specific
problems identified by the analysis components of
ICAP.

Investigative Management: The investigative component of ICAF is based
upon materials prepared by the National Institute of Law Enforcement and
Criminal Justice. A detailed description of this program is found in the
Managing Criminal Investigations Manual (Cawley, Miron, Aravjo, Wasserman,
Mannello and Hoffman, 1977) that was prepared for the Institute's Executive
Training Program in Advanced Criminal Justice Practices. The Manual
outlines the six components necessary to develop an improved system of

investigative management. These components are generally designed to

identify those cases that have the greatest potential for solution and to
focus department resources on priority cases. The six components are:

° Patrol Role in the Initial.Investigation;

® Case Screening;

e Management of Continuing Investigations;

e Police—~Prosecutor Relationships;

e Monitoring of the Investigati?n System; and
e Investigative Organization and Allocation.

Although each of these program components has been incorporated into
the ICAP model, only the first two have been emphasized in the implementa-
tion of ICAP. Since its inception, ICAP has stressed the need to involve
patrol personnel in the initial investigative process. Hence, a major
undertaking of ICAP has been to upgrade the quality of initial investiga-—-
tions so that patrol officers can make a recommendation as to whether or
not a case warrants detective follow—up. This emphasis in ICAP has fre-—
quently led participating departments to redesign their offense report
forms to incorporate solvability factors. ICAP regards case screening as
part of a larger effort to manage the investigative process. For the most
part, screening consists of a review of the patrol officer's preliminary
investigation and the priority assigned te a case. As such, it 1s a
quality control and review mechanism. Although ICAP recommends. that case
screening be performed by an investigations manager, some departments have
assigned the screening function to patrol. In the latter case
investigators play only a review role in the screening process.

Serious Habitual Offender: Although the focus of ICAP is upon police opera-
tions, the program itself is part of a larger OCJP effort designed to appre-
hend and convict career criminals. The Career Criminal Programs (CCP)
funded by LEAA are managed by local prosecutors. (Program Guide: ICAP and
CCP, 1977). 1In many ICAP cities the local prosecutor has a CCP grant. The
function of the serious habitual offender component of ICAP is to focus the
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department's attention upon career criminals and to coordinate police-~
prosecutor initiatives in this area. ICAP has identified two law enforce-
ment functions that can support the prosecutor's career criminal program.
These are the development of a specilal investigative function (unit) and an
improved system to manage and serve warrants. The special investigative
function 1s designed to aid departments in the early identification, inves-
tigation and case processing of crimes involving serious offenders. The
key to this process 1is the development of a serious offender informatiom
system so that 1f these persons are arrested, patrol and investigative
personnel will carefully prepare their cases and bring them rapidly to the
attention of the prosecutor. The warrant service portion of ICAP is
designed to reduce the large warrant backlog that many departments face.
ICAP suggests that by i1mproving warrant management, departments should be
able to arrest serious offenders more rapidly and eliminate court delays.

THE NATIONAL ICAP EVALUATION

The National Evaluation of ICAP was originially planned as a four year
effort by the National Institute of Justice and the Law Enforcement Assis-
tance Administration. During the first two years of the study a detailed
process evaluation of ICAP projects in four sites was planned. In addi-
tion, an overview of the ICAP process in an additional 25 departments was
to be undertaken by using Quarterly Report data submitted to LEAA by ICAP
project directors and by conducting a survey of these same project
directors to fiIl in any knowledge gaps. The research strategy of
combining four intensive case studies with survey data from 25 additional
projects was designed to enhance the extent to which the iIntensive case
study findings could be generalized to the population of all ICAP sites.

The four year evaluation period was determined by the length of the
ICAP intervention, the complexity of the program and the desire to conduct
both a process and impact evaluation. Because ICAP recommends that
departments examine and implement major innovations in the areas of crime
analysis, patrol operations and investigations, the grants have been
multi~phased and have usually ranged over a four to five year period. The
long term commitment of LEAA resources to the program and to the projects
mark ICAP as a major effort to change the basic way in which many police
agencies operate. Finally, the desire to conduct an impact evaluation
demanded that sufficient elements of ICAP be implemented and routinilzed
before the effectiveness of the program was reviewed. Program planners in
LEAA and NIJ assumed that sufficient progress would have been made during
the first two phases of an ICAP project (slightly over 3 years) to support
an impact assessment. :

The material countained in this report addresses only the first phase
process evaluation of ICAP in Stockton. While the information gathered
from Stockton has provided a rich in—depth view of the dynamics which shape
a local ICAP rproject, the wutility of the current data is constrained by
the time span fvhich it covers. Because Stockton is still involved in the
ICAP project, the current evaluation presents only a cross—sectional view
of ICAP during the early and middle stages. This problem is illustrated in
Exhibit 3. Preliminary findings from Stockton indicate that project
activities are being phased in over the duration of the entire life of the
project. Consequently, a detailed perspective on portions of the project
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are missing from the current evaluation.
model have been evaluated as separate com
operations, managing criminal investi

_critical aspects of ICAP have never be
questions which LEAA and NIJ
evaluation were:

en intensively evaluated. Two impact
planned to assess as part of the impact

e the effectiveness of crime analysis in
supporting patrol and investigations; and

) the extent to which combining a large num-

ber of innovative strategies in a single de-
partment would improve police effectiveness.

EXHIBIT 3

PROJECT PHASE AND EVALUATION PERYOD - STOCKTON

3!4 llzlslk 1|213 |—4

Although portions of the TICAP
ponents (e.g., managing patrol
pations and career criminal), some

alalslali]2]sls

1976 1977 1978

1981 1982
v &% = 1st Grant Phase v mENmE = 3rd §
sessmzemn = 2nd Grant Phase : = gvalu;i?gnpgzzze

The UCSC Evaluation Approach
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ticipating police agencies, i she diversity of the par

have played a major role in Structuring the pro-
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cess evaluation. This complexity was discerned during a review of ICAP
projects prior to the development of a detailed evaluation design. During
the review process notable differences were found in each department's
implementation of ICAP. Although similarities among some or all of the
local sites existed, there were unique aspects to each project. A number
of factors were identified as contributing to this diversity. Some of
these were:

e That the national ICAP Program identified a broad
set of goals and components but relegated the
specification of each ICAP Project's objectives and
activities to the local department. Through this
implementation strategy, each local ICAP project
could be expected to vary its choice of ICAP
activities and the emphasis and resources _that
would be allocated to them.

e That departments joined ICAP at different times
under varying degrees of program specification due
to the evolutionary and dynamic program development
that ICAP experlenced over the years.

e That local conditions, rescdrce 1limitations and
resistance to change required the suspension of
some ICAP components and activities and the adop-
tion of an incremental approach to the phasing in
of others.

The evaluation of the four iIntensive sites and subsequent wvisits to 25
additional sites by evaluators have supported these initial observations
about project diversity and the contributory factors. ‘

The variety found ia the ICAP projects has precluded the application of
any standard evaluation design across all sites. Rather, the approach
utilized has involved the flexible use of a variety of evaluation methods.
A more detailed discussion of this evaluation process and an overview of
the ICAP program's development, its model and method may be found in
Chapter I of the General Besign and Guide for Evaluation of ICAP prepared
by the Science Center. More importantly, our initial project survey
indicated that a formative evaluation of ICAP as practiced (or implemented)
in the field was necessary in order to determine, in actuality, what parts
of the ICAP_prograﬁ model or theory could or could not be translated into
the reality of everyday police cperations.

" Consequently, the current evaluation has been primarily a process~
oriented implementation assessment aimed at specifying:

1) the extent to which key ICAP program components
have been functionally implemented 1in police
departments;

2) the extent to which this implementation has been

facilitated or inhibited by départmental factors;
and
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3) the extent to which the ICAP model has been
incorporated into the planning and decision—
making processes within the department.

Towards these ends, four intensive case studies were prepared which provide
insight into the processes by which ICAP activities are selected and imple-
mented in a department, and the factors which affect their acceptance or
rejection. An activity analysis of 25 ICAP projects was also conducted to
provide a comprehensive field profile of ICAP in relation to the overall
ICAP program model and individual site proposals.

. The process evaluation focuses upon the key components of the program -
crime analysis, patrol @ operations, investigations management and the
serious habitual offender. 1In addressing the implementation of these compo—-
nents we have explored the extent to which various activities were imple-
mented, the extent to which ICAP and départment resources were committed to
various activities, the extent to which training was used to support
activity implementation and the extent to which the activity was integrated
into the routine of the department. It was neither assumed nor expected
that a department would attempt to implement all of the program components
in the ICAP model.

THE ICAP PROJECT IN STOCKTON, CALIFORNIA

The ICAP Program Implementation Guide (Grassie and Crowe, 1978) distin-
guishes between the TICAP Program and the ICAP Projects. This is an
important distinction for both ICAP managers and evaluators. The ICAP
program is‘ the body of literature and knowledge that comprise the OCJP's
conception of ICAP. It is the model that the OCJP would like each partici-
pating police department to achieve during the course of its ICAP funding.
The ICAP project, on the other hand, is what each individual department is
doing with its grant funding. Whereas there is only one ICAP program,
there are potentially 52 different ICAP projects. Depending upon how one
views the process of organizational change at the local level, and the
federal role in that process, one's reaction to ICAP camn be quite differ-
ent. From the perspective of a police manager seeking to upgrade an
agency, ICAP is quite attractive. It offers a broad range of activities
from which to choose. From the point of view of conducting a national
evaluation, the program is methodologically complex because of its numerous
components and different manifestations in each department.

The ICAP process in Stockton has been supported by three consecutive
ICAP grants. The third and final grant began in September 1980. When
Stockton completes its current ICAP grant, it will have participated in the

program for approximately four years at a cost of over 1.3 million dollars
to the federal government.

OVERVIEW OF REPORT
The remainﬁer of this report examihgs the ICAP process in Stockton.
Chapter II discusses the demographic and organizational context within
which the. Stockton project has operated. Past experience in innovating new
programs and increasing workload demands are cited as contributory factors
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behind the department's submission of an ICAP grant application. Chapter
III discusses proposal development and the relatlonship between:the ICAP
program at the national level and the ICAP project in Stockton. Stockton's
proposals are in general conformance with the broad guidelines established
at the federal program level, but also include some proposed and imple-
mented activities unique to Stockton's particular situation. Also
reviewed in this chapter are the organization and management of the project
staff and the procedures followed in the development and implementation of
project activities. Departmental commitment of resources (e.g., personnel)
to the project and integration of the project into departmental operations
is also assessed.

Chapters IV through VII evaluate Stockton's ICAP project in relation to
the major program components of the ICAP model (crime analysis, patrol
manageuent, investigations management and serious habitual offender). Each
chapter provides a background on departmental involvement in the area prior
to ICAP followed by a review of proposed and implemented ICAP activities.
Commentary sections are provided at the eud of each chapter to discuss
major issues and factors- which appear to have some influence on the imple-
mentation process or future project actilvity. ’

Stockton's ICAP project has implemented activities in all four cowmpo-
nents. Major accomplishments in Phase I occurred in the component areas of
crime analysis with the creation of a special crime analysis unit, in
patrol management with the initiation of a Telephone Report Unit as an
alternative means of handling calls for service and in serious habitual
offender with the implementation of improved warrant service procedures.
Phase II, in addition to continuing earlier efforts, planned activities in
the management of investigations, installed a word processing unit for
investigators, conducted tactical patrol operations, and identified the
city's habitual criminals. Phase III calls for implementation of the Phase
II plan on criminal investigations management, equipment upgrade of patrol
units through the addition of mobile digital terminals and the operational
start up of a victim/witness program which was originally proposed in Phase
II. In conjunction with these major areas of endeavor, other supplemental
activities have included revision of offense, arrest and field interview
forms, studies of various departmental operations (e.g., 1nvestigations,
traffic, day patrol) in support of ICAP planning and training of depart-
mental personnel. .

The final chapter of the report presents a summary analysis of the ICAP
process in Stockton. The direction and extent of Stockton's ICAP activity
is discussed in relation to the federal ICAP program and departmental opera-
tions. The fit between federal program guidelines and local department's
project is explored. The applicability and utility of the ICAP model to

local police departments 1is considered on the basis of the Stockton
‘experience. The feasibility and nature of an ICAP impact assessment 1is dis-

cussed as it pertains to Stockton. Some initial data and analyses are pre-
sented which are suggestive of possible program effects. Longer periods of
observation and other improved analytical methods are suggested.
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CHAPTER II

STOCKTON AND ITS POLICE DEPARTMERT

-

The implementation of an ICAP projec¢t represnts a change process which
is shaped not only by the intentions of the project planners and administra-
tors but also by the environmental' context in which ICAP innovatiomns are to
occur. The setting into which the ICAP program is introduced can have
significant bearing on the choice of specific project activities to be
implemented and the nature and extent to which these activities are carried
out. Environmental factors can also have a major influence on the results
which ICAP~supported activities can obtain. For these reasons the function
of this chapter is to provide a general background description of the
community and police department in which the Stockton ICAP project was
implemented. The purpose of this information is to establish an orienta-
tion and perspective from which the direction and progress of the ICAP
project in Stockton can be viewed. Hopefully, it may also provide some
ingsight into those pre—existing conditions which potentially facilitate or
hinder the ICAP implementation process.

The focus of this chapter will be on the broad context in which ICAP
has been implemented in Stockton. The role of particular environmental
factors will be more extensively delineated in later chapters as they
pertain to the implementation of specific project activities. While the
relationship between the demographics presented in this chapter and the
ICAP project can not be clearly specified, they do represent indicators of
the societal and organizational milieu in which the project operates. 1In
estimating the generalizability of ICAP from Stockton's experience, an
awareness of this environmental context becomes an important consideration.

THE - CITY

The city of 'Stockton, California is the largest city in San Joaquin
County. It encompasses an area of 40.38 square miles and has a population
of 145,841 people. .  Stockton has experienced rapid growth in population;
roughly one~fourth of the current population has been added in the last
decade. The rate of population growth has also more than doubled from its
estimated two percent in 1973. In addition to this on=-going population
surge, there Is a seasonal augmentation of population by migrant farm
workers. Minorities comstitute slightly over one—third of the population;
Mexican-Americans represent the 1largest minority group comprising 18
percent of the population followed by Blacks with 11 percent. Although the
city has a diversity of d1industries and serves as -an inland port of
ocean-going vessels, it is best known for its agricultural production from
the San Joaquin Valley. The city operates under a Council/Manager form of
government with the Chief of Police appointed by and reporting to the City
Manager. Major municipal decisions and appointments made by the City
Manager are subject to Council approval. ’
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City budget for fiscal year 1979-80 is in the 49 million dollar range
and city employees, including police, number slightly over 1,000.  Roughly
one~fourth of the- city budget is spent on police. This makes the Stockton
Police Pepartment the largest single department within the city. It is
also the agency with the most personnel. Exhibit 5, presented in the next
section, displays both the police budget and personnel figures since 1975.
Per capita costs for police services in Stocktomn are higher than in many
cities of similar size and have steadily increased.! These increases can
be attributed, in some measure, to the rate of inflation which has out-
stripped even Stockton's remarkable population growth. Other sources of
this increase come from the city councils' decision to 1increase the
department's authorized sworn manpower, and the addition of personnel to
operate a computer—aided dispatch (CAD) command center for all community
services (e.g., police, fire, ambulance).

Stockton's growth has resulted in a rapid development of its northern
section and some revitalization of its port and downtown areas. Despite
such expansion, poverty and unemployment are persistent problems particu-
larly in the southern and central sections of the city which have the
heaviest concentration of minorities. Due to the increase in residents,
there 1is a general need to expand all city services to meet growing
demands. Meeting these demands has become increasingly difficult since
various state legislative propositions (e.g., proposition 13) have
curtailed Increases in taxes and government expansion.

One persistent problem in the city of Stockton, exacerbated by this
increased service demand, has been the high rate of crime. Over the last
five years, Stockton has had ome of the higher reported crime rates in the
country. For per capita Part I crime, Stockton usgually ranks in the top 30
percent nationwide. Prior to 1978, the crime index had been steadily
_increasing since 1973. Excepting 1978, this trend appears to be continuing
with the 1979 figure reaching an all time high. The semi-annual figure for
1980 exceeds the 1979 value for the same time period. However, a somewhat
different picture emerges when the population growth i1s considered. As
reflected in Exhibit 4, the per capita crime rate has not shown such a
growth pattern. Although there is no discernable trend, annual crime rate
per 1,000 population for the years 1978 and 1979 is below that of the three
previous years. For the Stockton Police Department, the tangible value of
this decline in the rate of reported offenses is negligible as long as the

total volume of criminal offenses to which they must respond continues to
rise.

lper capita costs for law . enforcement in 1978 for: Aurora, COL
($36.50); Hampton, VA ($52.16); Hollywood, FL ($60.99); Garden Grove, CA
($52.20); Macon, GA ($30.91); Topeka, KS ($39.31); Torrance, CA ($70.56);

Stockton, CA ($63.53). Source: Expenditure and Employment Data for tha -

Criminal Justice System 1978-Draft, Bureau of the Census, Dept. of
Commerce. :
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EXHIBIT 4

STOCKTON CRIME INDEX2

TOTAL PART I CRIME RATE
YEAR CRIMES PER 1,000
1974 10,872 94
1975 12,025 102
1976 12,487 102
1977 12,911 100
1978 12,611 93
1979 13,753 95
1980 (6 mos) 8,024

- - BRI

The Police Department

The Stockton Police Department is one of the larger police departments
in the state of California. Only a dozen or so other California cities
exceed the Stockton Police Department in personnel and budget. As with the
city itself, the department has been experiencing growth and change over
the last decade. However, the concept of the progressive police department
is not new to Stockton. A citizen'’s committee report on the police in 1949
suggested such ideas as civilianizing some police positions, on—the-job
training, and matching manpower to workload requirements. Exhibit 5 pre-
sents a profile of the Stockton Police Department over the last six years.

The Stockton police force currently consists of 389 personnel: 241
sworn officers, 22 civilian community service officers and patrol aides, 32
civilian command center personnel, and 94 other civilian employees of which
roughly one~third are part time aides (e.g., CETA positions). As can be
gseen in Exhibit 5, sworn officers per thousand of population has been
steadily decreasing due to the population growth. The authorized increase
in sworn officers for 1980 has reversed this trend to some extent. In

250urces: Federal Bureau of Investigation Annual Report, Crime in the
United States, eds. 1974-1979., Stockton Police Dept. ICAP proposal. U.S.
Census Bureau. Crime rate figures have been rounded to nearest whole
numbers and are appruximations based on estimated populations interpolated
between the 1970 and 1980 census figures using an accelerated growth rate
for the last six years.
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- PROFILE STOCKTON POLICE DEPARTMENT3

EXHIBIT 5

CHARACTERISTICS

1977

806

1975 1976 1978 1979 1980
Police Budget* 5,859 6,833 7,542 | 8,195 9,482 10,066
Per Capita Cost 50.50 57.42 61.31 63.53 69.72 69.90
Sworn Personnel '1 214 218 224 231 231 241
Civilian Personnel 63 65 65 |y 66 94 148
Officers per 1,000 A : ‘”
Population 1.79 1.77 1.73 1.69 1.60 1.67
Calls for Service 117,718 | 126,484 | 132,987 | 125,463 | 115,112 86,332
(9 mos)
Calls per patrol e
officer/year -— 1,160 1,216 1,151 1,046 —
Calls per citizen/ ,
year .98 1.02 1.03 92 +80 —
Arrests for Part 1
Offenses 884 850 912 1083 —

*In:thousands of dollars

3sources: Stockton Police Department Annual Reports, ICAP Proposals, U.S. Cengus Bureau.
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comparison to other cities 1in Stockton's population range, the current
ratio falls in the lower middle half of the range. Stockton's utilization
of civilians, as reflected in the ratio of sworn officers to civilians in
the department has not been as great as many police departments.5 However,
in the last two years it has increased its utilization of civilians. As a
consequence, officers have been reassigned to patrol from other positions.
This has contributed to a 35 percent increase in the number of sworn
officers assigned to patrol in 1980. Stockton's patrol officers are among
the busiest in the state. A 1979 job analysis survey conducted by the
Commission on Peace Officer Standards and Training (POST) indicated that
many basic patrol officer tasks are performed with more frequency by
Stockton officers. Exhibit 6 presents the estimated patrol officer monthly
performance of selected groups of tasks for Stockton, California and 20
police departments of comparable officer strength. As can be seen in these
figures, the frequency with which Stockton's patrol officers must perform
these tasks is greater than most other departments. This higher frequency
of performance was true for the majority of the 33 groups of job tasks
surveyed by the study.

Physically, the bulk of departmental personnel operate out of a central
police facility located in downtown Stockton. There are, however, four
satellite police facilities operating throughout the city as part of a
neighborhood police program. While these satellite facilities do not
operate around the clock, they are open on weekends during the daylight
hours.

Organizationally, the department 1s divided into two branches: 1)
Administrative Services and 2) Operations. Each branch is commanded by a
deputy chief who reports directly to the chief as do the Special
Investigative Unit and the Legal Advisor. All other divisions, sections,
and units report to the deputy chiefs. The current organizational chart of
the department is presented in Appendix A. For the most part adminis-
trative services encompasses the traditional staff functions of personnel,
training, accounting, records, identification, warrants, community programs
and other support services. Operations has the line functions of patrol,
traffic, investigations, vice, narcotics, and juvenile. It also contains
an Operatlons Support section which develops, implements and monitors the

40fficers per thousand population in 1979 in: Aurora, COL (1.77),
Hampton, VA (1.43), Hollywood, FL (2.18), Garden Grove, CA (1.24); Macon,
GA (1.85), Topeka, KS (1,88), Torrance, CA (1.53) —~ Source: Federal Bureau
of Investigation Annual Report, Crime in the United States, ed. 1979.
Bureau of the Census, Department of Commerce.

5A 1979 study of 34 California police departments by an independent
research group known as Cal-Tax indicated that for 25 cities the proportion
of civilian employees in the department was greater than that of Stockton
(Law Enforcement Workload Study, FY 77-78).
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EXHIBIT 6

ESTIMATED MONTHLY TASK GROUP PERFORMANCE
BY PATEOL OFFICERS

COMPARABLE PERCENT DIFFERENCE

TASK GROUP STOCKTON DEPARTMENTS w/COMP. DEPTS.
Arrests 31.1 14.3 +150
Emergency Driving ' 32.6 24,5 +62

Situations involving
Explanations to Citizens, g
Advising or Counseling 106.8 82.1 ‘ +30

Mediating in Situations
in which Officers are
Confronted w/Hostile

People 53.0 26.9 +97

Testifying in Court 6.0 3.3- +82

the ICAP project. This section was created as part of a departmental
reorganization plan which was one of the ICAP project's first year
activities. This reorganizaiton is discussed further in Chapter III.

Patrol accounts for the bulk of personnel 127

followed by investigations (21 sworn g}ficers) ;;d t;:?;?z ?ggiczsiiﬁ
officers). Eighteen officers are located in the Administrative Branch.
The remaining sworn personnel are divided among Vice, Narcotics and special
details. Starting salary of beginning patrol officers is ‘approximately
$15,000 per annum. Performance evaluations are made annually and all
promotions are from within the department. Applications for employment
exceed positions available and recruits receive 420 hours of basic
training. Probationary status is for a year and a half. Average age of
the department's officers is 32 years, average time on force is six years
and average level of education is two years of college. All officers unde;
the rank of lieutenant receive 40 hours of advanced training each year in
addition to any specialized school they may attend.

6source: California Entry Level

Law Enforcement Offic
Agency Feedback Report, 1980. ice Job Analysis
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Attitudes towards the department and its management are, for the most
part, positive. 1In a survey of sworn officers conducted as part of the
evaluation, over three quarters of the officers rated themselves as "Satis—
fied" or "Very Satisfied” with top administration, their immediate super-
visor, organization of the department, and theilr current Jjob assignment
(See item 3 of the questionnaire in Appendix F for the percent of respon-
dents choosing each category). Officers have not been as satisfied with
the level of remuneration and benefits. While not a union in the usual
sense of the word, the local police officers' association serves as a
spokesman for most non-managerial sworn personnel. In 1979, affiliated
officers engaged in a work slow down as the city councll negotiated the
budget. In 1980, a three day "Blue Flu" or sick-out occurred under similar
circumstances. Subsequent to this event officers were budgeted for a
substantial increase in wages over the next three years and an increased
uniform allowance.

Managerial style tends to follow traditional chain of command proce-
dures with the power to make decisions and implement policy residing at
upper management levels. Officer input and participation is utilized in
developmental activities, but final approval and/or modification of most
plans rests with top administration. A commonly used technique, for both
ICAP and other activities, is to establish a committee of personnel from
relevant sectlons or units of the department to work on a particular task
or problem in which the desired end result or objective is outlined by top
administrators. The group's solution or plan 1is then reviewed by top
administrators for adoption and/or modification. In the survey of offi-
cers, roughly two—thirds of the respondents agreed in varying degrees with
the statements that officers participate in decisions concerning adoption
of new programs and that command 1s open to suggestions about how changes
should be implemented (See items 5A and 5VV, Appendix F). However, more
officers (87%) endorsed the statement that when changes are made, they are
usually introduced from the top down (See item 5P, Appendix F). A signi-
ficant minority of officers (42%) also agreed in varying extents with the
statement that many programs are started and stopped at the discretion of
command (See item 5FP, Appendix F). Both perceptions tend to suggest a con-
siderable amount of centralized control concentrated at the command staff
level.

ADOPTION OF ICAP: PREDISPOSING FACTORS

While there are wusually a wmultiplicity of influences which bring a
department to attempt major innovations such as ICAP, certain factors seem
to play a more prepotent role. This section reviews those factors which
seem the most relevant to the department's decision to seek and implement
an ICAP project. One factor which previous research has shown to be rele-
vant to technological innovations 1n local services 1Is an agency history of
innovation (Yin, et al., 1976).

Being involved in special and imnovative programs was not new to the
Stockton Police Department. Prior to, and concomitant with ICAP, the
Stockton Police Department had implemented other special programs, many of
which were geared towards increased community involvement and crime preven-
tion. These programs included a Neighborhood Police Program, and DUI
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Program, Neighborhood Watch, Women's Awareness Program, Senior Citizens
Assistance Program and False Alarm Reduction Program. The department had
been cited by the Governor's office as a model for crime prevention
programs. Other department efforts have included:

e provision of specialized training to selected
officers for service as Field Training Officers,
Field Evidence Technicians, X-9 Officers, or
members of the S.W.A.T. Team;

® development of a management Iinformation system
(SPM1S) which can provide up—to-date data on
calls—for—-service (CFS), response time, arrests,
crime problems, etc.;

e increased utilization of paraprofessionals {Com—
munity Service officers and police trainees) for
specific nonhazardous law enforcement duties;

e reallocation of patrol manpower from static
three shift scheduling to staffing which wore
closely approximates CFS workload;

e Installation of a consolidated fire and poiice
computer aided dispatch system (CAD); and,

e participation in "STING" type operations and
interagency burglary and narcotics squads.

The previous activities may have provided the department with experience
and competence in innovating new projects. ICAP survey results found that
only nine percent of the respondents felt that their job performance was
unfavorably affected by frequent changes in policy and procedure (See item
5M, Appendix F). Eighty-two percent tended to agree with the statement
that the department minimized the disruptions which occur when changes are
made (See item 5QQ, Appendix F).

The existence of managerial and chief executive attitudes favorable
towards new activities has also been ¢éited as an important eleiment in  suc—
cessful innovations. Besldes the tacit approval needed for the implementa-
tion of the activities just discussed, command support for new activities
is also suggested in the ICAP survey results. Seventy-seven percent of the
officers surveyed disagreed to some extent with the statement that most of
the people in power were afraid to try innovative programs (See item 5V,
Appendix F). These departmental factors supporting the adoption of the
ICAP program were augmented by the iIncreased enforcement and order
maintenance needs engendered by the city's rapid population growth.

In 1977, when Stockton's ICAP application was drafted, both crime and
calls for service (CFS) had been steadily climbing over the previous years
(See Exhibits 4 and 5 for specific figures). A study conducted by the
department in 1977 of ten cities similar in population to Stockton
‘indicated that Stockton had the second highest rate of CFS per citizen and
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the highest rate of CFS per officer. A comparison of 1977 with 1975 as a
base year indicated that although the number of sworn officers had
increased by five percent, the annual number of CFS has increased by %3
percent; reported crime had increased by seven percent. Not only did
Stockton have a high rate of crime and CFS, but the rate of growth had
exceeded that of sworn officers. The need to develop more effective
responses with already strained resources required the consideration of
alternative approaches.

Congidering this departmental background, the ICAP model could be con-
sidered a logical next step for the Stockton Police Department tc make.
Because of its broad programmatic scope and emphasis on integration, ICAP
represented the opportunity and resources needed for the department Lo con~
tinue its development of the specialized units and - services wusually
required in larger departments yet, at the same time, provide an emphasis
on the improved coordimation of all enforcement activities. 1In 1978 Stock-
ton began operation of its ICAP project. 1In the chapters that follow the
major aspects and program components of Stockton's ICAP project will be
reviewed and discussed. Each chapter on a program component begins with an
introduction which provides a general background description of depart-
mental involvement and activity in that particular program component area.
This is followed by a review and assessment of the specific ICAP project
activities which were proposed and/or implemented. As can be seen in
Exhibit 4 and 5, the steady, unabated increase in both crime and CFS did
not continue in the years 1978 and 1979. Total Part 1 crime was lower in
1978 than in 1977 and level of CFS has been at its lowest in four years.
Possible relationships between these data and departmental operations will
be explored in Chapter VIIL entitled Initial Assessment: The ICAP Process
and Impact in Stockton. '
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CHAPTER III

THE STOCKTON ICAP PROJECT: AN OVERVIEW

As outlined in the previous section of thke last chapter, Stockton's
ICAP project evolved out of a need to develop alternative approaches for
handling an increasing rate of crime and calls for service. Knowledge of
the ICAP program was obtained through LEAA's publication of Discretionary
Grant Guidelines and a grant application was developed and submitted by the
department's Criminal Justice Planner. The first phase of Stockton's ICAP
project was funded for one year ($225,968) in February 1578, followed by a
second phase award in February 1979 for 18 months ($450,000), and a third
phagse beginning in October 1980 for an additional 18 months ($600,000).

The purpose of this chapter is to provide a general overview of the
project from its inception up to and including the first month of Phase III
operation. The evaluation time period for on site observation corresponds
roughly with Phase II of Stockton's project. Aspects of Stockton's ICAP
project which are not directly relevant to the four ICAP program components
(L.e., crime analysis, patrol management, management of criminal investiga-—
tions and serious habitual offender) are also addressed in this chapter.
Topics include such matters as project management and staffing, budget,
departmental support, implementation approach and general analysis of
proposed and implemented activities.

STOCKTON'S GRANT APPLICATIONS

All three of Stockton's grant applications follow the same conceptual
format. The major areas of programmatic effort are described as
"Approaches”. Under each approach, there is a series of "Project Thrusts"”
and, in some instances, “Subthrusts". For each thrust, the grant applica-
tion provides a narrative overview, a set of one or more objectives and an
operating work plan and schedule. Appdendix B contains the approaches,
thrusts, narrative overviews and objectives for all three phases of
Stockton's ICAP project. In each phase, once funding had been .approved, a
revised work plan was submitted to LEAA.

The proposals are logical and straightforward in their presentation.
Work plans and objectives are specified enough to permit identification of
who will undertake what types of activities. and when they will be initi-
ated. Although the objectives do not explicitly specify the evaluative
eriteria to be used, many are sufficiently clarified that some type of
measurement procedures can be developed.

In the first year, the four general areas or approaches addressed by
the ICAP project proposal were briefly: . .

127

Preceding page blank

i



26

CHAPTER III1

THE STOCKTON ICAP PROJECT: AN OVERVIEW

As outlined in the previous section of the last chapter, Stockton's
ICAP project (evolved out of a need to develop alternative approaches for
handling an increasing rate of crime and calls for service. Knowledge of
the ICAP prog;'ém was obtained through LEAA's publication of Discretionary
Grant Guide¥ines and a grant application was developed and submitted by the

i

departmen‘;}‘s Criminal Justice Planner. The first phase of Stockton's ICAP
project was funded for one year ($225,968) in February 1978, followed by a
second phase award in February 1979 for 18 months ($450,000), and a third
phase beginning in October 1980 for an additional 18 months ($600,000).

The purpose of this chapter 1s to provide a general overview of the
project from its inception up to and including the first month of Phase III

-operation. The evaluation time period for on site observation corresponds

roughly with Phase II of Stockton's project. Aspects of Stockton's ICAP
project which are not directly relevant to the four ICAP program components
(i.e., crime analysis, patrol management, management of criminal investiga-—
tions and serious habitual offender) are also addressed in this chapter.
Topics include such matters as project management and staffing, budget,
departmental support, implementation approach and general analysis of
proposed and implemented activities.

STOCKTON'S GRANT APPLICATIONS

All three of Stockton's grant applications follow the same conceptual
format. The major areas of programmatic effort are described as
"Approaches”. Under each approach, there is a series of "Project Thrusts"
and, in some instances, "Subthrusts”. For each thrust, the grant applica-
tion provides a narrative overview, a set of one or more objectives and an
operating work plan and schedule. Appdendix B contains the approaches,
thrusts, narrative overviews and. objectives for all three phases of
Stockton's ICAP project. In each phase, once funding had been approved, a
revised work plan was submitted to LEAA.

The proposals are logical and straightforward in their presentation.
Work plang and objectives are specified enough to permit identification of
who will undertake what types of activities and when they will be initi-
ated. Although the objectives do not explicitly specify the evaluative
criteria to be used, many are sufficiently clarified that some type of
measurement procedures can be developed.

In the first year, the four \’general areas or approaches addressed by
the ICAP project proposal were briefly:
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® Integration and coordination of Stockton Police
Department's career criminal effort with that of
the local prosecutor-

® Organizational, managerial, and informational
enhancement of departmental resources and
services (e.g., crime analysis, offense
reporting, departmental reorganization, career
criminal identification);

8 Study and enhancement of criminal investigations
management;

[ ] Officer training program.

With modification and expansion to five areas, these general approaches
were continued into the second phase. The additional approach (See
Appendix B, Phase II, Approach 3) detailed the creation of a special patrol
unit and plans for proactive apprehension tactics. Although not formally
acknowledged in the proposed approaches, the Phase III application speci-
fied the continuation of earlier phase activities. Three of the four
formally proposed approaches focused on the area of criminal investigations
management. These approaches were aimed at: '

¢ Supporting and enhancing patrol's role and capa~
bility to conduct investigations;

® Developing a case tracking system;

® Officer training program on managing criminal
investigations.

The other Phase III approach reiterated the first approach of the Phase II
proposal (See Appendix B).

PROPOSED AND IMPLEMENTED ACTIVITIES

As was discussed in the previous chapter, the ICAP program provides
local police departments with a wide range of possible activities to imple-
ment. Stockton, like many other projects which operate under broad program
guldelines, possesses considerable flexibility in the specification and
actual implementation of project activities. Thus, it is important to dis-
tinguish between the project as proposed and the project as implemented.
Situations may arise which prohibit, prevent or postpone the implementation
of some proposed activities. Circumstance and necessity may require or
promote the adoption of other and/or additional unproposed activities.
Invariably, activities as proposed are seldom implemented in their original
form due to departmental input. Also, there is often reaction and/or
resistance to the implementation process. Stockton's ICAP project has
evolved as a function of all these factors. The purpose of this section is

28

to summarize the ICAP activities — proposed and unproposed — implemented by
the Stockton Police Department in the first two phases of the project.
These are displayed in Exhibit 7 entitled "Stockton ICAP Activity Matrix”.

For the purpose of distinguishing between the national program and
local project aspects of this matrix, activities within each major program
component have been classified as either program specific, project
emphagsized or site specific. The category to which each activity has been
assigned is based upon the general degree of emphasis that the activity has
recelved in program guidelines, publications and cluster conferences.
While there are very few project activities that cannot, in some fashion,
be related to the ICAP model or its program components, there is a
continuum which ranges from a certain core group of activities which are
most commonly associated with all ICAP projects to ICAP supported local
activities which are found in only one or two sites. The tripartite
classification used in Exhibit 7 is provided to 1indicate the mix of
program to site specific ICAP activities undertaken in Stockton. The
classification of an activity into one of the three categories is based on
the following general cpiteria: '

Program Specific =~ These are core activities which
have received major treatment in ICAP program
manuals such as the Program Implementation Guide.
Information on these activities is requested on the
National ICAP Quarterly Reporting System form.
Crime analysis and patrol operations have received
the most extensive program specification. Most
activities assigned to thils category are common to
almost all ICAP sites.

Project Emphasized - These are activitles which have
received less attention i1in formal ICAP program
material, but which national ICAP program adminis-
trators have espoused.:- The adoption of these activi-
ties has been suggested to local ICA? projects and
information about these activities has been dissemi-
nated to project managers at ICAP meetings.
Activities such as crime prevention, performarnce
appralsal, serious juvenile offender and improved
warrant services are examples of such project
emphasized activities.

Site Specific -~ Although supported by ICAP funds,
these activities receive 1little or no mention in
ICAP program documents; 1n addition they are not
major topics of discussion at ICAP wmeetings. They
are usually unique to the particular site im which
they are implemented. Activities classified in this
category are often viewed as prerequisites which
must be implemented in order to support more typical
ICAP activities. Stockton's installation of a
Report Transcription . Unit for investigators
represents an example of this type of activity.
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EXHIBIT 7

STOCKTON ICAP ACTIVITY MATRIX

GRANT PERIOD IMPLEMENTED

ICAP ACTIVITY AREA. Activiry
Proposed I II II1
2/78~1/79 2/79-8/80 9/80~2/82
Crime Aralysis
PROGRAM SPECIFIC
Crime Analysis Uni: - I
Revised Offense Report Implemen:edéonlzging d
Revised Arrest Report Izgle egted
Revised Field Interview Form Imﬁleziﬁt:d
Patrol Training {n Crime Analysis I {Implemented
PROJECT EMPHASIZED
Automate Crime Analysis System I1 Work initiated/not
' operational
Patrol Management
PROGRAM SPECIFIC
Telephone Report Unit 1 ‘ ‘
Call Prioritization §$§i::::§§:;2§:§2i:§
Temporal Deployment Implemented | Implemented/
Trafficl
Patrol Officer Training I & I1 |Implamented| Implemented/
Patrol Follow-up Imvestigations 111 ) modifieq
Workload Study Implemented/ Flanned
PROJECT EMPHASIZED pey W?tCh
Community Crime/Police Survey I
Tactical Response Suppoort Tnplensatad
(alarms, cameras) n
. Implemented/on—
ICAP Steering Committee Patrol I Imglemencedjgg-ggisg
SITE SPECIFIC
Departmental Reotganizétion I
3 Inpleae
ICAP Tactical Response Unit II ? need Imple d/
Patrol Mobile Digital Terminal 111 TP ienente °“§§Z$§gd
&
30

et i e i ittt s et 1

EXHIBIT 7

. STOCKTCN ICAP ACTIVITY MATRIX (cont'd)

ICAP ACTIVITY AREA

Activity
Proposed

GRANT PERIOD IMPLEMENTED

I
2/78=1/79

II
2/79-8/80

ITI
9/80-2/82

Managing Criminal Investigations
PROGRAM SPECIFIC

Patrol Officer Training

Detective Training

Investigating Self-Assessment

Studies

Cage Screening

Patrol Case Closure

Patrol Follow-up

Case Management/Monitoring
Procedures

Patrol Preliminary Investigation

PROJECT EMPHASIZED

ICAP Steering Committee =
Investigation

SITE SPECIFIC

Investigative Word Processing
Unit

I&III
111

I

Il & III

II & III
III -

II & fII
III

I

II

Implemented
Implemented

Implemented

Implemented

Implemented

Implemented

Planned
Planned

Planned
Planned
Planned

Planned
Planned

Serious Habitual Offender

PROGRAM SPECIFIC

Liaison with Prosecutor
Establish joint criteria for SHO's
SHO File
Patrol SHO Mugbook
Prosecutor Feedback on SHO cases
SHO' Post—-Arrest Screening
Proceduras for Police iaput
into plea negotiation and
sentencing
Procedure for QFfender/
Release notification

PROJECT EMPHASIZED
Warrant Services

Serious Juvenile Offender
Victim/Witness Program
SITE SPECIFIC

Intelligence Coordinataor Position

o H

II & III

II

I

IT & IIX

Implemented/on-going

Implemented |

Iuplémented/on-going
| Implemented
Implemented/on-going

Implemented

Planned

Implemenced/on~going

Implemented/on-going

Implemented

Iﬁplemen:ed/on—going

]

Planned
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This wunit was considered necessary in order ¢to
provide sufficient free time to investigators for
implementation of program specific criminal
investigation management activities.

As can be seen in Exhibit 7, the bulk of Stockton's activities are
based on the more conventional ICAP guidelines. This is particularly true
in the component area of crime analysis which represented a new function
for the department. Activity in the other component areas is a bit more
diverse, but the majority of these activities follow formal program
literature. No component area is notably different from any other in the
mix of activity types. More activities (30) were implemented in Phases 1
and II than were formally proposed (27). However, not all proposed activi-—
ties were implemented; approximately one—quarter were not substantively
initiated in either phase. Comsequently, of the total number of activities
implemented, 70 percent were formally proposed and 30 percent were not.

Overall, these ©rough estimates and classifications suggest that
Stockton's ICAP project reasonably reflects some of the major tenets of the
national ICAP program and the intentions of the local project plan. The
presence of some site specific and unproposed activities demonstrate
Stockton's customizing of ICAP to meet department needs. In general, pro~-
ject effort has been equally distributed in each of the four major program
components although not simultaneously. Early Phase I work centered on the
crime analysis and serious habitual offender aspects of the project. Later
Phase I activity was geared more towards patrol and establishing the founda-
tion of the managing criminal investigations component. Phase II main-
tained efforts in all four areas with notably increased emphasis on the
investigations area. Implementation of the activities presented in Exhibit

7 are detailed in subsequent chapters on each of the four major program
components.

ICAP PROJECT STAFFING AND MANAGEMENT

Stockton's ICAP staff comprise the department's Operations Support Sec-
tion which was created as part of the project's Phase I activities. This
reorganization consisted primarily of moving the community relations-crime
prevention section out of the Operations Branch over to Administrative
Services and discontinuing Administrative Service's planning and research
section. Personnel and functions of this planning- and research section
were Incorporated into the new Operations Support Sectieon. See Appendix A
for organizational charts of the Stockten Police Department - before and
after ICAP implementation. ’

As a result of this organizational arrangement, ICAP project staff
(i.e., persons who worked on the planning and implementation of ICAP
activities) constituted a heterogeneous group of personnel, some of whom
are fully supported by project funds and others who are paid by the
department. In addition, all operation support staff engaged to varying
extents in departmental planning and research activities which, though ICAP

32

related, were not part of the formal proposed activities. Operationally,
this had the advantage of integrating and blending ICAP activities in with
other departmental efforts. Organizationally, placing the ICAP project on
the Operations side of the department is in keeping with the ICAP Program
Implementation Guide. : .

The Deputy Chief of Operations was designated as ICAP Project Director
responsible for overall coordination and direction of the project. <Since
the ICAP project began, there have been two Project Directors. A new
Deputy Chief replaced a retiring Deputy Chief who had served as the origi-
nal Project Director. Actual operation of the ICAP project on a day-to~day
basis is directed by the Project Manager who also heads the Operations
Support Section and, as such, 1is a member of the command staff. The
Project Manager was the department's Criminal Justice Planner who prepared
the ICAP grant applications for the department.

The Project Manager divides responsibility for work on major components
of the ICAP project among his staff of seven civilians and three sworn offi-
cers assigned to the Operations Support Section. The Project Director,
Project Manager and the three sworn officers are supported by departmental
funds. Civilian positions are ICAP supported. . Because of personnel
changes, major areas of ICAP responsibility were shifted among personnel
during the second phase .of the project. At the start of Phase II1I, Opera-
tions Support Section staff and thelr areas of responsibility and activity
were:

e Intelligence Coordinator = Sworn officer in
charge of supervising Crime ~ Analysis Unit,
responsibility for some aspects of serious
habitual offender and managing criminal investi-
gation components.

e Strike Team Coordimator - Sworn officer in
charge of coordinating special patrol squad
(Strike Team) and other patrol management activi-
ties; responsibility for most aspects of serious
habitual offender component.

e Tactical System Officer - Sworn officer in
charge of placing and maintaining tactical equip-
ment (e.g., cameras, alarms); assists in other
patrol related activities.

e Crime Analysts — One senlor and one junior
civilian crime analyst who operate unit under
direction of the Intelligence Coordinmator.

e Police Clerk Supervisor — Civilian supervisor of

word processing units - Telephone Report Unit
and Report Transcription Unit.
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® Project Administrative Aide =~ Civilian who
serves as grants coordinator; responsibility for

some aspects of managing investigations compo-
nent.

e Clerical/Data Support Clerks - Three to four
civilians who assist in collection, preparation,
typing, etc. of reports and correspondence.

With the exception of the crime analysts and some clerical staff, all per-—
sounel report directly to the Program Manager who reports to éhe Deputy
Chief of Operatioms. With the exception of a couple of additional clerical
positions, the number of ICAP staff changed little between Phases I and II.

No persomnel changes occurred in the first phase of the project. 1In
Phase II, however, turnover of personnel was extensive enough to require
the reéssignment of tasks and responsibilities among ICAP staff members.
Early in the second phase, the Project Administrative Aide who conducted
the initial investigative management studies resigned. The new aide, while
having work experience with the city government, was new to the depa;tment.
% period of training and familiarization with departmental operations and
job responsibilities was required. The analyst who originally set wup
?tockton's crime analysis unit operations also resigned some ten months
into Phasg IT to work as a comsultant on a national police technical assis—
tance project. The analyst's aide, who had some experience and training in
the unit working as a data entry clerk and assistant to the analyst, was
placed on probationary status as the new analyst. Unlike the oriéinal
ana%yst, the new analyst had no previous officer experience and was not as
familiar with the officers and departmental operations. In order to retain
these qualities within the unit, the Project Manager reorganized staff
assignments. The Intelligence Coordinator was assigned to supervise and
support the new analyst's work. This insured the input and review of a
sworn officer on crime analysis reports and operation of the unit. Some
seven months later, the new analyst decided to move out of state and work
for another police department. After this resignation, further reorganiza-
tion of the crime analysis unit was undertaken. The Intelligence Coordi-
nator was relieved of most responsibilities in the serious habitual
offender area in order to devote more time o the crime analysis unit. Two
analyst positions, one senior and one junior, were established and filled.
geither analyst had previous experience in crime analysis, although the
junior analyst 1s quite familiar with ICAP operations haviné served as an
aide to the Intelligence Coordinator on serlous habitual offender activi-
ties. It is expected that a period of orientation and training will be
necessary before these analysts are fully productive.

Less extensive changes also occurred in relation to the Strike Team
Coordinator position. Originally, two sworn officers served in this capa-
city, but it was later reduced to one position. This occurred after both
coordinators were, of necessity, returned to patrol during a work slow down
action. Assessment of the coordinator's tasks indicated that one officer
would be sufficient. This single Strike Force Coordinator was assigned
responsibility for those serious habitual offender tasks performed by the
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The net effect of these Phase IL personnel changes was to slow down or
impair progress in various areas of the ICAP project. Project manager's
time had to be expended in the personnel recruiting and selection process
rather than implementation planning. New and/or inexperienced personnel
required various periods of training and orientation in order to learn
their job tasks. Most importantly perhaps, the time and efforts of the
more experienced staff had to be spread over a variety of ICAP activities
in order to maintain a sufficient degree of direction and support to their
implementation. TFor Phase I ICAP staff, the areas of specialization and
assigned work were more clearly and coherently delineated. Quite likely,
the thoroughness and time which ICAP staff members could expend on any
gilven activity was diminished in Phase II as ICAP efforts expanded and the
core of original personnel decreased.

Role of the Project Manager

The Project Manager performs a dual role within the management of the
Stockton Police Department. As head of the Operations Support Section, the
project manager supervises a line support unit; as manager of the ICAP
project, the manager becomes the prime mover for change within the depart-
ment. In most cases, thils dual role facilitates the development of those
ICAP project activities which either alleviate the necessity of sworn
officers handling some tasks or aids their perfcormance of others. Role
conflicts arise, however, when ICAP activities under the direction of the
Project Manager, are more directly operational. Efforts at implementing
some ICAP Ilnnovations in patrol and investigations are occasionally viewed
as situations in which a support section is attempting to determine the
conduct of an operations section. When serious enough, these situations
are resolved by the Chief or Deputy Chief of Operatlons. This could be
alleviated by assigning ICAP as a special project reporting to the Chief.
However, ICAP's organizational placement within a recognized, functioning
division helps to establish with other divisions and sections that changes
implemented by this section are intended to become part of the departmental
landscape. The project manager, by being a member of the command staff,
and not on special assignment, reinforces this point.

Weekly ICAP staff meetings are held by the project manager for purposes
of updating and integrating the individual activities of each staff member.
Project Manager involvement in activities is minimal after initial planning
and 1mplementation efforts have been -completed. The manager assigns
responsibility for various tasks and aspects of project activities to the
staff and monitors their performance. Problems which arise in the conduct
of 1ICAP activities or unit operations are handled by the manager,
especially i1f they involve other sections or units of the department.

Beyond these supervisory activities, the key role of Stockton's ICAP
Project Manager seems to be as the harbinger of change. In some respects,
the Project Manager has become the department's resident innovator. While
not an especially popular role at times, its importance lies in the fact
that it has been accepted within the department. The Project Manager's
presence at command staff meetings 1is indicative of the Chief's commitment
to ICAP as a possible mechanism for improving departmental operations. The
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presentation and application of the ICAP program and model to departmental
operations at this upper level of decisionmaking represents a crucial
function of the project manager's role in Stockton. '

ICAP FUNDING

The level and allocation of funds can be reflective of project
management and areas of project emphasis. When viewed in conjunction with
the types and extent of implemented project activities (reviewed in the
next four chapters), they provide an additional dimension to project
description. Exhibit 8 entitled Stockton ICAP Budgets presents the ICAP
line item budgets for Phases I through III. As can be seen in the Total
Budget figures, each successive phase has been funded at roughly 200,000
dollars more than the previous phase. Figures for Phases II and III
represent roughly five percent of the department's total budget.

In estimating actual project costs, a number of additional factors must
be considered. Both Phase II and III budgets cover more than a one year
period. Both phases were proposed to run for 18 months. Phase II was
extended for one additional month of actual operation. One third of the
proposed Phase III budget is local match, most of which is earmarked for
the purchase of mobile digital terminals for police vehicles. 1In previous
phases, local match only comprised around 10 percent of the total budget.
When the money designated for purchase of the mobile terminals is deleted,
the per month project cost for each phase is: Phase I = $18,831l; Phase II =
$23,684; Phase III = $26,236.

These per month figures are more reflective ICAP project operation
costs. The largest increase in costs occurred between Phase I and Phase
I1I. Phase II1II costs are projected to be 1l percent higher than in Phase
II. When the rate of inflation 'is considered, this figure represents
little change from the Phase II operation costs. As reflected in Exhibit
8, the 25 percent jump in monthly expenses from Phase I to Phase II is
primarily in the area of personnel and fringe costs. The full implemen—~
tation and operation of two word processing units and expansion of the
crime analysis wunit required the addition of several clerical support
positions. Special assignment pay, usually five percent of salary, was
also provided vo sworn officers working as ICAP staff. For all phases,
expenditures for personnel and fringe account for one~third to omne half of
the total budgett« They represent the major assumable costs which the
department must face at the end of ICAP funding 1f they wish to maintain
all staff members. ~

Having ICAP and departmental personnel travel to other ICAP sites and
training conferences to see and learn first hand about how the ICAP model
is applied in other departments can be of comsiderable importance and
value. Much skepticism can be allayed by providing local persomnel with an
opportunity to see other departments that have tried some of the ICAP
innovations. Getting a realistic assessment from that site's officers as
to the problems and issues involved can demonstrate that some initially
resisted changes are quite feasible. This i1is particularly true in the

first phase of operation when the proposal of ICAP activities i1s quite new
to the department.
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EXHIBIT 8

STOCKTON ICAP BUDGETS

Phase I (12 mos)

% of Total Budget

Phase II (19 mos)

%Z of Total Budget

Phase III (18 mos)

Z of Total Budget

CATEGORIES Proposed Spent Proposed Spent Proposed
Personnel 25 26 40 45 40
Fringe Benefits 8 11 14 13 13
Travel 9 18 7 11 2
Equipment 12 20 16 10 25
Operating Expenses 29 10 11 16 16
Contractual 18 15 12 5 4
TOTAL BUDGET $225,968 $450,000 $600,000
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PROJECT IMPLEMENTATION

Extensive program planning has characterized the implementation of the
ICAP project in Stockton. This emphasis has evolved, in large part, from
the Project Manager's background in criminal justice planning and previous
experience in innovating new police programs. Departmental involvement and
participation in the planning process are utilized by the ICAP project
staff in instituting major changes in Stockton. As discussed earlier, the
general approach proposed and adopted by the Project Manager for implemen-
ting ICAP activities in both phases has been through the establishment of
steering committees or task forces of departmental personnel.

Specific constitution of a particular group is dependent upon the
nature of the area in which activities will be implemented. Membership on
a given committee usually includes those ICAP staff members knowledgeable
in the particular area to be addressed along with those personrnel most
affected by any possible changes. This includes commanders, supervisors,
and line officer representatives. The general task or objective of a group
is specified by the ICAP staff with the approval and support of the Chief.
Responsibility for determining, implementing, and modifying a specific plan
of action 1s left with the group. 1In most cases, ICAP staff introduces a
preliminary working plan which the group amends and modifies.

As part of the first year proposal, a general ICAP Training and
Steering Committee was established to provide overall guidance to the ICAP
project (See Appendix B, Phase I, Approach 2, Thrust B). Since that time,
other committees have been established as necessary. A patrol commanders'
group was constituted for reviewing, formulating and recommending changes
in patrol cperations. A similar group with the same function was estab-
lished for the Investigations Division. Recommendations of all groups were
subject to review and approval by the Chief. TICAP representatives were
included in other committees which were constituted to address non—ICAP
departmental changes.

ICAP steering committee members participated in specialized training
and site visits related to the proposed activities which were being
formulated. Preliminary plans introduced by ICAP staff to the committee
were seldom adopted as initially proposed. More typically, a number of
concerns and issues were introduced by the group. Alternative suggestions
were made and discussed. Occasionally, additional data were necessary for
informed decisionmaking. In such circumstances, ICAP staff wmembers con-
ducted the necessary studies and/or surveys and presented their findings to

the group.

An important element in the success of this entire procedure seemed to
be that ICAP staff, besides demonstrating a high level of interest in
promoting departmental upgrades, recognized the need for establishing and
maintaining a working relationship with those units and sections where
activities were planned. For the most part, ICAP staff did not wuncriti-
cally accept. eilther the project activities proposed in ICAP program
literature or the rationales of departmental personnel relating to the
infeasibility of implementing those same activities 1n Stockton. Instead,
they worked with the committees to synthesize and implement a set of work-
able procedures in attainment of a project objective.
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The net result of this give and take process was the development of
hybrid plans which reflected the fitting of ICAP concepts and activities to
the organizational and operational realities of the department. Compro-
mises from original ICAP staff plans were commonplace' but necessary in
order to initiate new activities. The informal support of the Chilef for

this process contributed greatly to its viability as a means of imple-
menting change.

The training function, in addition to providing officers with an oppor-—
tunity to enhance their knowledge and skills, was also used in Stockton as
a means of acquainting and preparing departmental personnel for planned
changes. This was particularly true in Phase I when the training curricu-
lum directly addressed the implementation of ICAP within the department.
This training impact was enhanced through the provision of additional
opportunities (e.g., site visits to other departments to study their proce-
dures) for officers with outstanding performance. On a more informal, less
systematic level, project visibility within the department has’ been
maintained by ICAP staff's daily contact with officers from all ranks and
departmental units. ICAP attribution also appeared on many of the docu~
ments produced by the ICAP staff and disseminated within the department.
Such interaction, facilitated by Stockton's smaller size force, has helped
to maintain the awareness of ICAP's presence necessary‘ to support the
implementation process. ICAP staff have also used the news media to convey

information to the community at large about thos
e ICAP operati
* involve interaction with the public. perations which

COMMENTARY

The purpose of this section and other commentary sections in the follow—
ing chapters is to introduce and discuss those observations and issues
which appear to have significantly influenced the implementation and opera-
tion of the ICAP projeet in Stockton. The analysis and interpretation of
these factors are, to varying degrees, subjective since the information
provided to evaluators will, realistically, always be somewhat incomplete
and of limited perspective. The organizational dynamics which attend many
departmental decisions and events are often complex and not shared with
outsiders. Subject to these restrictions, the comments presented in this
section are intended to identify some factors or issues which may have a
significént bearing on the general organization and operation of Stockton's
ICAP project. The breadth and complexity of the ICAP project precludes any
comprehensive analyses; the intention of this section 1is primarily to

introduce certain aspects of the local j
project which seem to deserve -
ther attention and consideration. fur

ICAP Integration into the Department

The Stockton ICAP project 1is notable in that not only are there
on-going activities in each ma jor component, but that the management, orga-
nization and operation of the unit where ICAP is located contributes,to its
integration into the department. The mixed ICAP and departmental funétions
of the Operations Support Unit, and the additional role of 1its supervisor
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the ICAP Project Manager, are important elements in this integration pro-
cess. In one sense, the boundaries between what is and 1s not ICAP have
been intentionally blurred. While this creates a definite problem from an
evaluation standpoint, it facilitates the inculcation of ICAP activities,
particularly unpopular ones, into the department. These activities are not
easily distinguished as part of a special project which will end later.
The use of patrel officers on the ICAP staff further adds to this mixing of
ICAP into daily departmental affairs as does the conduct of activities by
the ICAP project staff which are not of ICAP origin (e.g., assignments from
the Chief or Deputy Chief). TFor the patrol officers, such experiences
provide new perspectives on departmental operations from a managerial/admin-—
istrative viewpoint.

This approach to integrating ICAP into the department may carry with it
some potential problems, however. One possible issue for future conceran in
relation to Stockton's ICAP project, and ICAP projects in general, is the
potential for any project after an initial period of successful implementa-
tion and development to become routinized into the department. Essentially,
ICAP begins to operate in a manner not unlike other organizational units
with a certain set of tasks to perform, roles to fulfill and a constituency
to service. 1In such cases, the role of ICAP as a change agent for the
department may be prematurely terminated without exploring the full range
of possibilities for departmental involvement. As a niche 1is created for
ICAP within the department's existing structure and operation, it becomes
increasingly difficult for ICAP to branch further into other operational
areas. Departmental involvement and contact which was broad at the begin-
ning of the project may become more restricted as the project continues.

In Stockton's case, the extent to which proposed Phase IIL actlvities
are implemented will provide some: indication of whether or not such a sit-
uation is occurring. As illustrated in Exhibit 7, major Phase III activity
is planned in the component area of managing criminal investigations.
Planning for these activities consumed a considerable portion of Phase II
project effort. Successful implementation of these plans in Phase III will
represent the breaking of new ground for ICAP involvement in the depart-
ment's investigative operations. It will further round out the project's
departmental upgrades in each of the four major ICAP program components.

On the other hand, the shifting of rescurces (i.e., manpower) to new
areas of project endeavor may carry-with it a different set of problems.
Since project staff size 1is limited and job tasks include some non-ICAP
activities, maintenance of established functions and relationships may be
difficuli. Phase I ICAP training activities provided patrol with an aware-
ness and knowledge of the ICAP project aud its early plans. In the second
phase, training with this type of objective was not implemented. Officers
continued to be aware of ICAP project presence and established project acti-
vities but were perhaps less informed about future directions of the
project. In the survey of departmental personnel conducted by the ICAP
evaluation in the latter half of the second phase, almost two—thirds of the
patrol officer respondents endorsed to some extent the statement that,
"ICAP should try harder to keep patrol officers informed about what it is
doing."
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This situation was somewhat unavoidable since many of the  specific
Phase II activities were to be formulated by the Investigations Steering
Committee, a process which took much longer than initially thought. Thus,
there was little to inform patrol about at the time the survey was taken.
Even in the absence of this circumstance, the maintenance of established
activities, implementation of new ones and assimilation of new personnel
onto the project may have stretched staff capabilities to the limit.
Review of activity logs completed periodically by staff members for the
evaluation reflected involvement in a diversity of distinct activities.
Interviews with the Project Manager and staff indicated that there were
periods of time when competing demands required prioritization of effort
and the suspension of less immediate concerns. Such circumstances suggest
strongly that even when implementation is phased in over time, the range of
the ICAP program components is so broad -that they require some expansion of
staff over the course of the project in order to prevent slippage in the
initial areas of effort.

Loss of ICAP Project Staff

One primary ingredient in the successful implementation of a local ICAP
project would seem to be the presence of a core group of ICAP personnel or
staff who are committed to instituting departmental change in accordance
with the ICAP model. As 1is the case with many special projects, staff
involved in implementing change and innovation develop marketable skills,
knowledge and abilities. They obtain insights which are of value iIn terms
of their own career enhancement. Job mobility is a common consequence and
Stockton was no exception. Attrition will occur since it is unlikely that
ICAP Project Managers will have the flexibility to notably alter staff
salary or related benefits once they are established. Successful project
operation then would seem to require that particular efforts be made to
insure the continuity of operations.

A number of strategies should be considered and implemented. While
costly, extensive overlapping periods of employment for an incumbent and
new staff member would probably provide long—-term galns in overall project
operation. The smooth transition of serious habitual offender tasks from
the Intelligence Coordinator to the Strike Force Coordinator in Stockton
demonstrates the viability of having such an overlap. The provision of
intrastaff on—the—-job training programs would permit staff members to be-
come intimately familiar with other operational aspects of the ICAP project
besides their bwn area of work. This would provide management with back-up
personnel who have the prerequisite knowledge to step into an on=-going
operation which 1s threatened by the loss of a key person. Requiring and
maintaining documentation of operations, procedures and products is most
important in minimizing the impact of personnel turnover, especially when
automated operations are involved. Stockton's ICAP project is notable in
that the manager has required the development of reports detailing the
operation of many project services and units. Formal monthly reports are
also required which review and update the activities and productivity of
ICAP units and personnel. ’
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Even with the implementation of various strategies and techniques to
promote project continuity, personnel effects seem inevitable when the core
of ICAP project staff consists of two or three key personnel. These person—
nel, unlike machine parts, are not easily interchangeable. Experience
provides each of these persomnel with areas of expertise and knowledge the
loss of which can halt and even reverse previous progress. Although this
was not the case in Stockton due, in some measure, to the use of the tech-
niques just discussed, the level of Phase II effort and accomplishment
would probably have been considerably greater had no such turnover
occurred.
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CHAPTER 1V

CRIME ANALYSIS

The operation of a Crime Analysis Unit (CAU) is one of the key prograﬁ
components of ICAP. TICAP departments are encouraged to Iimplement this

" component since it can provide information which can aid investigations and

support the planning and evaluation of deployment and special patrol opera-
tions. If properly implemented, the CAU can serve as a focal point for the
processing and reporting of operational information of importance to the
department's entire law enforcement effort. The major areas of activity
required for a functioning crime analysis unit are the collection, colla-
tion and analysis of data on criminal activity, followed by dissemination
of analytical reports and recelpt of feedback from users of this informa-
tion. These activity areas serve as the framework for the assessment of
Stockton's crime analysis unit. Prior to the initiation of 1ICAP,
Stockton's Criminal Justice Planner had developed a Crime Trend Analysis

Component for the department's management information system. This per-
mitted statistical analysis and projection of crime rates im the city.
‘However, no formal crime analysis unit had been established. Informal and
personal analyses may have been conducted by individual personnel on
particular cases.

ICAP PROPOSAL AND IMPLEMENTATION

Stockton's first phase ICAP proposal called for the development of a
crime analysis function within the department (See Appendix B, Phase 1,
Approach 2, Thrust C) staffed by one full-time crime analyst. The second
phase addressed the automation of this crime analysis process (See Appendix
B, Phase II, Approach 2, Thrust A). The current third phase ICAP grant
application does not propose any particular activities or endeavors for the
CAU., However, its effective operation 'will play an iwmportant role in the
proposal's plan to institute case screening procedures and expand patrol's
role in investigations. -Investigators will become increasingly dependent
on the CAU to provide information previously obtained through personal
review of all offense reports.

Project activity in crime arnalysis began early in Phase I of the pro-
ject with the hiring of a former police officer from another jurisdiction
as the crime analyst. As part of the orientation and implementation

- process, the analyst received three weeks of crime analysis training at two

seminarg and visited over a half dozen CAU's in other departments through-
out the country. Based on this experience "and. his assessment of the
Stockton Police Department's fieeds, the analyst developed a detailed
implementation plan for instituting Stockton's crime analysis operation.
Even while this plan was being developed, the analyst was also producing an
Information Bulletin on a series of rapes which were octurring. An
overview of significant events in the implementation of Stockton's CAU, and
when they occurred is presented in Exhibit 9.
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EXHIBIT 9

TIMELINE OF CAU IMPLEMENTATION

DATE MONTH EVENT

2/78 1 First ICAP Grant begins

3/78 2 CAU staff hired - first product issued

4/78 3 Patrol Officers receive training in
crime analysis

5/78 4 CAU Implementation Plan completed

9/78 8 CAU implemented in accordance with
plan - files operational - 8 hour/day,
MondayFriday

10/78 9 New Field Inmterview Report initiated

2/79 13 Second ICAP Grant begins — CAU Systenm
formally documented

3/79 14 Patrol trained in use of new offense
report, report implemented

9/79 20 Work on automation of CAU begins

2/80 25 Revisions in Arrest, Misdemeanor reports
made - patrol trained on revisions

9/80 32 CAU staff expanded, Third ICAP grant

begins
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As part of this implementation process, eight hours of training were
provided to all patrol officers on crime analysis techniques. Results of
an evaluation of the training indicated that after training, officers were
able to answer roughly 50 percent more items correctly on a test of crime
analysis knowledge relative to their performance prior to training.
(Harkness, 1979). The majority of officers rated the instructor and con-
tent of the course from good to excellent. Further details of this assess—
ment are provided in the ICAP Status Report for the First Year of Operation
prepared by the local evaluator.

Routine Activity

After a period of building files and issuing occasional bulletins,
Stockton's crime analysis component was fully operational by the last half
of the first phase. Since that time, both the size and number of files
have increased. Hours of operation follow a normal daytime work schedule
with extra hours and weekends added when special circumstances require them.

Analysis 1s routinely conducted on the crimes of robbery, rape and
burglary for which crime maps are maintained. One map plots business
robberies and rape, another maps burglaries and a third plots purse
snatches. Detaliled descriptions of the data elements which comprise each
manual file are contained in a well documented Crime Analysis Information
Package developed by the analyst. This document, which has been revised
and updated from its original publicatiom, also contains the unit's imple-
mentation plan, objectives,; analysis procedures and products of samples.
Over 40 other police departments have requested this document which is
notable for its comprehensiveness.

The crime analyst has also been involved in other related support
activities. The analyst has worked with the Career Criminal Intelligence
Coordinator to develop and revise new offense, arrest, misdemeanor and
field interview reports, all of which were implemented throughout the
department. Other analyst duties have included:

e tralping in the field testing of the Institute
of Public Program Analysis' Patrol/Plan resource
allocation software packages;

e provision of assistance in outside i1nvestiga—-
tlons and study of accident trend data for
redeployment of the Traffic Section;

® provision of technical assistance to other
departments in the areas of crime analysis and
grant development; and

e development and specification of the operation

and system capabilities of the automated data
base.

47



Staffing

Implementation and operation of the manual crime analysis system in
Stockton during Phase I proceeded in general accordance with the timeline
presented in the Phase I work plan. During Phase II, a number of events
occurred which impacted on the operation of the manual system and implemen-—
tation of the automated data base. With regard to the existing CAU opera-
tion, the resignation of the crime analyst ten months into the second phase
precipitated a readjustment in project staffing. The data entry clerk, who
had the prerequisite qualifications and some limited experience in doing
analyses, was moved on a trial basis into the analyst position. The patrol
officer who served as the Intelligence Coordinator was assigned a super-
visory role over the new analyst by the Project Manager. This was in
addition to his other duties. A new data entry clerk was also recruited.

In subsequent months, the type, quality and frequency of crime analysis
reports varied as a function of the time spent and experience gained by the
new analyst in attending formal crime analysis schools and visiting other
CAUs. The attention, time and kind of expertise which the Coordinator
could provide also played a role in influencing CAU output. Relative to
the level, or standard of performance established by the previous analyst,
the perception of the unit's status during this time seemed to be one of a
rebuilding phase. This perception was supported in part by the lower pro-
duction of crime analysis reports and file searches. Averaged across a
four month period, the restaffed CAU issued 30 to 40 percent fewer reports
and conducted 40 to 50 percent fewer searches than the previous analyst had
in the four months prior to his resignation. This comparison suggests that
changes in personnel requiring even moderate reorientation and/or addi-
tional training can be expected to impact on the operational characteris-
tics of the unit. It should also be noted, huwever, that the collection of
data and maintenance of the files were not discernably affected by the
change. 1In reviewing these production differences, consideration should
also be given to the previous analyst's more extensive experience in
setting up and operating the system.

Staffing changes occurred for a second time seven months later when the
new analyst resigned and the new data entry clerk accepted a position ia
the Records Section of the department. Prior to this resignation, further
changes had been planned in the CAU staffing pattern. The Intelligence
Coordinator was relieved of most duties in the career criminal area in
order to devote more time to the CAU. Two crime analyst positions — one
senior, one junior — were established. Both positions were filled within
two months of the second analyst's resignation. Currently, both the senior
and junior analysts, under the direction of the Intelligence Coordinator,
continue to operate in a manual mode until the automation process is com—
plete. The junior analyst does most of the data entry work. Both analysts
have only limited prior experience with crime analysis and steps are being
taken to provide them both with the necessary formal training and site
visits to other CAUs. To address the impending automation of the CAU data
bases, the creation of a data entry clerk position is also anticipated.
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AUTOMATION OF THE CAU
\

While it has had little direct effect on the operation of the CAU, the
time frame for implementation of the automated data base has also been
impacted by unanticipated events. Initial plans to develop custom~made
software to run on Stockton's Computer—Aided Dispatch (CAD) backup computer
were held in abeyance in order to explore the possibility of the depart-—
ment's participation in an International Association of Chiefs of Police
(TACP) Crime Analysis System Support (CASS) project to develop crime
analysis software. However, as the specifications and capabilities of this
project's system were developed, computer hardware incompatibilities with
Stockton's system, different implementation schedules and a lack of soft-
ware which adequately addressed Stockton's CAU needs required a return to
the original plan. As a consequence, work on this aspect of CAU operation
resumed some six months later than had been originally proposed. A con-
tract to develop the system software was awarded and work initiated.

Installation of the actual system has taken longer than proposed due,
in large part, to technical matters beyond the control of the ICAP staff or
the contracted vendor. Limitations in the CAD's operating system software
and problems in obtaining accurate and current documentation of that system
have prolonged the time taken to automate. It is anticipated that. the CAU
computerized data base will be operational in the first few months of Phase
I1I. .

In the sections that follow, the activities and operation of the CAU
during Phase I and II of Stockton's ICAP project are presented using the
conceptual framework and data collection, collation, analysis, dissemina-
tion and feedback outlined in the evaluation design (see Chapter II -
Evaluation Model in General Design and Guide for Evaluation of ICAP). This
is followed by a cost analysis of Stockton's CAU operation and a genera1
discussion of the crime analysis component in Stockton.

DATA COLLECTION

Data collection represents the first step 1in the c¢rime analysis
process. To operate effectively, a CAU must collect information which is
current, contains few errors or omissions, and is of some utility or value
to the analysis process. These are critical criteria in assessing the
implementation and operation of a CAU. An expression commonly used in the
field of data processing, GIGO (garbage 1in, garbage out) succinctly
expresses the resultant effect of a fallure to achieve these criteria inm
the data collection stage.

In Stockton, the bulk of data collected for input into the crime
analysis files comes from initial offense reports, supplemental reports and
field interview cards completed by departmental personnel. Information is
also accessed from state and national criminal information data bases on a
supplementary, "as needed" basis. These represent some standard informa-
tion sources recommended and used by most CAU's. See Police Crime Analysis
Unit Handbook (Austin, et al., 1973) for a description of CAU data sources.
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To insure the timeliness .of information, all the Stockton Police
Department's reports are reviewed daily during the week by either the
analysts or the clerk assigned to the CAU. Reports generated over the
weekend are all processed through the CAU on Monday. While this introduces
some delay, its effect appears minimal in a department the size of Stockton
given . the number of reports generated and the CAU staff -available to
process them. Should the volume of weekend reports exceed the CAU staff's
ability to process them in one day, operation of the CAU on a part—time
basis during the weekend should be considered. This 1is especially true if
staff size should permit such flexibility. Both the analyst and clerk have
worked on weekends when the timeliness of a response was an 1mportant
consideration in facilitating a possible apprehension. Based on data from
June 1979 to June 1980, the CAU has, on average, reviewed between 30 to 40

-documents per day during the week. This figure, however, somewhat

underestimates the current level of CAU operation since it includes periods
of lower crime rate, an officer's work slow down and a strike. For the
period April 1980 to June 1980, the daily average for documents reviewed
runs between 40 and 50 per day.

To facilitate the .collection of appropriate data in a format that was
both conducive to collation and contributed to analyses, the department
revised its offense, arrest and field interview reports (FIR). Appendix D
contains coples of the pre-~ICAP combined offense/arrest report form and the
separate post—ICAP offense and arrest report forms. Appendix C includes a
copy of the FIR. Exhibit 10 presents a comparative analysis of the offense
data elements obtained on the pre-ICAP, 89 item offense/arrest report and
the revised 121 item post—ICAP offense only report. As reflected in
Exhibit 1C, dncreased reporting i1s required in the areas of suspect
description and method of operation. Both new reports provide more
structured, forced choice items and hence; require more detailed
information than the earlier, more narrative report. Implementation of
these reports was preceded by the development of a new report manual and
training of all patrol officers in the completion of the new and revised
forms. Informal assessment of average time taken to complete the new
reports indicated no notable change relative to the old report. Depending
on the crime type and specific circumstances (e.g., arrest, witnesses), it
was felt that the new reports took longer to complete on some cases, but
took less time on others.

Since the analyst no longer has to search through a long narrative to
find important crime information, the format of the revised offense and
arrest forms promotes the efficlency with which 1Information can be
abstracted. However, it does mnot automatically insure that wmore
information will be collected. If officers provided an extensive and
thorough narrative under the old report format, 1little new information
would be obtained using the new format. Conversely, officers filling out a
new crime report may not complete all the structured items or may continue
to provide the requested information in the narrative instead. 1In order to
assess whether or not Stockton's revised offense report increased the
amount of information collected, 50 old and 50 new offense reports were
compared - 25 old and new Robbery reports and 25 old and new Commercial/
Residential Burglaries. Reports were randomly drawn from comparable
quarters one yedr apart (December — February).
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EXHIBIT 10

COMPARISON OF THE PRE~ AND POST ICAP OFFENSE REPORT

STOCKTON

REPORT INFORMATION

PRE-ICAP CRIME REPORT

REVISED ICAP CRIME REPORT

VICTIM OR WITNESS

name, address, age, sex, race,
dob, place employed-school,
business phone, home phone,
home address, reporting party
designator, parent designator,
discovered crime designator

name, address, age, sex, race,
place employed-school, business
phone, home phone, reporting,dob,
party designator, parent
designator, additional persons
listed, witness checks

INCIDENT

type, location, date of occur-
rence, date and time reported
P.D., firm name if commercial,
reason for offense

type, location, time of occur-
rence, date of occurence,
month, day, year, firm name
if commercial, place of attack,
date - time of report

M.0.

None

point of entry, method of entry,
suspect actions, weapomn, weapon
features, additional weapon
description

SUSPECT

name, address, sex, race, age,
dob, height, weight, hair, eyes,
build, clothing description,
social security no., arrest no.,
charge, arresting officer,
driver's license no., date of
arrest, time of arrest, loca-
tion of arrest

name, address, sex, race, age,
dob, height, weight, hair,
length, hair style, facial hair,
eyes, build, nickname -~ AKA,
Stockton no., complexion,
general appearance, demeanor,
speech, voice, handedness,
clothes, glasses, tatco - scars,
face, other

VEHICLE

year, make, model, color,
license no., impound, hold,
claim check no.

vear, make, model, body style,
color, license no. state,
expiration, VIN no., hold,
additional vechicle identifiers,
vehicle disposition, stolen
designator, suspect designator,
recovery designator

PROPERTY

property taken, property or evi-
dence, property tag number

quantity, article name, I.D. no.,
brand-make-manufacturer, model
name, mode, numbers, miscel-
laneous description, value,
additional property listed,
records, total value, disposi-
tion of evidence, property card
no.

ADMINISTRATION

code section, citacion no.,

CR no., custody designator,
citation designator, follow-up
designator, juvenile designator,
traffic designacror, felons,
cleared, reporting officer,
approved by, narrative section

victim indemnification, dis-
patched designator, custedy
designator, juvenile designator,
CR no., reporting officer,
approved by, follow-up designator,
narrative section, evidence
obtained, alarm systems
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Analysis was conducted on those items which appeared on the new report
but were not specifically identified on the old report. For each item, the
number of new reports containing a response to that item was tabulated.
The number of old reports containing information in the narrative, or
elsewhere on the form that would constitute a response to that item was
also tabulated. For example, a count was taken of the number of new
reports on which an element of the new report item "suspect hair length"
was checked. A similar count was taken of old reports which provided some
description of the suspect's hair length. Items were then classified into
six categories (see Exhibit 11) and a maximum response value was computed
for each category by multiplying the number of items in that category by
the number of offense reports in a particular sub-sample. For instance, if
six items on the new offense report were classified as relating to the
witness category, and there were 25 new offense reports on robberies being
analyzed, then the maximum response value would be:

6 x 25 = 150 = maximum response value

This figure represents the total information count which could be obtained
if all the new witness items were filled out or mentioned on all the
offense reports reviewed in a specified sample group. The actual infor-

mation response count in a given category can be expressed as a percent of
this maximum response value.

Exhibit 11 presents these percent values for Stockton's old and new
offense reports along with the direction and magnitude of change. As can
be seen from Exhibit 11, more information was provided on the new offense
report. Roughly speaking, changes greater than 10 percent represent statis-
tically significant differences (p{ .05) between the proportion of informa-
tion obtained before and after revision of the offense report. The most
notable and meaningful changes occurred in the amount of information
obtained about methods of operation for both types of crime. Suspect
descriptions in robbery also increased. 1In general, increases in informa-
tion on adminstrative and witness items reflect a formal designation as to
whether a given activity (e.g., check for witnesses, collection of
evidence, etc.) occurred or not.

Comparing the old and new offense report samples, regardless of crime
type, indicated that twice as many items of information were being provided
on the new form than were provided on the old form. On the new form, fewer
than four percent of these information elements were still being placed in
the narrative rather than in the appropriate item box.

Review of Offense Reports

Because Stockton utilizes a one-write system for its crime reports, the
quality or accuracy of the data 1is, for the most part, attributable
directly to each patrol officer. Transcription errors are minimized. A
study conducted by the ICAP staff on a sample of 100 pre-ICAP offense
reports from 1977 found that 12 percent of the reports had at least one
deficiency; the most common one was a failure to check the area for
witnesses. With implementation of the CAU, quality control has been exeli
cised by the CAU staff in reviewing and transcribing the incoming source
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documents to keysort cards. Serious errors, inconsistencies and omissions
are noted and the reporting officer or appropriate personnel are informally
contacted to resolve the problem. The analyst has reported that, thus far,
the frequency of occurrence of such problems has not been extensive or
detrimental to CAU operation. A six day log maintained by the crime
analyst for the evaluation during the first two months of 1980 provided a
count and description of the types of errors encountered. During this
period, roughly half of the documents reviewed daily were initial offense
reports, 20 to 25 pex day. On average, 12 percent of the reports reviewed
during these six days had some problem. Across the six days, the range of
reports having problems varied from one to six per day. Failure to check
items or narratives that were too brief were reported in the majority of
cases.

EXHIBIT li

COMPARISON OF OLD AND NEW ROBBERY AND BURGLARY OFFENSE-REPORTS
EXPRESSED AS PERCENT OF MAXIMUM POSSIBLE RESPONSE COUNT

INFORMATION
CATEGORY ROBBERY BURGLARY
(# of items) Pre—~ICAP |Post~ICAP} Change Pre—-ICAP |Post—~ICAP| Change
Post—-Pre Post-Pre
Administrative
(3) 13 14 +1 13 24 +11
Method of
Operation (6) 39 62 +23 58 82 +24
Property
Stolen (4) 24 27 +3 45 51 +6
Suspect Descrip—
tion (14) 27 51 +24 6 9 +3
Witness (1) 8 28 +20 16 32 +16
Suspect Vehicle
(2) 4 0 -4 2 2 0
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Efforts at quality control have expanded towards the end of ICAP's
second phase as part of the planned implementation of an investigative case
management system. A sergeant has been formally assigned to review offense
reports for both quality and departmental routing. (The role of this
report review officer is detailed in Chapter V on MANAGING CRIMINAL INVESTI—
GATIONS). While the report routing aspect of this operation has not yet
been initiated, the report review process has been established. Offense
reports are spot checked and deficient reports are returned to the patrol
officers for correction. After two months of operatlon, the vreview
sergeant estimated that approximately two to four percent of the crime
reports reviewed contained errors that required return of the report to the
officer. He also reported that many offense reports had some minor
problems (e.g., a box not being checked), but that these were not serious
enough to warrant a return. Like the CAU staff, the review sergeant makes
some corrections without returning the report to the officer.

In general, it appears that Stockton's ICAP project has implemented
both formal and informal mechanisms to adequately monitor and maintain the
quality of data being collected by the CAU. As the quality of the reports
is a function of many factors (time available for report writing, type of
crime, officers' writing ability, witness memory, etc.), increases in the
existing level of efforts to improve the initial accuracy of the reports
(e.g., more officer training, sanctions for poor reports) may not bring
significant improvements. However, some improvement can probably be made
and continued quality control activities should be considered, implemented
and assessed. With the impending automation of the data bases and
potential for an interactive crime analysis system, project efforts should
continue and perhaps be increased to insure the quality of data being
utilized by the CAU.

DATA COLLATION

The data collation process represents the transformation of raw data
from the collection step into an organized format for subsequent analysis.
The primary manifestation of this step is the creation of files which
provide an effective and efficient structure for the categorizationm,
storage and retrieval of information which may be of relevance in analyzing
crime. The ability to cross index and interrelate the information
contained in a set of files is also of major importance. In many respects,
the collation and analysis steps are inextricably intertwined. The process
of entering the data into different files may reveal an unexpected pattern
or relationship which serves as a stimulus for more detailed analysis. 1In
general, the effectiveness of collation is reflected by the frequency with
which the contents of a file can provide the analyst with the information
sought. Efficiency is indicated by the time required for, or complexity
of, storage and retrieval. -

Assessment of the collation process is difficult. In determining file
structure and collating procedures, the analyst must constantly make trade
offs. Some informational elements are rarely of value. The analyst must
judge which information elements will be of most value relative to the
costs of obtaining, processing, storing and retrieving that Iinformation
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from the file(s). 1Inclusion of seldom used data decreases the efficiency
of the file system. Deletion of that data may adversely impact effective-
ness. The analyst must also determine the level of detail that the files
will be capable of providing. Narratives can provide rich detail, but
consume enormous amounts of space in both manual and automated systems.
Effective and efficient retrieval can be difficult. Cryptic, forced choice
information elements are easily stored and retrieved but may be of little
practical utility in an analysis process unless they can be meaningfully
combined and cross indexed with other information elements. The net result
of these considerations is that each CAU adopts and adapts file structures
and contents as a function of a multiplicity of influences: data availa-
bility and reliability, experiences of other CAU's, unit objectives,
departmental objectives, analyst experience, mode of operation, CAU staff
size and equipment. Consequently, there is no one "best” file structure or
collation procedure that can be universally applied as a standard for the
assessment of specific operations.

Pragmatically, the collation process 1s best demonstrated by the
presence of a file data base and a review of how this iInformation 1is
maintained, modified and wutilized by the analyst. Inadequacies in the
collation process are primarily reflected by the frequency with which
analysts are unable to access desired existing information because either
it was never stored or it is stored in such a way that retrieval is
prohibitive in terms of time and/or money.

Stockton's manual CAU actively maintains and utilizes four files for
purposes of crime analysis. These are listed in Exhibit 12. 1In addition,
the CAU maintains two additional files — a case report information file and
a description file = which provide short term supplemental source documents
to be used when necessary for crime pattern analysis. A prowler call file
has also been maintained on an as needed basis when such information might
be of assistance in suspect identification. For instance, this file might
be utllized when analyses suggest that a crime series 1is occurring and
additional information about suspicious individuals irn the targeted area
could be helpful. Because of its collection and collation activities, the
CAU has also contributed to the development and maintenance of a career

criminal file and a youth gang file that are kept by other sections of the
department.

The four files 1listed in Exhibit 12 contain data abstracted from
departmental reports: e.g., offense reports, arrest reports, field inter-
views. Descriptive data from these reports are punched and written onto
the appropriate file cards (See Appendix C for copies of these file cards).
These cards are designed on a keysort classification method which utilizes
a descriptive category (e.g., suspect actions) with specific data elements
(e.g., took only money, threatened retaliation) under each category. Each
file card has prepunched holes surrounding its edge. The descriptive
categories with theilr specific data elements are on each card. Each
particular hole represents a different data element. Data are entered into
the file by notching out the appropriate hole with a hand punch. A spindle
is inserted into a particular hole to retrieve data. Additional detailed
information and cross-reference information is handwritten in the center of
the card. This keysort method functions in some respects as a manual
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EXHIBIT 12 e

%,

STOCKTON POLICE DECARTMENT
CRIME ANALYSIS FILE?
|

Number of
cards in file

METHOD OF OPERATION FILE ' ' : 1,421

Information for this file 1is recorded onto a keysort
card that lists twelve method of operation descrip-
tors. These descriptors are: day of the week; time of
day; area description; premise type; target type; point
of entry; means of entry; evidence collected; suspect's
actions (general); and suspect method of operation
(specific). The method of operation data elements are
crime specific. That is, there are particular elements
for the crimes of rape, robbery and burglary. For the
twelve descriptors in the method of operation file,
there are 276 individual data elements that can be
punched onto the keysort card.

SUSPECT/VEHICLE DESCRIPTION FILE , 1,037

Information is entered into this file when a crime
occurs in which a witness or victim obtains either a
suspect description or a suspect vehicle descrip-
tion. In such cases, the information is entered onto a
keysort card consisting of thirty-two descriptors.
These descriptors are: Suspect's sex, age, height,
weight, build, hair color, eye color, hair type, hair
style, facial hair, complexion, general appearance,
demeanor, speech, voice, facial characteristics,
clothing, glasses, scars/marks/tattoos, vehicle model,
type, color, year, additional vehicle identifiers;
weapon; and method of operation. There are 437 parti-
cular data elements associated with the thirty-two
suspect/vehicle descriptors.
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EXHIBIT 12 (cont'd)

KNOWN OFFENDER FILE

The criteria for entry into the known offender file
is any arrest for robbery, burglary or a violent sex
crime. Career criminal information is also included
in this file. The known offender file consists of
twenty~four descriptors. These descriptors are:
sex, race, age, height, weight, build, hair color,
eye color, hair type, hair style, facial hair, com~
plexion, glasses, scars/marks/tattoos, vehicle
model, vehicle type, vehlicle color, vehicle year,
additional vehicle identifiers, weapon, and M.O.
factors. There are 350 individual data elements for
the twenty-four descriptors. Additional informatiom

included on the known offender cards are: asso—’

clates, known addresses of offender, other vehicles

~used or owned by offender, a brief narrative method

of operation description, subject's prior criminal
record, and other relevant comments. The known
offender file utilizes the same keysort card as the
suspect/vehicle description file, however different
information is recorded in the center of the card
and different descriptors are used.

FIELD INTERVIEW FILE

The Field Interview (FI) File is the final file that
utilizes the keysort method. The interview card is
a four dinch by six inch tri-copy: card. The officer
completing the FI card retains one copy, the second
copy of the FI card is routed to the Investigative

Division, and the third copy of the FI card is

routed to the Crime Analyst for entry into the Field
Interview File. The copy of the card that is routed
to the Crime Analyst has the prepunched keysort

holes. Upon receipt of an FI card, the information

recorded by the officer is asigned a numerical code
and the appropriate keysort hole is notched. The FI
card is designed to collect information for twenty-
one descriptors. These descriptors are: sex, race,
age, height, weight, hair  color, eye color, hair
length, hair style, complexion, build, vehicle
model, vehicle type, vehicle color, vehicle year,
additional vehicle identifiers, beat, time, reason
for  the FI, facial characteristics, and other
characteristics. There are 186 individual data
elements for these twenty-one descriptors.
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Number of
Cards in File

247

9,050




computer system. The card structure provides the conceptual format for
data collection. Collation 1s accomplished through the use of the spindle
to mechanically select those file items which may be related. Review of
CAU products, observation of this collation process and reports by the
crime analyst all suggest that these files and the keysort procedure are a
viable approach to the detection and analysis of crime trends and patterns.

The primary difficulties with this Kkeysort file card system are the
physical limitations of the card itself and the impact of increasing the
number of cards in each file. The number of descriptive categories and
data elements which can be contained on a single card is restricted by its
size. Consequently, the amount of information which can be stored and
utilized for selecting similar cases is fairly fixed and rigid. While the
data categories and elements on the cards provide sufficient information
for analyses, some file searches occasionally may produce a gross output of
cards. Many extraneous cards could be quickly eliminated if additiomnal
keysortable data categories and elements were available. Instead,
information written on each card must be reviewed for these data elements.
This, of course, assumes that the analyst feels that the effort and time to
do such a review are equal to the value this information can provide.

The analyst in Stockton has noted that as the size of each file
increases, the act of inserting the spindle and selecting out cards becomes
increasingly unwieldy, tedious and time consuming. Because it is dated the
information contained on older file cards may be less helpful. In response
to this problem, the method of operation, suspect/vehicle and known
offender keysort files were purged of 1978/1979 data in June 1980. At the
time of the purge, estimated size of the methods of operation file was
4,800 cards; the suspect/vehicle file was 2,050; and the known‘offender
file was 990. This purge has alleviated the increasing amounts of time
required to conduct file searches. Given the tentative nature of many of
the data elements entered into these files, it is doubtful that their
utility is seriously compromised by these deletions. 1In addition, not all
1979 entries of the known offender file were purged. As can be seen in
Exhibit 12 however, the large Field Interview File is, as yet, unpurged.
While the value of this file has been touted by the analyst, some purging
of old data could be beneficial to manual operation of the CAU until all
files are automated.

Despite these physical drawbacks, the keysort system seems to provide a
conceptually simpler, more efficient, less manpower/time intensive method
of operating a manual data base than alternative approaches such as cross
referenced index card files of source documents. Although the keysort
approach does not provide some of the detail and flexibility of an index
card system, it can process a greater volume of data with the same number
of personnel.

Stockton's CAU should circumvent many of the keysort system short—
comings in the third phase of ICAP by completing the installation of an
automated data base. Operational plans call for the storage of a larger
volume of data with more flexibility in search capability. These plans are
modeled on the manual approach utilized by Stockton's first crime analyst.
Additional capabilities could be added using some of the fully automated
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procedures used by the CAU's in larger departments (See Crime Analysis
System Support: Descriptive Report of Manual and Automated Crime Analysis
Functions, 1979). These search and statistical procedures capitalize on
the processing speed and computational power of the computer and should be

considered in Stockton once the initial system 1s debugged and fully
operational.

ANALYSIS

Analysis is a process of assembling and comparing the information which
has been collected and collated in order to show some pattern or meaning.
Its objective is to 1link, or tie together, two or more crimes, or a crime
with specific suspects. Analysis may provide information on places and/or
people associated with past crime or, less frequently, with future criminal
activities. While this analysls aspect of CAU activity can be described,
the quality of a CAU's analysis process is extremely difficult to evaluate.
Tentatively assuming that the crime data collected are sufficient, accurate
and acceptably collated, the quality of analysis is still a function of
both the extent to which actual patterns and trends exist in the data, and
the analyst's ability to detect and abstract this meaningful information.
Evaluation of CAU performance in the analysis of crime data 1iIs restricted

by limitations in identifying and assessing the multiplicity of influences
which affect this functiom.

In Stockton, pin maps and card files are used in the analysis process
to detect geographic and similar offense patterns and identify suspects.
Analyses are initiated at the request of sworn officers or on the basis of
the analyst's observations of possible crime patterns and trends when
collecting and collating crime data. 1In most instances, officer requests
require a search of appropriate files for data which may be relevant to a
particular case with which they are familiar or assigned. Searches may be
conducted for a varilety of reasons, among the more frequent are to:

e identify possible suspects or additional suspects.

° obtain additional information on identified
suspects.

® 1dentify other possible crimes committed by
suspects in custody.

e develop corroborative evidence on suspects in
custody.

In the period between September 1978 and September 1980, the Stockton
CAU reported an average of two officer requests for Information per day.
The range of requests averaged from one every other day to six per day.
Based on monthly data from June 1979 to June 1980, the average number of
file searches conducted per day ranged from one -every other day to seven

per day. The overall yearly average was 3.5 searches per day. The Field

Interview File was searched almost twice as frequently as any other file.
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Since initiation of the CAU, approximately 457% of all officer requests
have come frcm investigators, 42% from patrol and the remainder from Crime
Prevention, the Strike Team or Juvenile Division. In the first phase of
CAU operation, Investigation's utilization of the CAU exceeded that of
Patrol two to one. This trend reversed itself in the latter half of 1979.
By the Summer of 1980, this reverse trend had also ended and the number of
requests received by the CAU from both Patrol and Investigations was
approximately equal. It should be noted, that given the smaller size of
the Detective Division, their CAU utilization rate per man is higher than
that of Patrol. Reasons for this pattern of fluctuating utilization are
not clear. Patrol involvement with the CAU may have increased as
implementation of other ICAP and CAU project activities occurred (e.g.,
increased dissemination of formal CAU reports to patrol with a response
required, initiation of the Strike Team, requests that more Field Interview
Reports be taken). Investigative involvement may have decreased as a conse-
quence of the turnover in CAU personnel until the rapport and experience of
the new analyst could be established with investigators.

Besides analysis conducted in response to officer requests, CAU
perconnel may independently identify crime patterns or suspects as a result
of the collection and collation processes. When an analysis of this type
has been initiated, the analyst may use one of a variety of methods for
information dissemination depending on the results of the analysis and the
responses desired. The quality of the analysis can be subjectively
assessed by the presence of new information and/or the synthesis and
integration of existing information in the content of the report. Since it
is these reports which represent the results of analysis and the formal
disseminated output of the CAU, they are discussed in detail in the
following section.

DISSEMINATION

Dissemination is the process of providing the results of the data
collation and anlysis to departmental personnel who can potentially utilize
the information. The CAU information may be either written or oral. The
content and frequency of written reports provide the most tangible indica-
tor of CAU productivity. 1In order for the dissemination process to be
effective, the format and content of reports should meet the requirements
of 1its audience. The information contained in the report should be timely.
CAU reports which frequently contain out-dated information, or information
already known by the audience or of 1little value to the audience, will
diminish the credibility and attention pald to subsequent reports.

In Stockton, most officer's verbal requests for information receive a
verbal response, particularly if the analysis does not prove fruitful. As
of May 1980, written responses, referred to as Officer Memoranda, have also
been prepared in response to some verbal requests. In some instances,
depending on the nature of the request or the nature of the informatiom,
briefings may be provided at roll calls. Review of weekly activity logs
which were completed periodically (once per quarter, &4/79-4/80) by CAU
staff for the evaluation indicated that the first analyst f£frequently
attended both patrol and detective roll calls for the purposes of obtaining

.
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and transmitting information. Subsequent to the turnover in CAU personnel,
the frequency of this type of activity decreased. However, the supervisor
of the reorganized CAU still attended many roll calls and - fulfilled this
function, relaying the information obtained to the analyst.

Several types of reports may be prepared by the analyst to provide a
more formal dissemination of crime analysis information. These are:

e Mission statements - These reports are issued to
either patrol commanders or a special strike force
team about a specific crime problem. In-addition
to providing relevant modus operandi (M.0.) and
suspect information, these reports include tactical
suggestions and require a written response toO the
Chief on the part of the recipients as to the

actions taken. The analyst monitors mission
activity and its relation to the targeted crime
series.

¢ Memoranda - These reports are similar to mis-

sions and are issued to patrol and/or investiga-
tions. However, memoranda do not wusually carry
specific tactical recommendations or require a
written response detailing actions taken.

e Profiles (Crime Specific Bulletins) — These reports
review and/or update a particular crime pattern or
series of crimes (e.g., burglaries) in a specific
beat. Reports usually include a map indicating
where offenses have occurred.

] Crime Series Analysis Matrix — This is an investi-
gative report that graphically displays a large
volume of crime data in a grid format permitting
case comparison for M.0. factors. Matrix reports
aid investigators in interrogating former victims
and current suspects and in obtaining warrants
(See Appendix C for samples of these products).

These products are produced when the analyst independently observes the
potential development of a particular crime trend or pattern. They may
also be produced at the request of investigative or patrol supervisory
personnel. There is no -set dissemination schedule for these crime analysis
bulletins; they are prepared on an “as mneeded” and "as requested” basis.
Exhibit 13 presents the number of reports produced between the CAU's formal
start up in September 1978 and June 1280. 1In addition to these CAU out-
puts, the crime analyst may place an entry in the Daily Confidential
Bulletin (DCB) whi h is prepared and disseminated daily to sworn personnel
in the department. The DCB is described in detail in the Serious Habitual
Offender Chapter of the report.
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EXHIBIT 13

CRIME ANALYSIS REPORTS

Strike Force Missions
(Analytical Segmentis)ececececsccscesoses3l

Patrol MissionS.eeseeesoscscocrssosvesnseeeld
Mission Updat@Scesssosscssosssosoesvesseesll
Patrol Memoranda.csessoessscsssensenscsseseBl
Investigative Officer Memoranda.ssoseessee37
Crime Series MatriX.seseeoesesscocsocesceealdl
ProfileS.seeecccecascscsoasresesasonsasaseld

Profile Updates---.o....--...o.o-o-.o--.o.lo

This practice began in the Spring of 1980 when the Intelligence Coordi-
nator, who prepared the DCB, was assigned as supervisor of the CAU. In May
and June 1980, fourteen CAU entries were placed in the DCB. This appears
to be a very good mechanism for the dissemination in order to be effective.

Stockton's CAU has made a concerted effort to insure the timeliness and
credibility of its products through the strategy of selectively issuing and
disseminating its reports. The CAU does not provide daily crime reports or
fecaps which is done by many CAU's. The espoused philosophy is not to

turn offf officers by overwhelming them with too much information that
lacks integration or interpretation. Given the limited manpower operating
in a manual wmode, this also appears to be an efficient approach. With the
exception of DCB entries, CAU products are not disseminated to patrol at
large, but rather to specific supervisory personnel who are responsible for
a particular unit or area. Final dissemination and use of CAU information
rests in their hands. They may qualify, enhance or screen this informa-
tion. With regard to Strike Force missions, patrol missions and memoranda,
they are usually introduced at roll call. Methed of introduction varies.
Reports are sometimes summarized, sometimes read verbatim and sometimes
copled and distributed. In patrol, some discussion wusually occurs
especially if the report requires a planned tactical respcnse. In Striké
Force, extensive planning is initilated. In both cases, additional informa-
tion may be offered if the analyst 1is present.

Interviews with supervisory personnel who receive the CAU reports
indicate a general satisfaction with the quality of work. Individual
products are occaslonally critiqued for having dated information, maps with
limited legibility or inappropriate audience in the sense that officers may
feel that the existing call for service workload 1is too great to carry out
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a special operation at a particular time. These problems, however, have
not affected their overall impression that the disseminated CAU products
provide a useful support service to the department.

FEEDBACK

Feedback is the provision of information and results back to the CAU
from the environment. It is a critical link in the crime analysis system
and serves as a functional evaluation of the CAU's utility. The feedback
process is necessary for the CAU in order to determine whether it 1s per-~
forming in a manner which meets user needs. More importantly, feedback
must be obtained in order to determine if user groups have taken some
action as a result of the information supplied. And finally, 1f some
action has been taken, what are the results? This requires monitoring of
the apprehension activities within the department and criminal activity in
the community.

Feedback concerning the utility, accuracy and timeliness of crime
analysis reports in Stockton has been largely verbal and undocumented.
There does appear to be a high level of informal interaction between CAU
staff and departmental personnel. Both patrol and investigative personnel
were regularly observed in the CAU talking with the analyst or CAU super-—
visor during the course of the evaluation. The CAU's physical location 1s
not optimal relative to patrol operations on the first floor, but it is con-
veniently accessible on the second floor by the elevator. The Investiga-
tive Division is across the hall. The fact that Stockton is not a large
department and operates out of ome central facility contributes to officer
CAU interaction as does analyst attendance at roll calls. For a given
report, CAU personnel seem to be aware of and, when possible, responsive to
any deficiencies that departmental personnel perceive in the report.

Formal mechanisms do exist in the written response which patrol
supervisors must make to the CAU Mission Statements they receive. This
information may be contained in an Action Memoranda prepared as the result
of a specific mission or in a monthly activity report. These reports are
reviewed by the crime analyst.

In addition to these formal responses and the informal, personal
contact with officers, Stockton's CAU personnel use other techniques to
obtain feedback about the impact and comsequences of their reports. With
regard to Memos and Profiles which do not require written responses, the
analyst will review the level and type of criminal activity for the area
identified. It 1s not uncommon for the suspension of a crime series to
occur after it has been identified by the CAU and brought to the attention
of patrol in the report. If field interviews are requested in a report, or
suspect descriptions are provided, the return of completed FIR cards serves
as an indicator of activity. Review of Patrol and Investigator Dailies, -
running account of significant activities, arrests, messages, etc, on the
part of sworn officers - 1is also a source of feedback often used by the
analyst to determine if any events related to the reports have occurred.
The information obtained through these various sources frequently serves as
a basis for revising the original reports and maintaining the feedback loop
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between the CAU and its users. The number of Mission and Profile updates
in Exhibit 13 4is illustrative of this process. For the most part,
information obtained through these mechanisms 1s not documented as a matter
of record relative to a particular CAU report.

With regard to the reports issued to patrol, the CAU has monitored and
documented in its files 25 arests attributable in whole or part to five out
of the 20 Patrol Missions issued between September 1979 and February 1980.
Two documented arrests have heen linked to Profile reports. Thirteen less
documentable arrests were attributed in whole or part by the CAU to one or
more of the Patrol Memoranda issued during this same period. Feedback from
crime analysis supported Strike Force Missions is detailed in the following
chapter on Patrol Management.

Disregarding the methodological issues involved in determining whether
or not CAU information played an integral role in an apprehension, these
figures may underestimate the impact CAU produces in that these records
were not formally or regularly kept prior to the evaluation. This record
keeping also experienced unavoidable disruption and limited reimplementa-
tion after changes in CAU personnel occurred.

Documentation of feedback on crime analysis products iIn support of
investigators is not available. It 1is almost always informal and - arbal.
The effect of CAU products on case outcomes 1s very difficult to assess.
Information provided to investigators may range from the identification of
suspects to the development of evidence for trial. CAU data will usually
be integrated with other information obtained by the detective. Depending
upon the purpose for which the detective wants the information (e.g.,
identify suspects, obtain a warrant, enhance a case after arrest), the
utility of CAU data to a particular case may vary coansiderably. When this
diversity of uses is combined with the multiplicity of influences which can
affect the outcome of a case, it can be quite difficult to discern if the
CAU product performed some critical function. In most instances, such a
determination resides in the judgement of the individual user. As
mentioned previously, interviews with investigators who use the CAU
indicated that they felt it was a useful support service.

Overall, the CAU effectively utilizes a number of methods for obtaining
feedback about its products, and CAU personnel appear to know whether a
particular report will be well or poorly received. There is a general
consensus among the analyst, analyst supervisor and ICAP Project Manager
that the quality of the reports must be maintained in order to assure CAU
credibility in the department. The operating philosophy would seem to be
that no reports are better than bad reports. When poor quality reports
have been issued; word gets back to the CAU.

This CAU knowledge about the impact of its reports and responses to
requests 1is mostly informal and undocumented. CAU staff are cognizant of
the results of any output which focuses on a particular problem, suspect,
operation, etc. However, they do not always record or document positive or
negative results. The effect of CAU reports and responses which simply
supply background or supplemental information are extremely difficult to
track and individual wusers of the information must be relied upon to
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acknowledge the wutility of this information to the CAU staff. Such
feedback occurs in Stockton, but again it 1is not kept as a matter of
record. While such documentation does not appear necessary for the
maintenance of an effective feedback process, its continued success depends
heavily on the quality and extent of interpersonal relationships which
exist between CAU and departmental persomnel. The presence of more formal
mechanisms or procedures for assessing the results of CAU output would
insure the continuity of feedback should extensive changes in CAU personnel
occur in the future. The data generated through such record keeping proce-
dures would, when aggregated over time, be of considerable value in
reviewing and modifying the operation of the CAU to be more effective
and/or efficient.

CAU COST ANALYSIS

The provision of a crime analysis capability to a police department
often involves the creation and support of a new organizational unit within
the department. In many small and medium size departments, the allocation
of resources to such specialized units will be limited and cost will be an
important factor in any decision to fund the implementation of a CAU. For
this reason, an overall review of CAU <costs in Stockton 1s presented in
this section along with a rudimentary assessment and discussion of benefit.

Because of resource and personnel sharing across the ICAP project and
the related bookkeeping procedures, precise values could not always be
computed. For instance, supplies (e.g., paper) and equipment (e.g., file
cabinets) were jointly used with other ICAP activities. Many of the
analyst's orientation and training activities also served a variety of
purposes in addition to crime analysis. Further, CAU personnel
participated in other ICAP and departmental activities (e.g., a traffic
accident study) which were not exclusively crime analytic in nature.
Therefore, ranges of cost have been provided to compensate for this
difficulty. Beyond this problem, it should also be noted that management
decisions and/or departmental policy on salary, staffing patterns, mode of
operation, hours of operation, and technical assistance could have
drastically affected the cost of the CAU. Thus, this analysis of CAU costs
in Stockton is meant to be illustrative only. It should not be considered
representative of all or even most CAU's given the diversity of factors
which can significantly influence costs.

Implementation of the CAU in Stockton began with the hiring of a single
crime analyst to set up a manual system. Roughly seven months elapsed
between the hiring of this analyst at a per annum salary just under $17,000
(plus 33% fringe) and the institution of an operational unit. Orilentation
and training costs for this analyst (including travel) were approximately
$2,500 + $800. Equipment and supplies (desk, chair, file cabinet, paper,
etc.) were around $1,500 £ $250. Total start up costs (i.e., personnel,
training, equipment, etc.) were approximately $17,000 + $1,500.

A data clerk was added at an annual salary of $11,200 (plus 33% fringe)

two months after unit start up. Personnel cost for the first full year
operation of the CAU was $38,800 % $1,000 including fringe and salary
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increases. Equipment and supplies ran roughly $2,500 + $500. Analyst's
travel and related expenses for additional training, or as part of depart-
mental investigations, were not calculated as they represent costs incurred
at the option of the ICAP project or the department beyond those necessary
for the basic operation of the unit. Total CAU cost for the first full
year of operation were around $41,300 £ $2,000. Second year costs have not
been figured. As discussed previously, second year operation of the unit
experienced a turnover in persomnnel, a change in staffing pattern and new
activities directed towards automation of the data base. Consequently, cal-
culation of second year costs are more difficult, less accurate and not
indicative of a stabilized CAU operation.

Contracts to provide the software support which will enable the CAU
data base to be- automated are projected at $17,000. Eleven thousand
dollars of this amount has been spent already. Equipment costs for four
terminals and one printer are approximately $12,000. The computer, to be
used by the CAU, is supported by the department as part of the computer-
aided dispatch. A fully automated and staffed CAU will consist of a data
entry clerk (approximately $11,500 per annum), one junior analyst
(approximately $16,700 per annum), one senlor analyst (approximately
$19,000 per annum), and a part-—time CAU supervisor (approximately $23,300
per annum). Estimating the CAU supervisor's time at 50% and adding on
fringe benefits, personnel costs come to $79,000 + $2,000 for one year of
operation. Costs may be reduced if it 1s not necessary to use a full time
data entry clerk. Equipment and supply expenses will probably remain
around $2,500 & $500 with the costs of key punch cards and furniture being
replaced by computer tape and printer paper expenses. Orientation and
training expenses for the new senlor and junior analyst (including related

travel) cannot be calculated at this time, as the training process is still
continuing.

Because the CAU's function within the department is both unique and
diverse, existing traditional measures of performance used to assess the
benefit of police department innovations are either inadequate and/or
inappropriate. The problem is further exacerbated in Stockton by other
ICAP activities which could be expected to influence the same measures.
The intense monitoring and data collection procedures required for detailed

analysis of CAU performance were beyond the scope, purpose and resources of
the current evaluation.

Keeping these methodological deficiencies in mind, it is interesting,

for the sake of discussion, to note that the funds spent on the first full

year of CAU operation would have supported the addition of two patrol
officers to the force not including equipment and operation costs. Looking
at the year prior to start up of the CAU and excluding sworn officers in
administration, Stockton's total Part 1 arrest per officer per year was
7.17 arrests. 1In the absence of any ICAP project, or other major changes,
the addition of two officers could be expected to yleld around 14 more Part
1 arrests per year. Reviewing written CAU reports which provide some docu=-
mentation of related arrests, seventeen Part 1 arrests were identified.
Arrests made by officers engaged in a tactical response to a CAU report,
but which were not directly related to the focus of that CAU report (e.g.,
arrest for carrying a concealed weapon), were not counted. Also not

66

included were CAU-supported Strike Force Missions involving the
surveillance and/or apprehension of an identified suspect since the CAU's
role as the primary source of information could not be determined for these
missions. Only arrests from Strike Force Missicns which were initiated in
response to a crime pattern or trend identifed by the CAU were counted.
Given the problems discussed previously with monitoring the results of CAU
reports, particularly in regard to use by investigators, the 17 Part 1
arrests may represent a conservative estimate. 1In any event, for one
indicator the contribution of the CAU would seem to match that which could
hypothetically be expected had the same funds been spent in a more
conventional fashion.

Having made this point, it should also be noted that the CAU does not
even come close in matching the number of misdemeanor arrests which could
be expected of two officers; nor can it possibly replace the order and
maintenance services twe officers could provide. On the other hand,
Stockton's CAU does provide a centralized, organized collection of
information about crime and criminals in Stockton which well exceeds that
of individual officers. It also enables the department to integrate this
information and initiate focused, proactive responses to crime beyond the
capabilities of individual officers. Investigative functions have been
enhanced by the CAU's capability to provide analyses relating suspects to
crimes. These benefits are difficult to measure and meaningfully compare
to alternatives. 1In the first year, the Stockton CAU has clearly
contributed to the apprehension of criminals, but this 1is only one aspect
of its total role within the department. Until more extensive data are
collected, the.cost of the CAU relative to its benefit will remain within
the subjective domain of departmental decisionmakers who will have to
determine if the value of these services to the department are worth their
estimated costs.

COMMENTARY

The purpose of this section as with other commentary sections 1s to
introduce and discuss those observations and issues which appear to have
significantly influenced the implementation and operation of the CAU in
Stockton. Analysis of these issues is undertaken with the realization that
gsome aspect of bias is unavoidably inherent in the perspective presented.
It is acknowledged that other factors unknown or not identified by the
evaluators have also contributed to this implementation process. The
material presented here is not intended to be a comprehensive assessment,
but rather highlight some of the more cogent issues identified in the
evaluation.

The implementation of Stockton's CAU is a good textbook example of how
to plan and institute change within an organization. Relevant departmental
personnel were involved in the entire process. Preparatory training was
provided to the officers and considerable effort and care were expended in
the selection of the analyst who would set up and operate the system. The
tasks and role of the analyst were fairly well defined by the Project
Manager. The analyst's previous police experience as a sworn officer in
another jurisdiction added an important dimension to shaping the final set
up and operation of the unit.

67




The measured, incremental approach of starting with one person to set
up a manual system before adding other personnel and automating seems to
have been a very cost efficient strategy. The decision noﬁ to issue some
type of daily bulletin (usually a recap of the Qfeviouﬁ day's crimef), but
rather to disseminate products on an “as needed and "as requested” basis
also contributed to cost minimization since more personnel would be needed
to issue daily reports in a manual mode. More importantly, this decision
may have significantly aided in establishing CAU credibility and acceptance
by sworn persomnel. Like television commercials, constant, dally exposure
to crime analysis reports - only a few of which have to be of poor quality
-~ will eventually result in reduced attention on the part of officers to
the content of the reports. Stockton's original analyst wished to avoid
such a situation and preferred, instead, to 1issue less frequent products
but ones which officers would find of interest and value. Given that only
some portion of criminal activity contains a pattern or trendv and that
current analysis techniques can only detect some subset of this portiom,
this would seem to be an appropriate strategy.

In the first full year of operation, the credibility and utility of the
CAU was fairly well established within the department using thls strategy
in conjunction with efforts by the analyst to establish and maintain
contacts within investigations and patrol. The tenuous quality of that
progress was demonstrated when the original analyst resigned and his
civilian assistant was tentatively moved into the positionm. The placement
of a sworn officer into a supervisory position over the new analyst was
done in order to support and monitor the quality of CAU work. The
anticipated outcome of this arrangement was that the new analyst would
become more skillful while the presence of an experienced officer would
insure that the quality of the reports would be maintained. A wait—and-see
attitude was adopted by both ICAP and departmental personnel.

This restaffing of the CAU proved to be a workable approach but not to
the extent desired. The supervisor identified the CAU as being in a
rebuilding phase, and the Project Manager estimated the process would take
at least six months. When progress was not as rapid as expected,
additional actions were taken. The involvement of the supervisor in
day-to~day operations increased and a senior analyst position was created
and filled. As these are recent developments, their impact on CAU
operation cannot yet be determined.

While many factors were involved in determining the performance of the
restaffed CAU, some elements may have been of particular relevance. Even
though the analyst and the supervisor were quite familiar with the CAU set
up, neither had extensive experience or training in all aspects of the
operation, particularly in relation to the analysis process itself and the
production of reports. Because of their existing familiarity with the CAU
operation, neither person received as extensive a training and orientation
experience (e.g., visits to other CAU's) as the original analyst. In retro-
spect, a more formal and concerted training process may have had a benefi-
cial effect. Until the recent implementation of the new staffing pattern,
the level of involvement of the CAU supervisor varied as a function of the
time demands of other duties, importance of the CAU report to users and the
expertise of the analyst in preparing it. Consequently, his early contribu~
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tions may have been sporadic and/or support of the analyst may have been
limited. With experience, both the supervisor and the analyst expressed
increasing comprehension and insight into the analysis process of pulling
things together from various sources. Based on Stockton's restaffing of
its CAU, it 1is clear that a successful CAU operation requires personnel
with intense, direct experience with the entire CAU operation coupled with
a strong working knowleidge of departmental operations. Both these quali-
ties must be meaningfully dintegrated within the wunit's personnel.
Obtaining and integrating this experience takes time. Experienced depart-
mental analysts are not easily replaced, perhaps even by experienced
analysts from other departments without a lengthy lag time before CAU per-
formance is perceived to be at its previous level.

A second point vrelative to Stockton's restaffing experience concerns
the attitudes and perception of departmental personnel utilizing CAU
products. Indications were that the established acceptance of CAU products
was diminished as a consequence of the turmover in staff. The fact that
the unit was now staffed by an individual whose previous position was data
entry clerk and by amn officer who had no earlier active involvement in the
CAU may have contributed to this effect. 1In any event, the credibility of
the CAU had to be reestablished with departmental users. The supervisor's
monitoring, review and revision of CAU reports disseminated to sworn person-
rel facilitated this process. Undoubtedly, this particular preblem would
be less acute, or nonexistent in CAU's with more than one analyst, or where
the interaction between CAU staff and operations personnel is less personal
and more formalized (e.g., larger department).

The general consensus of ILCAP, CAU and departmental personnel is that
the unit is performing adequately given the further personnel changes which
have occurred. Performance 1is expected to notably improve in the third
phase with the expanded staff and automated data base. The impact of turn-—
over problems will be considerably lessened given the presence of more than
one person with knowledge and experience in the total operation of the CAU.
The recent inclusion of CAU entries into the Daily Confidential Bulletin
(DCB) 1is a good example of integration, the key concept of the ICAP pro-
gram. It has occurred, for the most part, because the CAU supervisor was
also the original Intelligence Coordinator responsible for implementing and
operating the DCB. It 1s a move that should and could have been done even
earlier except that ICAP staff member responsibllities were more special-
ized in the first phase. It would seem axiomatic that the more specialized
and segmentalized a department, project, activity, etc. becomes in order to>
accomplish a particular objective or gecal, the greater the need for a
proactive integration process to be pursued.

As a final comment, the finding that the revised offense report cap—
tures more Iinformation than the o0ld report raises a new question to be
addressed. Does this additional information contribute to the identifica-
tion, apprehension and conviction of criminals? The crime analysts are the
most appropriate individuals to address this question and should do so as
part of the crime analysis feedback process. Either formally or informally,
the collation and analysis process should be reviewed to determine those
data elements which have seldom, if ever, provided useful information. A
revision of forms should then be undertaken, perhaps towards the end of
Phase III, to eliminate these items. Useful items of information which
were handwritten onto the cards and which could be categorized could be
added at the same time, replacing the less valuable items.
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CEAPTER V

PATROL MANAGEMENT

In many departments the day-to-day deployment of patrol personnel is
mobilized primarily by citizen calls for service (CFS). ICAP's Patrol
Management (PM) component is designed to replace this reactive management
of patrol operations with a proactive approachk in which operations analysis
and crime analysis are integrated to provide patrol managers with the
necessary input to develop systematic patrol goals and objectives. 1In this
component, the emphasis i1s on effectively structuring and utilizing
preventive patrol time (i.e., that time when officers are not responding to
CFS) to initiate tactical activities aimed at preventing or suppressing
crime and apprehending criminals. Such planned activitiés are often
referred to as directed patrol. The ICAP PM component is composed of three
major activity areas: ~

e Allocation of Patrol Personnel (geographic, temporal)
e Management of Service Call Workload
e Patrol Development Program

Activities in the first two areas are designed to equitably distribute or
reduce the CFS workload so that sufficient time can be made available for
planned patrol activities. Patrol development activities are intended to
broaden or enhance the patrol officer's role, function or performance.
ICAP activities in this area include a broad gamut of possibilities. Their
common objective is to facilitate the planning and implementation of patrol
operations which go beyond that of predominantly responding to CFS. These
three activity areas will be described further in the following sections
and provide a framework for a brief overview of patrol operations in
Stockton. A more "detailed and pertinent analysis of Stockton's patrol
force will be Incorporated into the section on ICAP proposals and implemen-
tation.

ALLOCATION OF PATROL PERSONNEL

ICAP's emphasis on the efficlent allocation of patrol persconel is
, based on the premise that when officers are allocated according to workload
iz demands, their tactical efforts can be directed to perform pre-planned acti-
vities. In order to maximize the time available for directed patrol activi-
ties ICAP suggests that departments conduct a workload analysis study to
assess the congruence between service demands and manpower deployment.
Based on such an amalysis, patrol should be reallocated to be more in
accordance with when and where service is most needed. 1Inequities between
available manpower and workload leave some shifts and beats with Little
time for directed patrol, often in areas and at times when it is most
needed. ICAP supports the regular monitoring and periodic modification of
patrol allocation. ~

Stockton has reédeployed on the basis of workload studies in December

1975, September 1977 and June 1978. Since 1975, the Stockton Police Depart-—
ment has gone from a four to five and back to a four shift configuration.
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Presently, the department's patrol section (134 officers) operates with
four shifts or groups of officers, each group working one of four watches.
One watch (8 p.m. to 4 a.m.) overlaps with two other watches. Each shift,
with the exception of the shift working the overlap watch is supervised by
a watch commander (a lieutenant), while a sergeant supervises the overlap
shift. A captain commands the entire patrol section.

Rotation of each shift of officers to a different watch occurred origi-
nally on a quarterly basis with reassignment of personnel to other watches
in accordance with CFS workload. Based on feedback from patrol commanders
and officers, this was changed to rotating shifts every two months with a
sliding month so that officers would not be working the same hours during
the same seasons of the year. O0fficers on the overlap watch do not rotate.
Exhibit 14 presents the watch schedule and allocation of officers
(including lieutenants and sergeants) as of September 1980. As can be seen

in Exhibit 14, equal staffing across watches does not occur because of the
overlap shift.

EXHBIT 14

PATROL SCHEDULE AND DEPLOYMENT!

Hatch Officers
1. 11l pm. = 7 a.m. 36
2. 7am. - 3 p.m. . 35
3. 3 p.m. - 11 p.m. 36
4, 8 p.m. - 4 a.m. 27

Patrol officers work a combination schedule of seven days on, four off
and eight days om, two off. For any given watch, approximately two-thirds
of that shift's assigned officers are on duty. One day of each week is
designated as a training day when all shift patrol officers are available
for training. Beat configurations vary by time of day based on CFS
workload and manpower availability. Also considered are area size streeé
and traffic patterns, and natural and manmade boundaries and b;rriers.
Between 3 a.m. and 3 p.m., the city is divided into six beat areas; between
3 p.m. and 7 p.m., eight beat areas; and between 7 psm. and 3 a.m. fourteen
beat areas. Officers on the first and third watches operated under two
different beat configurations depending on time of day. —

lsource: Stockton Police Department, 9/80, Duty Roster.
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MANAGEMENT OF SERVICE CALL WORKLOAD

When departments respond to almost all CFS by dispatch of a patrol
unit, management of an officer's time is essentially controlled by the
radio. Planned, supervised activities require certain amounts of time. 1In
order to provide that necessary time, departments need to develop
procedures, techniques and alternatives for managing service call workload.
Activities in this component are generally aimed at identifying that
portion of +the CFS workload that might be effectively handled by
alternatives to the dispatch of mobile patrol units or controlling the
dispatch response to CFS so that blocks of time are available for officers
to implement directed patrol activities. Controlling the dispatch response
to CFS wusually requires that departments develop guidelines for the
prioritization and stacking of calls. This can permit the delaying of a
patrol unit response until other activities have been accomplished.
Alternatives to patrol dispatch for selected CFS include assignment of
civilian personnel to handle the <call, referring citizens to more
appropriate public and private agencies, taking incident reports over the
phone and requesting citizens to file a report at the nearest patrol
station.

Since the fall of 1979, Stockton PD has managed its CFS through a com—
puter—aided dispatch (CAD) system which it shares with other city services
(e.g., ambulance, fire). CAD programs automatically assign priority values
to calls based on their classification when they are entered ZIato the
system by communications personnel who receive and classify them. CAD
programs operate 1n accordance with a policy and procedures manual
developed for Communications Center personnel prior to the installation of
the CAD .system. This system automatically assigns the most appropriate
unit based on call location and unilt availability. Police wunits have
limited direct digital communication with the CAD system and can signal a
limited number of responses (e.g., message received, unit available, not
available, etc.) without the need of voice communication. This allows the
police radio channels to be less cluttered with usual unit transmissions.

Prior to the CAD system, the department dispatched its own calls.
Stacking and prioritization of calls occurred informally based on general
guidelines and dispatcher discretion during peak activity periods.
Although the Communications Center policy and procedure manual had been
developed prior to the CAD system's implementation, it did not become fully
instituted until conversion to the CAD system was complete. In lieu of
patrol unit dispatch, Stockton's alternative responses to non-emergency
and/or non-hazardous calls include the use of police trainees, community
service officers and a Telephone Report Unit (TRU). The TRU completes
offense reports on a phone—in or walk-in basis for which a sworn officer
response is not really necessary.

PATROL DEVELOPMENT PROGRAM

The institution of a directed patrol program or expansion of patrol's
role in departmental operations (e.g., conduct of follow-up investigations)
requires that officers and their supervisors be adequately prepared and
supported. The provision of ©both equipment "and training are often
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Necessary in order to facilitate a successful change in patrol operations.
The collection and analysis of data on existing tasks, operations and
situations must be conducted for informed planning and decisionmaking
purposes. Officers in specialized or supervisory roles cannot be expected
to perform to their fullest potential without adequate preparation. To
illustrate, development of a directed patrol program involves the
integration of operations and crime analysis data 1into tactical patrol
planning. However, many patrol managers have either not had, or used, this
information to make operational decisi~ns and implement tactics based on
these decisions. Neither have they had extensive training in how to go
about integrating a proactive response in conjunction with tke simultane-—
ously occuring crime, traffic, service and community relations issues they
must also deal with daily. It is the function of patrol development
activities to identify and address these types of problems so that an
effective directed patrol program can be implemented.

As part of patrol development activities in Stockton, officers parti-
cipate in the California Patrol Officer Standards and Training (POST)
program. Under this program there are annual training requirements for all

tion. Salary increases are tied to participation and completion of college
and graduate coursework. Since the patrocl officer's role in Stockton has
traditionally been to respond to CFS, officer involvement in such areas as
crime prevention, crime deterrence and investigations has been minimal.
Factors which have contributed to this minimal involvement include the
city's high rate of CFS and the departmental approach to such activities
through the creation of specialized units (e.g., crime Prevention unit) or
specific personnel (e.g., field evidence technicians) to fulfill such
roles. Officers assigned to these units or tasks do receive relevant
training experience. Except for the POST program, almost all general
patrol develcpment activities since 1978 have been related to the ICAP
Project. These activities are detailed in the following section.

ICAP PROPOSAL AND IMPLEMENTATION

Management of Service Call Workload

Stockton's Phase I ICAP grant application prOposedfprogrammatic effort
in the patrol management areas of handling CFS (See Appendix B, Phase I,
Thrust F) and patrol officer development (Appendix B, Phase I, Approach 2,
Thrust E and Approach 4). 1In the area of CFS hanagement, proposed plans
called for the creation of a Telephone Report Unit (TRU) to handle minor
calls and take ecrime reports not requiring a unit dispatch. Rationale

traditionally handled by patrol. As shown in the Exhibit 15 Timeline, this
unit became operational in the third month of the project. The types of
crime reports taken by the TRU are petty thefts, malicious mischief, auto
burglaries, grand thefts and daily reports which are essentially CFS that
would not merit inmediate or eventual officer investigation. Reports
handled by the TRU may be phone-ins, walk-ins or mail~ins.
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EXHIBIT 15

TIMELINE FOR PATROL MANAGEMENT IMPLEMERTATION

Date Month

2/78 1 First ICAP Grant Begins

4/78.‘ 3 Telephone Report Unit (TRU) begins operation

7/78 6 Command Staff Training Seminar on Management
by Objectives; patrol shift structure
reorganized

9/78 8 Patrol shift changes implemented

10/78 9 ICAP staff assist in development of Communi-
cations Center Policy and Procedure Manual;
Train Communications personnel in its use.
Community Attitude and Victimization Study
completed and disseminated in Patrol
Officer's Handbook

32 hour block of
10 Patrol completes extensive )

1 ICAP training on crime analysis, generalist
officer concept, legal awareness, interview-
ing skills and stress management
Tactical Systems Unit (Cameras and Alarms)
begins operation

1/79 12 Strike Force is implemented

2/79 13 Second ICAP Grant ngins

3/79 14 Patrol completes 32 hour Office Survival
Training supported by ICAP

5/79 16 Command Staff Patrol Management Seminar

10/79 21 Traffic Section redeployed on basis of ICAP

Accident Study
1 in follow-up in-
29 Plans for involving patro
o/80 vestigations formalized in Managing Criminal
Investigations Report
9/80 32 Third ICAP Grant Begins
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From its initial start up staffing level of one police clerk and a fiva
day 8 a.m. to 5 p.m. operating schedule, the TRU has expanded. Depending
on available personnel, the, TRU will operate up to 20 hours a day, seven
days a week. Personnel consist of a Supervising Police Clerk who is also
in charge of the collocated Report Transcription Unit, a clerk typist who
also works part time in the Report Transcription Unit and a varying number
of police trainees and/or oificers on light duty assignment. On average,
the unit operates 16 hours a day, seven days a week and is staffed by three
trainees and/or 1light duty officers. Since this manpower level was
obtained in November 1978, the TRU has handled between 689 and 1,270 calls
per month. Manpower levels have varied periodically as a function of
trainee graduation and transfers. The total number of calls handled by .the
TRU since its beginning is presented in Exhibit 16.

EXHIBIT 16

NUMBER OF REPORTS COMPLETED BY TRU
BETWEEN MARCH 1978 AND AUGUST 1980

Petty Theft , 6,158
-Malicious Mischief 5,207
Auto Burglaries 2,151
Grand Theft 2,545
Daily Reports 5,456
Other Reports 2,068
TOTAL m

In the year 1979, the TRU handled slightly over eight percent of the
total CFS. Averaged across the first six months of 1980, the unit 1s
handling twelve percent of the calls. Of these calls, roughly three
quarters would have been handled previously by unit dispatch. In a
preliminary cost effectiveness study conducted by the local evaluator of
the TRU in its first year of operation, it was reportedvrhat, prior to TRU
implementation, an analysis of job time showed that res onse to a CFS for a
minor crime took approximately 50 minutes (Harkness, 1979). Using this
figure and the number of TRU calls for the first six months of 1980 it was
estimated that 630 patrol hours could be saved per month. This was
compared to manhours spent staffing the TRU. On average, when the TRU was
staffed by fewer than three full time and ome half time person, manhours
spent in the TRU were less than would have been spent by patrol completing
those reports. When TRU staff exceeded these figures, the situation was
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reversed. TRU staffing reports were not sufficiently detailed to determine
precisely the total manhours spent per month in the TRU. However, it is
clear that for two of the six months in 1980, TRU staffing level was below
this three and one~half person figure indicating a net savings of
departmental manhours. Even when TRU staffing may not result in a net
savings of departmental manhours, the value of freeing up patrol manhours
may be worth the occasionally greater investment of clerk and trainee hours
in the TRU.

TRU reports can also be more cost effective. Monthly cost of TRU
operation in 1980 was approximately $3,500. This figure includes monthly
salaries for a half time police clerk supervisor, a full time clerk typist
and two police trainees, monthly operating costs (e.g., phones, word
processor leases) and iInitial start up costs discounted at twelve percent
over ten years. Dividing by the number of reports produced, the cost of
completing one report ranged om a month—to—month basis from $5.20 to $6.20.
If police trainee salaries were not included, since it 1Is a departmental
cost not directly incurred by the TRU, the cost per report then drops to
between $2.50 and $3.50. The estimated cost of a police officer completing
a similar report, based on salary alone, was $7.09 per report (Harknmess,
1979). This estimate is conservative since it does not include wvehicle
costs, greater fringe benefits for sworn officers or response time. Thus,
even 1if the TRU should exceed a 3.5 staff complement, it can complete
reports for approximately a dollar less per report than sworn officers.
The actual productivity of the TRU is somewhat underestimated in these
figures since only crime reports were used in computing the per report
cost. The TRU also completes daily reports (i.e., matters of record) and
handles referrals to other agencies. Increases in the number of reports
written or reduction i1in staff size would improve the TRU's cost
effectiveness; however, reduction in staff size might negatively impact on
the hours of operation which could be maintained. An administrative
benefit- of the TRU's operation has been an improvement in the
standardization and quality of offense reports. Police trainees working in
the TRU receive more extensive' report writing training while light duty
officers get a refresher course. In addition, more reports are being
produced in a standard manner since they are being done by permanent TRU
staff. -

The TRU supervising police clerk has reported few problems with the
implementation of the TRU and its acceptance by both sworn officers and the
community. A number of newspaper articles about the TRU were used to
inform the community of its operation. An explanation is provided by TRU
staff to citizens whose calls are referred to them from the communications
center. " Once the TRU function was explained to them, only one percent of
the callers complained about having their report handled through TRU. The
supervising clerk also reported that occasionally calls are referred to the
TRU which they cannot handle and must be returned to the dispatcher.
Conversely, officers who are sent to some calls discover they could be more
expeditiously handled by the TRU, refer them there and return to service.
Both events, however, were reported to be infrequent. Instances of
possibly fraudulent reporting have been very rare and none has been adjudi-
cated. However, there are occasional instances (approximately one per
week) of a caller claiming that the report taken had either included
incorrect information or ommitted information from the phoned in report.
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Overall, the TRU seems to be providing a viable alternative response
for those CFS which do not require patrol dispatch. This is an important
function given Stockton's high CFS rate. Interviews with patrol officers
have yielded generally positive perceptions of TRU as having relieved them
of the burden of responding to many routine, minor calls. It is also an
effective utilization of officers on light duty assignment as long as the
staffing level stays at or below 3.5 persons. In unusual clrcumstances,
the TRU can provide necessary support for essential department functioms.
This was demonstrated during a three day officer job action (sick out) when
the TRU operated around the clock handling all noa-priority CFS. Given the
objective of maximally reducing patrol response to calls which could be
handled by the TRU, one future concern regarding TRU operation should be
that allocation and deployment of departmental personnel to the TRU should
reflect the rate of referred call activity. The same consideration should
also be given to the unit's hours of operations. The increased utilization
of word processing equipment has increased the efficiency but also the cost
of unit operation. Since most TRU's are seldom referred more than 15
percent of all CFS, Stockton's TRU 1is probably handling almost all the
calls which could appropriately be referred to it. Consequently, any
future increases in TRU assigned staff (e.g., five police trainees and/or
light duty officers for one full month) or additional operating costs may
result in a less cost efficient unit unless it is accompanied by the assign-
ment other departmental tasks to the unit or notable increases in the
volume of referred CFS. Some attention might also be paid to more formal
monitoring and/or review of TRU activity in order to maintain its success—
ful operation. Periodic review of which calls are referred, and what phone
procedures are used in handling citizen calls should be made in order to
insure that problems such as staff insensitivity to callers and substitu-
tion of TRU referral for appropriate patrol dispatches do not occur.

Although implementation of the TRU was the only proposed Phase 1
activity in the area of managing calls for service, the ICAP project became
involved in two other related activities. ICAP personnel worked with ser-
geants from patrol and communications in writing and assembling a policy
and procedures manual for Communications personnel (See Exhibit 15
Timeline). After review and approval of this document by communications
and command staff, an eight hour training block using this document as the
curriculum was provided to communications personnel by a team consisting of
ICAP staff, a senior dispatcher and a patrol training officer. This
training session was also used as an opportunity to acquaint communications
personnel wtih the ICAP project and the need for managing CFS. When the
CAD system was initiated, this manual provided the guideline for system

operation amd the exXtensive training which was given to the telecommuni-
cators. ‘

The second area of unproposed ICAP involvement in managing CFS was its
continued operation and support of the department's False Alarm Reduction
program. This program was started by the ICAP program manager prior to the
initiation of the ICAP project. Under this program, individuals and
businesses with frequent false alarms are notified of the problem and the
need to reduce their occurrence. Chronic false alarms couﬁled with a
failure to take corrective action result in the suspension of police
service until improvements are made. Since the majority of the roughly
9,500 alarm calls in 1979 were false, a program of this nature was
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necessary in order to reduce the wasted hours of police officer time spent
in responding to such calls. ICAP project staff have continued to operate
this program. In 1979, 550 warning letters were sent to alarm owners
requesting an improvement in their alarm maintenance practices. This
figure jumped to 2,104 in the first nine months of 1980 with the addition

.of ICAP~supported word processing machines. Less than two percent of these

letters were notices of termination.

Patrol Development Program

In the activity area of patrol development, the first year grant appli-
cation focused on improving patrol officers' investigative skills by pro-
viding training in the areas of interviewing techniques, generalist officer
concept and crime analysis. Also proposed was the development of a
comprehensive community assessment report which would provide officers with
a profile of the demography, criminal activity, attitudes and behaviors of
all the patrol beats in Stockton. Implementation of both these activities
is chronicled in Exhibit 15, the Implementation Timeline. With regard to
the training effort, a 32 hour training block was provided to all patrol
personnel as follows: :

8 hours - 1. Crime analysis training
8 hours - 2.a. Generalist Officer training
b. Legal awareness training
Preliminary interviewing skill development
training _
8 hours - 4.a. Review of comprehensive community profile
b. Orientation to newly revised crime report and
field interview report
c. Stress and Crisis management

8 hours - 3.

With the exception of 4.b, all training was provided by personnel from
outside the department with relevant expertise and experience. The. main
thrust of the generalist officer training was to acquaint officers with the
role changes in patrol which would accompany the implementation of ICAP.
Topics focused on police organizations and the role of officers in various
organizational structures. Legal Awareness Training provided officers with
specific information on the legal ramifications of such things as pursuits,
arrests, searches, etc. Tlils training, along with the instruction on Crime
Analysis,  Interview Skills and Stress and Crisis Management, was provided
to prepare patrol for the gemeralist officer role.

Evaluation of this training was conducted by the local evaluator. For
all training, evaluations of course content, course relevance and instruc-—
tor competency were obtained from trainees. A pre- and post—-test of
officer knowledge was also conducted on Crime Analysis Training and
Generalist Officer Training. Detailed results of these evaluations along
with descriptions of the training and course syllabi are presented in the
local evaluator's ICAP Status Report for the First Year of Operations
(Harkness, 1979) and the second year grant proposal, Appendix J - ICAP
Training Package. Overall, officer perceptions of the training and
instructors were positive and increases in test scores were noted after
training. Patrol personnel who obtained high test scores were sent to
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_these devices were located.
identifiable (e.g., suspect wore ski mask). Six suspects were arrested;

"also in charge of the False Alarm program.

visit other ICAP sites to observe how ICAP and the gemeralist officer
concept were defined and implemented in these departments. These officers

were to provide feedback to the Stockton Police Department on the methods
and strategies used.

Effort on the proposed comprehensive community assessement produced a
250 page report by the local evaluator which compiled data from an
extensive attitudinal survey of the city, census information, crime
statistics and patrol workload data. These data were reviewed by beats to
provide information on demographic composition, citizen attitudes towards
police, attitudes towards law enforcement priorities, levels of criminal
activity and crime prevention. efforts. The purpose of the document was to
provide officers with a better understanding of the neighborhoods they
patrolled and serve as baseline data for measurement of ICAP's community
impatt. Orientation to the document and its contents was provided in the

last eight hour block of training. Each officer received a copy of the
document.

Stockton's‘ICAP patrol development training in Phase 1 appears to have
been well received by the officers. Because tlie training was of short
duration, designed to enhance individual officer skillis and serve as a

‘prefatory mechanism for ICAP-related departmental changes, little in the

way of long term effects should or could be assessed. The Comprehensive
Community Profile 1is a prodigious research document with numerous graphs
and charts for each beat. However, its utilization and acceptance by
patrol officers may be limited by its formidable size and format. It does
?rovide the necessary baseline data for an assessment of ICAP community
impact. If there are specific ICAP program activities which could be
hypothesized to effect any of the data presented in this document, a follow~
up study could be conducted to assess community impact on a limit;d basis.

During Phase I, ICAP project staff also initiated additional unproposed
activities related ‘to patrol -development. In an effort to develop a
variety of possible tactical responses to crime, the ICAP project initiated
a one man Tactical Systems Unit responsible for the placement, operation
and maintenance of alarms and surveillance cameras. Start up of this unit
is noted in Exhibit 15, Implementation Timeline. Working with the Crime
Analygis unit, this Tactical Systems Unit would place ‘these devices in
local businesses with a high probability of being robbed. On average
seven of the cameras and/or alarms are deployed at variocus locations ever;
month. As of August 1980, nineteen robberies had occurred at sites where

In only three instances weré suspects not

five were convicted and one case was
pending. On average, two devices
would be accidently tripped each month. The Tactical Syste;s officer is

Ki

The production of crime analysis reports and the Daily Confidential
Bulletin (discussed in Chapter VII on the Serious ‘Habitual Offender
component) are Phase I ICAP activities which have also contributed to the
development of proactive responses on the part of patrol. The Daily Confi-
dentia% Bulletin, which 1s distributed to patrol officers, identifies
serious habitual offenders with outstanding warrants, providés crime and
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suspect information and contains detective requests for field interviews.
The utilization of this Bulletin is described in detail in Chapter VII.
The crime analysis products such as Patrol Missions and Patrol Memoranda
issued to patrol are addressed in the Dissemination and Feedback sections
of the previous chapter on Crime Analysis. Prior to the issuance of these
ICAP documents, opportunities for patrol involvement in crime deterrence
and suppression activities had been limited to routine patrol and
responding to CFS. '

Perhaps the most direct involvement of the ICAP project effort in
patrol operations was the initiation of a patrol Strike Force in the last
month of Phase I (See Exhibit 15, Timeline for Implementation date). The
Phase II grant application, submitted before the Strike Force began,
formally proposed the creation of this unit (See Appendix B, Phase II,
Approach 3, Thrusts A and C) to provide the ICAP project with operational
capabilities for extended surveillances, special patrol and apprehensicn
activities. . The unit was staffed out of overlap watch (8 p.m. to 4 a.m.)
personnel who were not assigned specific beat respomsibilities. Depending
on scheduling and beat respousibilities, six to ten officers were made
available for Strike Force assignments. When evening CFS are high, only
four to six officers may be available. Originally two officers were
designated as Strike Force Coordinators, but this was later reduced to ome.
The primary task of this coordinator was to work in conjunction with the
CAU and other appropriate units and sections of the department in
developing Strike Team Missions. Upon identification of a crime series by
CAU, the coordinator would gather intelligence from investigative
personnel, informants and other sources. This information would then be
analyzed to determine suspects, strategies and tactics. A plan would be
developed and the Strike Force deployed. Personnel permitting, this Strike
Team has the capability of conducting around the clock operations.
Missions have included decoy operatioms, saturation of high crime areas,
surveillance of known criminals, searches for felons with outstanding
warrants and tactical support of investigative and sting operations.

In the 20 months since the inception of the Strike Force, this unit has
conducted 48 missioas - 37 in 1979 and 11 in the first eight months of
1980. Twenty-three of these missions identified particular suspects,
usually with outstanding warrants appearing in the Daily Confidential
Bulletin, 22 were based on CAU reported crime series, 'two were search
warrants and one was a speclal request. Twenty-eight of these missions
resuited in 49 related arrests. One decoy mission conducted jointly with
patrol in respomse to strong arm robberies of elderly males in a high crime
area resulted in an additional 33 arrests for either grand theft or strong
arm robbery. No significant differences were noted between the type of
mission and its probability of obtaining arrests.’ Because Strike Force
Migsions often involve surveillance in high crime areas and rapid
saturation responses to felonies in progress, there are usually 30 to 40
additional, nonmission related arrests per month made by the Strike Team.
These personnel have also been involved in the review and implementation of
special apprehension programs using special, nontraditional techniques and
strategies.

81

i




o T b e e 2 s s E i o

Operationally, the Strike Force has been successful in providing a
functional outlet for ICAP's crime analysis and career criminal efforts.
Organizationally, some of the problems traditionally associated with the
creation of a special unit have arisen. Patrol command staff have ex-
pressed concern that ICAP and its operational Strike Force may be subordi-
nating patrol. They cited lack of patrol input to mission planning and
operation along with insufficient supervisory control as being problems
with the Strike Force. In response to these issues, plans were made and
implemented to include watch commanders in Strike Force planning sessiomns.
Procedures were also instituted to keep all watch commanders informed of
Strike Missions. The number of Strike Force supervisors was increased as
well as command emphasis on supervision of the Missions. Other managerial
reorganization plans were also considered but never implemented. Subse-
quent to these changes interviews with departmental persomnel at several
levels indicated a general consensus that Strike Force operations were now
being acceptably managed. Occasional lapses in communication with patrol
and other units were reported, but this was not perceived as a chronic
problem. Some officers in patrol have expressed interest in Jjoining the
unit. To accommodate these requests, some procedures should be instituted
to insure the regularly scheduled rotation of such officers into the Strike
Team.  Besides providing other patrol officers with the opportunity to
engage in proactive tactical responses, it would lessen the common tendency
of such units to develop a "special” or elite status that might isolate the
unit from patrol.

In Phase II of Stockton's ICAP project, formally proposed activities in
the area of CFS management consisted of continuing the TRU and False Alarm
program from the previous phase. Althcugh it was not proposed, ICAP staff
participated in the creation and planning of a steering committee for the
implementation of the CAD system. In the area of patrol development, the
previously discussed Strike Force was formally proposed along with other
training similar to that conducted in the first phase (See Appendix B,
Phase 1I, Approach 4, Thrusts A and B). Areas of proposed training activ-
ity included individualized stress management consultations and an eight
hour course to teach officers advanced crime scene investigation techniques
with emphasis on physical evidence collection. These training plans were
held in abeyance to incorporate the graduate research work of an officer on
the force into this instructional effort. This program never developed,
and officers were not provided with this proposed training during Phase II.
However, officers did receivé a 32 hour ICAP gupported training program on
Offlcer Survival presented by the California Specialized Training Insti~
tute. The Tactical “System Unit continued its operation. :

PrOposed patrol management activities in Stockton's Phase III ICAP
grant application are focused primarily o;i patrol development in investi-
gations. One proposed activity addresses the increased utilization of
patrol officers in the conduct of investigations (See Appendix B, Phase
I1I, Approach 2, Thrust A). The specifics of this plan are detailed in the
following chapter on Managing Criminal Investigations. Two additional
activities are proposed in support of this enhanced investigative role.
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The first support activity is the provision of computer assisted
investigative tools for patrol. Basically, this activity calls for the
installation of mobile digital terminals in officers' units so that crime
and related information data bases can be rapidly accessed through the CAD
system. This equipment would also reduce the amount of clerical time used
by officers in the field doing their daily reports. Such information could
be entered through the terminal. The second support activity is the
provision of training in the management of criminal investigations to
patrol and other departmental personnel. This will entail the development
of a training manual on the management of investigations in Stockton (See
Appendix B, Phase III, Approach 4, Thrust A). On-going ICAP patrol
activities such as the TRU, Strike Force, and Tactical Systems unit are
continued into the third phase.

Stockton's Allocation of Patrol Personnel

Although a number of activities were undertaker, in no phase of
Stockton's ICAP project were there any formally proposed activities pertain-
ing to the patrol management area of resource allocation. Although the
allocation studies were an on-going function of the department conducted by
the Criminal . Justice Plauner (now ICAP Project Manager and head of
Operations Support Section) prior to ICAP, there was little rationale for
addressing this area formally in the grant applications. The department
had already developed a management information system (SPMIS) which
provided the necessary CFS and crime data for timely woxkload and crime
trend analyses. Review of data from this system in the summer of 1979
showed the percent distribution of CFS workload and patrol manhours to be
fairly close. The watch with the greatest number of CFS also had the most
officers deployed; the watch with the fewest CFS, the least number of
officers deployed. The percent difference between the proportion of CFS
per watch and proportion of manhours per watch did not exceed five percent.

Concurrent with the start of ICAP, project staff were also involved in
the field test of the Imnstitute for Public Policy Analysis' Patrol/Plan
Allocation Model. This was just one of several unproposed activities in™
which the ICAP project became involved relative to the area of patrol
pecsonnel allocation. In Phase I, ICAP held a three day patrol command
staff seminar to plan the implementation of a new ‘patrol rotation system
and command structure to facilitate ICAP project patrol efforts. See
Exhibit 15 for the placement of this seminar in the ICAP patrol timeline.
The new plan, which was subsequently adopted and under vaich the department
currently operates, changed the rotation of officers' shift assignments
from once every month to once every four months. More importantly, to
provide management continuity and wunit cohesiveness, it synchronized the
rotation of lieutenants and sergeants to be the same as that of the
officers under their command. A permanent nonrotating overlap watch was
created Iin the evening to provide the department with the necessary
manpower to handle peak periods of CFS and/or engage in tactical response
({.e., the Strike Force). In a similar meeting held almost a year later
patrol command staff met again at an ICAP supported seminar to discuss
issues and problems relevant to the reorganized patrol operations. The two
major topics of concern were the previously discussed issue of Strike Force

management and the i:ngth of time between rotation of the watch. In regard
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to time between shift rotation, a survey of officer preference was proposed
at the seminar and later conducted by the ICAP staff. Based on the
results, time between rotation was changed to the curreat period of two
nonths on each watch assignment. :

In Phase II, ICAP staff also conducted two special workload studies
relative to project activities in patrol. One study reviewed traffic and
accident data and recommended that the Traffic section redeploy its man—
power to provide more extensive evening coverage. This would reduce the
number of patrol responses to accident CFS, one of the most time consuming
of all calls to handle. On the basis of this study, the traffic section
was redeployed (See Exhibit 15 Timeline for this event). The second study
was conducted as part of the implementation planning for management of
criminal investigations activities. A study of day watch CFS activity was
conducted to determine if there were sufficient free time for officers to

engage in follow-up investigations. The results of this study are included
in Appendix H.

A total patrol workload anmalysis has not been conducted since September
1979. Data are not directly available from the CAD system. This system
keeps a dally transaction log of all calls with relevant information; how-
ever, there are no programs which aggregate this data in any fashion (i.e.,
by time, unit, area, type of call; for a week, month, year, etc.). The
previously used management information system (SPMIS) is not compatible
with the CAD system and has not been utilized since the CAD system was
initiated. Aggregating CFS data requires hand tallying from the transac-
tion print out. Exteunsive or detailed analyses of CFS data are prohibi-
tive. Even though it has not been proposed in Phase III, ICAP resources
would be well '‘applied in supporting the. development of the necessary
software to collect this information. This programming requirement could
be included in the software specifications for installing the mobile
digital terminals.

At the request of the evaluator, September 1980 CFS data were tallied.
CFS workload and patrol manhour deployment from the duty roster for the
same month are presented in Exhibits 17 and 18. Exhibit 17 presents the
percent hourly distribution of patrol workload and deployment. This same
information is aggregated across watches in Exhibit 18.

EXHIBIT 17

PERCENT DISTRIBUTION OF PATROL CFS WORKLOAD
AND DEPLOYMENT MANHOURS

Watch ‘Patrol CFS Workload o Deployment Manhours

ll p-m. - 7 a.M, N 28% . 38%
7 a.m. - 3 p.nm. 27% 267
3 p.m. - 11 p.m. 45% | . 36%
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EXHIBIT 18

HOURLY DISTRIBUTION OF PATROL WORKLOAD & DEPLOYMENT

. PERCENT HOURLY DISTRIBUTION OF SCHEDULED PATROL MANHOURS

STOCKTON POLICE DEPARTMENT
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As can be seen in Exhibits 17 and 18, there is somewhat of an inequity in
workload and deployment based on number of CFS. The 1l p.m. to 7 a.m.
shift is relatively overmanned while the 3 p.m. to 11 p.m. shift is
undermanned. This trend was also noted in the 1979 figure but the
discrepancy between CFS workload and deployment manhours was only half as
great. The distribution of CFS workload has not changed notably in one
year. The day watch was exactly the same as in 1979. The other two
watches have only changed by one percent.

While these figures do reflect a less .than optimal allocation strategy,
several other factors must also be considered. Types of CFS and time
required to handle them have not entered into this analysis. These data
can have a significant effect on deployment decisions. On the evening
watch, deployment manhours do not include Strike Team officers who do not
have beat responsibility or the Traffic Division who would be operating
during a portion of this time. In other words, additional manpower can be
made available if necessary. For the night watch, the opposite is the
case. There is usually less back-up manpower available, hence the higher
manhour deployment relative to CFS. Other multiple overlap shift configu—
rations have been considered and attempted, but it was felt that the
concomitant problems of manpower coordination and maintenance of unit
command outweighed the advantages of a closer workload/deployment distri-
bution. Relative to the previous year, it should also be noted that each
shift has from six to eight officers more than it did in 1979. This has
increased the total patrol manpower considerably beyond 1979 levels. Shift
assignments also reflect the logistics of providing training and support
for these newer probationary officers. Undoubtedly all of these factors
have influenced, to varying degrees, patrol allocation decisions. The
veallocation of more personnel to the evening watch, or initiation of the
overlap watch an hour or two earlier, would improve the relationship
between CFS workload and deployment. Whether or not this would represent a
more efficient patrol plan requires a detailed workload analysis utilizing
CAD system data. In the absence of the needed program capability, such an
event would be very tedious and is probably unlikely.

I

COMMENTARY

As in the previous commentary section of the Crime Analysis chapter,
the purpose of this section is to discuss those observations and issues
which appear relevant to ICAP's role in patrol management in Stockton. The
topics discussed are intended to highlight various aspects of the ICAP pro-
gram as they have been realized in Stockton. As before, they are subjec~
tive choices reflecting the perspective and information obtained by the
evaluation.

Nature and Extent of ICAP Activities with Patrol

As with most ICAP projects, Stockton's Phase I emphasis was directed
towards patrol. Early in the project, officers were provided with an orien-
tation to ICAP through the provision of training, relieved of burdensome
minor calls through the initiation of the TRU and provided with the neces-
sary information to engage id non-CFS related apprehensions through the
issuance of the DCB and crime analysis reports. The crea. .  of the
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patrol Strike Force is in keeping with the department's precedent of
creating speclalized units (e.g., crime prevention, field evidence) to
handle a particular function. In the case of the Strike Force, it was the
directed patrol activities espoused by the ICAP program.

Phase II changed focus somewhat to address the area of managing
criminal investigations. The patrol activities started in Phase I
continued, but the Strike Force provided the substantive operational clout
to the crime analysis and serious habitual offender efforts. While the
level of patrol/ICAP interaction did not diminish in Phase II, the
involvement of patrol officers other than the Strike Force showed little
progress or .change until the end of Phase II when plans were proposed to
engage day watch patrol officers in follow up investigatioms.

While the institution of a patrol-wide directed patrol program would
seem Indicated as the next step in Phase II, the absence of such an effort
in Stockton's case may have been necessary. Considering the problems that
are encountered and the effort that is required to train, support and
monitor special patrol projects it 1is doubtful that ICAP resources -
personnel and money = could have been used to mount activities in both
directed patrol and managing criminal investigations simultaneously.
Further, the context was less than ideal for introduction of the directed
patrol concept. For most of the Phase II period, officers engaged in
annual work slow downs and sick outs over salary. TInsufficient patrol
supervisors were available as back up on days off. These factors, which
have been recently rectified to some extent, plus the continued high rate
of CFS mitigated against the implementation of such a program. With the
recent increases in manpower ‘and supervisory personnel, consideration
should be given to the implementation of more directed patrol activities
than have been conducted previously. Joint Patrol/Strike Force operations
have been undertaken in the past and should be continued.

The Strike Force Coordinator plays a key role i1in maintaining
departmental support for the Strike Force. The success of a mission is, in
many respects, dependent upon the ability of this individual to obtain and
synthesize information from a variety of sources. Mission plans are
developed on the basis of this input. The thoroughness and reliability
with which the Coordinator handles the administrative and logistical
details of conducting a Mission can elicit either the commendation or
reprimand of command staff. In some instances, it might also effect the
actual safety of officers in the field. This officer is the most direct
outlet the crime analyst and other sources of intelligence have for
operational application of their information.

For these reasons, this position represents a critical function in the
ICAP project's effort to demonstrate the value of adopting the ICAP model
in the conduct of tactical operations. The Coordinator's role represents a

~microcosm of the ICAP model. This dindividual collects data pertinent to

the Mission, analyzes it and participates in the planning and delivery of a
tactical response based on this analysis. The experiences of the Strike
Force and its Coordinator can be of instructional use tc patrol supervisors
and officers interested in implementing similar, but more limited, types of
operations. The competence and capability of the ICAP Strike Force Coordi-
nators have been important factors in the effective operation of the unit.
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Patrocl Perception of ICAP

The implementation of an ICAP project invariably entails changes. Some
may be major, others minor. The ICAP precept of expanding the role of
patrol can easily and often be viewed by patrel as simply increasing their
workload. To illustrate, the revision and addition of forms which usually
accompanies many ICAP projects are seldom viewed favorably by patrol
initially. An ICAP project, if it is to be successful must demonstrate to
the majority of patrol officers the rationale and value of any perceived
increases in workload. Better yet, it should also implement other
activities designed to reduce workload or shift patrol effort to those
tasks which are preferrable. In Stockton's case, activities such as the
Telephone Report Unit and issuance of the DCB were initiated prior to such
changes as the offense report revision and four wmonth shift rotation.
Patrol acceptance of ICAP may depend on maintaining a balance between these
types of activities.

Stockton's ICAP project appears to have maintained this balance. Inter-
views with patrol officers indicated a general acceptance of the project
and a clear recognition of its support by the chief. Overall perception of
the project i1s very positive. In the ICAP survey of departmental
personnel, respondents were asked to rate the program on a six point scale
ranging from very positive to very negative (See Appendix F, Item 7D).
Saventy nine percent of the patrol officers surveyed rated it as either
very or. moderately positive. To provide some perspective on this figure
and address the question of a possible positive response bias, patrol
ratings of patrol and communications should also be considered. As might
be expected 92 percent of the patrol officer respondents gave patrol a very
positive or moderately positive rating, only 38 percent gave similar
ratings to the communications section. This favorable impression of ICAP
is further borne out by the Project Manager's observation that officers
from other shifts have requested assignment to the Strike Force, and that
it is no longer difficult to find sworn personnel interested in filling
ICAP staff positioms. 1In the long rum, it may be the maintenance of these
perceptions that will enable ICAP to engage patrol officers in future
project activities. : '

88

s TERRACLE ke

CHAPTER VI

INVESTIGATIONS MANAGEMENT

The ICAP investigations component 1s modeled after the Managing
Criminal Investigations (MCI) program developed by the National Institute
of Law Enforcement and Criminal Justice (Cawley et al., 1977). The six
investigative activity areas of ICAP are taken from the National
Institute's program (See Appendix I for a brief description of each of
these areas). The MGI materials were distributed to the ICAP departments
and the project directors were urged to use the Institute's model as a
planning guide. This model, for the most part, is focused primarily upon

improving the efficiency of the investigative process. Activities are -

proposed to administratively monitor and subsequently improve the flow of
investigations through the department. One significant aspect of this MCIL
model 1is the expansion of the patrol officers' role in the conduct of
investigations to reduce the duplicated effort which often occurs when
detectives conduct follow up investigations. Another is the development of
a case screening function so that only those cases with the greater
probability of being solved are assigned to detectives. The underlying
assumption of the model is that improvement in the management of the case
load will reduce the time detectives waste on essentially nonproductive
activities and subsequently apply that time to more proactive investigation
of cases more likely to be solved. Specialized investigative divisions
such as Vice, Narcotics and Sting are not addressed by the model which is
geared primarily to investigations of reported crimes which are usually
handled by patrol officers who write the initial offense report.

The following sections will review the management of investigations in
Stockton. The six activity areas outlined in the MCI model will be used as
a guide for the content of this review. These areas are:

e agency organlizatlon and allocation for Iinvestigations

& police/prosecutor relationship

e patrol role in investigatioms

. case screening

e management of continuing investigations

e monitoring of the investigation system
Those areas in which changes have occurred due to ICAP-initiated activities
will then be addressed.

AGENCY ORGANIZATION AND ALLCCATION
With regard to agency organization and zllocatiom, Stockton's Investiga-

tion Division reports to the Deputy Chief of Operations. The division's
basic structure provides for a captain as the commanding officer of the
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Division with two Lieutenants: one c¢ommanding a Crimes—Against-Property
Section and the other commanding a Crimes—Against—Persons Section. See
Appendix A for an organization chart.

The investigators assigned to the Division are police Sergeants, and
there are eighteen assigned: ten in Property and eight in Persons. The
work schedule for the majority of the investigators is Monday through
Friday on an eight to five shift; however, a "swing shift"” provides two
investigators from each section for a three to eleven shift and weekends.
Command responsibilities for the evening and weekend investigators rest
with the Patrol Watch Commander.

The Crimes—Against—~Property Section is subdivided into details of auto
theft, forgery/checks, arson/explosives and burglary/theft. The investiga-
tors work all reported crimes that require follow up investigations in the
category of Crimes—Against~Property. The Crimes—-Against—Persons Section 1s
organized into the Robbery Detail and the Homicide Detail, and work all
cases requiring follow up investigations in the categories of criminal
homicide, rapes, robberies, kidnaps, extortions, felony assaults, misde-

meanor batteries, sex offenses; lewd and disturbing phone calls, and
unattended deaths. :

- . POLICE/PROSECUTOR RELATIONSHIP

Interaction between the police and the San Joaquin County District
Attorney's Office 1s best typified as a regular and generally informal
working relationship. A Deputy District Attorney visits the police depart-
ment each workday morning and reviews with officers those cases that need
assistance or that are ready for formal complaint filing. Additional
pre—arrest assistance occurs when investigators call a Deputy District
Attorney for specific advice on a particular case in such areas as search
warrants, probable cause decisionmaking, legal procedure, line-up identifi-
cations, and statements/confessions. In very serious cases, a Deputy
District Attormey will work with the investigators throughout the investi-
gdtion. One investigator is assigned primary duties as liaison with the
Disirict Attorney's Office, but each investigator working a case will also
deal directly with a Deputy District Attorney.

Although the District Attorney's Office has a staff of investigators,
they rarely follow up on police department investigations. They are
generally used in District Attorney initiated investigations such as corrup-
tion, fraud, and white collar crime. The five Deputy District Artbrneys
interviewed by the national evaluation team all felt that, on the whole,
departmental investigations were quite good and seldom, if ever, required
any follow up outside departmental capabilities. The attorneys also
considered themselves to be available to the investigators on an around the

clock basis if an immediate and timely response were required on the part
of the prosecuter's office.

Plea bargaining is prevalent in Stockton, but the daily interaction
between the District- Attormey's office and the police department usually
involves officers in that decisionmaking process. It also provides
officers with feedback about the decisions which are made and the
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rationales for them. The general perception of those 1nvestigators
interviewed by the evaluation team was that plea bargaining was a problem
with- the criminal justice system and not the personal and arbitrary act of
1ndividua1 prosecutors. The =~ District Attorney's office regularly
participates in the police training program and the lieutenants in charge
of eAch section meet with prosecutors to review the sufficiency of
1nvescigative activity and particularly the reasons for unsuccessful
prosecutions.

PATROL ROLE IN INVESTIGATIONS

The patrol role in investigations has been primarily confined to the
conduct of a preliminary investigation in response to a CFS. The prelimi-
nary investigation conducted by a patrol officer includes victim ianter-
view(s), interviews(s) with immediately available witnesses, responsibiity
for crime scene processing by an evidence technician and preparation of the
offense report. All follow up investigations are handled by detectives.
While arrests from follow up investigations are occasionally made by detec-
tives, most are generally referred to Patrol or the Strike Team. Joint
arvests are rarely made. Misdemeanor arrests made by patrol are referred
to the Police Department's court officer for processing while felony
arrests made by patrol are turned over to the Investigation Division for
processing, interviewing, etc.

Traditionally, the problem most often cited for patrol's limited
involvément in investigations has been the lack of available time due to
the heavy volume of CFS. CFS activity at peak times affords little time
for preliminary investigations and no time for follow ups. Departmental
administrators and investigators are aware of this condition. An increased
role for patrol in the follow up of some“investigations has been favorably
endorsed in theory but pragmatically viewed with skepticism as to 1its
feasibility in Stockton given the volume of CFS:

CASE SCREENING

Offense reports are prepared, using a one-write system, by the patrol
officer or the Telephone Report Unit and submitted directly to the Records
Unit. Unless the officer 1s on probation or otherwise under the direction
of a Field Training Officer, this is the official record of which duplicate
copies are made. No further patrol review 1s performed. All reports are
routed to the Investigations Division for review. The Captain in Investiga-
tions assigns the reports to the appropriate section based on crime classi~
fication, and the lieutenants in charge of the sections review and assign
if follow up investigation is warranted.

Case screening i1s performed by the lieutenants in charge of the two
sections, but in an unstructured and informal manner. Although formally
specified screening criteria such as solvability and case workload do not
exist, 1t appears that these criteria are being applied experientially.
Individual investigators prioritize their workloads devoting the greatest
amount of their time and energy to more serious cases, working on marginal
and minor cases as time permits.
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If follow up investigation is not pursued, the case 1is closed unless
additional information or evidence is obtained sufficient to change the
status of the case. Should that occur, the case is then assigned for inves-
tigation. 1Incomplete and/or inaccurate reports from Patrol are returned
for completion and/or correction. On misdemeanor matters where the victim
desires prosecution and the suspect is identified, the initial crime report
is referred directly to the District Attorney's Office, and the victim is
instructed to seek a complaint with them. The District Attormey's Office
refers back to the Investigations Division those crime reports that need
additional follow up because the reports are incomplete or lacking the
crime elements needed for prosecution.

MANAGEMENT OF CONTINUING INVESTIGATIONS

In Stockton, there are few formal procedures concerning the management
of continuing investigations. Because of the detective's rank (sergeant)
and traditional procedures, investigators often operate independently.
Once a case has been assigned, there is little or no formalized, systematic
review or suspension of on-going investigations. These matters are nor-
mally worked out informally between the lieutenant and sergeant on a case
by case basis. Lieutenants are made aware of the status of cases at roll
call where investigators are assigned cases and a general exchange of
information on cases and activities occurs. Lieutenants also manage
continuing investigations through the review of case reports which are
routed through them. Lieutenants review all supplemental reports which
investigators file on a given case and their dally reports. The daily
report lists all the activities that the investigator undertook during the
day. Some of these reports, however, have been noted to suffer from a lack
of standardization, considerable variability and some redundancy in content
across 1nvestigators (ICAP Investigative System Upgrades, 1978). Informa-
tion about an investigation can also be found in a case “pouch” which
contains all the reélevant documents ‘and reports on that case. However,
these pouches are only created on cases which require extensive investiga-
tion or are significant crimes (e.g., homicide).

Overall, these informational sources along with the roll call appear to
provide supervisors and investigators with some overview of case progress
and disposition. On a practical level, case management does occur; how~-
ever, there 1is 1little quantifiable information upon which to assess
utilization of investigator's time, determine case load level, or assign
case priorities. Successful case management depends more upon the personal

competencies of investigative personnel than any planned, systematic
process.

MONLTORING THE IRVESTIGATORY SYSTEM

Monitoring the investigatory system, the sixth investigations manage-
ment activity area, encompasses the establishment of management information
systems to provide continuous feedback on the investigative process. In
Stockton, those mechanisms available for monitoring the investigative
system are the same as those described in the previous paragraphs on the
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management continuing investigations. That 1s, information about investi-
gations as a whole in Stockton requires attendance at roll calls and
initial case screenings, review of investigators' daily reports, subsequent
case loads can be obtained by counting the listing of cases assigned to
each individual investigator. However, this figure will be inaccurate tc
an unknown extent since there is no systematic procedure to identify and
remove those open cases which have essentially become inactive.

As in the management of continuing investigations, Stockton's reporting
and record keeping procedures provide supervisory lieutenants with the
capability to monitor overall investigative activity. However, it -is not
formal and although some useful management information data are being
maintained, it has not been regularly aggregated and reviewed for the
purpose of operations analysis.

At the request of the evaluator, available aggregate statistics were
compiled for the first half of 1980. Average figures for monthly case flow
from initial screening by the lieutenants in each section are provided in
Exhibit 19. The 1lieutenants review all felony and misdemeanor reports
appropriate to their section; however, their log sheets only contain those
felony and misdemeanor cases which are assigned and only those felony cases
which are suspended at their initial screening. Fewer than ten percent of
the assigned cases are misdemeanors. Percent figures for cases handled by
detectives are appropriate since carryover cases from previous months are
included in the count. The "cases with arrest” figure is comprised mainly
of those cases where a patrol arrest was made prior to the case being
reviewed and processed by detectives (e.g., on-scene arrest). The "cases
with warrants issued” tends to be more indicative of case outcomes related
to investigative effort. Detectives in the Crimes—Against—-Property Section
carry a larger average caseload (40 cases per month) than either the Crimes-
Against-Persons Section {11 cases per month) or Juvenile (8 cases per
month).

There is no formal system for feedback on the final disposition of most
investigative cases submitted to the prosecutor's office. It is usually
the daily and informal interactions between prosecutors and investigators
that inform police of final disposition. Final disposition is provided,
however, on Career Criminal cases which are handled by a special unit in
the District Attorney's office. It should be noted that the establishment
of a feedback system on all felony cases requires the support and
assistance of administrative staff in the prosecutor's office. Interviews
with both legal and administrative personnel from the District Attorney's

‘office indicate that such a feedback system would not be feasible at this

time given current manpower levels and the manrer in which some cases are
handled. .

Overall, management of investigations in Stockton has operated in a
functional but informal mode. The high volume of personal communication
and interaction between investigative personnel and supervisors has pro-
vided both groups with an intimate understanding and semsitivity to daily
operations. With minor exceptions, the organizational structure and
general operation of the Investigations Division has been in effect for
more than 20 years. The development of a more formalized monitoring and
managerial .capability in dinvestigations may not be perceived to have as
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EthBIT 19

' SIX MONTH AVERAGE CASE FLOW ~

FROM INITIAL DETECTIVE SCREENING

Number of Cases
Logged by Supervisor

Number of Logged Cases
Assigned at Screening

: 590 :
(63% of Cases Logged)

2 (per montli) —Pp

.941

Number of Logged Cases
Suspended at Screening

- 351

(377% of Caées Logged)

STOCKTON
Cases Handled by Detectives
% of Total
Number Cases Logged
Cases Suspendedb 294 ©32%
Unfounded Cases <15 27
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great a utility by personnel within the unit as other departmental person—
nel having responsibility for broader planning and operatlons analysis. As
will be discussed in the following sections, ICAP effort in investigations

management has reflected sensitivity to this possibility. Implementation

activity on the part of Stockton's ICAP project staff in this component has
proceeded at a slow, measured pace geared to developing increased investiga-
tive participation and involvement.

ICAP PROPOSAL AND IMPLEMENTATION

Stockton's Phase 1 grant application called for the conduct of two
studies (See Appendix B, Phase 1, Approach 3); one on possible improvements
to the report recording system utilized by investigators and the other on
general investigative system upgrades which could improve the efficiency
and effectiveness of the investigative function. The rationale behind the
first study was to develop mechanisms which would increase the amount of
time detectives had tc work on cases by lessening the amount of time they
had to spend administratively. It was estimated that for each two hours an
investigator spent in the field, one hour was consumed in personally having
to type reports. The development of better report recording techniques
would lessen this burden of transcription. The purpose of the second study
was to identify those activities which would enhance the i1nvestigative
function and interface with ICAP plans to expand patrol's role in this
area. No operational plans were formally proposed in the grant applica-
tion, but instead were made contingent upon the findings of the studies.

Both reports were completed in the first phase by the ICAP grant's
coordinator with the assistance of other ICAP staff and departmental
personnel. The first study, Report Recording System for Investigatioms

appears in the Second Quarterly Progress Report for Phase I while the
second study, Investigative Systems Upgrades, appears 1in the Third
Quarterly Progress Report. See Exhibit 20, Timeline of Investigations
Management Implementation, for a listing of these and other significant
events relevant to this ICAP component. The content of the first report
was based on site visits to a number of police departments to study their
report transcription techniques, a review of the literature, and a survey
of 48 California police and sheriff's departments. Based on an analysis of
the study findings, it was recommended that: 1) the one-write system of
report taking be maintained for patrol since maintenance of clerical sup-
port personnel for transcription of all offense reports would be prohibi-
tive, and 2) that a substantial amount of investigator's time could be
freed by implementation of a report transcription unit. Additional poiunts
made were that standardized information would be collected and that this
standardization would lend itself to the utilization of other
investigations management techniques.

The Investigative Systems Upgrades report reviewed current training and
evaluation literature on the management of criminal investigations and sum-
marized the observations from several on—site visitations to other police
departments who were field testing various i1nvestigations management con-
cepts. Also provided in the Upgrades report was an overview and analysis
of existing investigative structure and procedures in Stockton. The report
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EXHIBIT 20

TIMELINE OF INVESTIGATIONS MANAGEMENT IMPLEMENTATION

DATE, MONTH ", EVENT
2/78 1 First ICAP Grant Begins
6/78 5 Thirty~two hours of Investigative Skills Development

training provided to patrnl

7/78 6 Study on Report Recording System for Investigations
is completed

Selected officers attend advanced training classes on
Investigative Skills and MCI model

10/78 9 Study of Investigative Systems Upgrades is completed
11/78 10 Investigators receive 12 hours training on MCI model
2/79 13 Second ICAP Grant Begins

5/79 16 Meetings of Investigations Steering Committee begin
9/79 20 . Report Transcription Unit (RTU) initiated

16/80 29 Managing Criminal Investigations report is completed
9/80 32 : Third ICAP Grant Begins

concluded with a series of recommendations for the Stockton Police Depart—
ment in each of the six major activity areas of investigations management.
Among some of the major proposed activities were: the development of a
patrol report review and case screening capability, the institutionaliza-
tion of a management by objective approach to case management, and the
development of a monitoring information system on case activity. An imple-
mentation plan £for the realization of these recommendations was also
provided. Because these recommendations were fairly extensive, the imple-
mentation plan called for the establishment of an ICAP Investigations
Steering Committee to structure and develop the specific areas of project
activity. The report reflected a fairly comprehensive and careful consider-
ation of the investigative management areas and their application to the
Stockton Police Department. It represented the initial planning document
and starting point for the work of the Investigations Steering Committee.
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‘While these reports provided the only formal Phase 1 plans, some
unproposed activities also occurred. One was the provision of 12 hours of
training for all investigative unit personnel on wmanaging criminal
investigations. This training was presented by the lieutenant in charge of
the Robbery/Homicide section and an ICAP staff member. The training was an
outgrowth of their attendance at University Research Corporation's Managing
Criminal Investigations Training Program. A significant increase in the
number of items answered correctly on a pre—post training test of knowledge
about criminal investigation was noted after the training - from 42%
correct to 90% correct (Harknmess, 1979). Selected investigators were also
sent to a special school on ‘adanced interviewing skills sponsored by the
Los Angeles Police Department. This course 1included training in
investigative thypnosis which has been wused, with varying degrees of
success, in a half dozen Stockton cases. Exhibit 20 displays the
occurrence of these events on the implementation timeline for this
component.

The Phase II grant application formally proposed the implementation of
many of the recommendations presented in both Phase I studies. As a result
of the Report Recording System for Investigators study, the Phase II ICAP
grant application (See Appendix B, Phase II, Approach 5, Thrust A) proposed
the implementation of a two-person Report Transcription Unit (RTU) for
Investigations.

Dictaphones and word processing equipment (Burrough's Redactron) were
purchased and personnel to staff the wunit were hired and trained.
Detectives from the Investigative and Juvenile sections were trained in the
techniques and format of dictating reports. Seven months into the second
phase, the RTU became fully operational. Some initial problems were
encountered in establishing workflow priorities among the investigators and
the types of reports which would be typed (e.g., no lengthy verbatim
transcripts of suspect interviews). As procedures and policies for use of
the unit were clarified, these problems diminished. TFor the most part, -
crime, arrest and subsequeant reports which were to be submitted to
prosecutors were transcribed. Some victim/witness correspondence was also
prepared along with other miscellaneous reports. i

The RTU 1is both physicaily and organizationally collocated with the
Telephone Report Unit. They are both supervised by the same police clerk
and share the same office space. Normal weekday hours of operation are
followed. In one full year of operation, this unit has prepared over 6,000
reports. In an average month, the RTU produces between 500 to 550 reports;
this represents at least one report every other day from each investigator.
In its busiest month last year, 750 reports were completed by the RTU. The
RTU staff estimates that fewer than five investigators have c¢Hntinued to
type reports themselves or utilize the RIU on a very limited ‘basis. For
most  investigators though, the RIU has alleviated some buvrdensome
administrative tasks. Investigator estimates of time saved range from 5 to
20 percent depending, to some extent, on the size of the detective's
caseload and the amount cof administrative work associated with it.

The previously discussed recommendations of the other Phase I report,
Invostigative Systems Upgrades were also formalized in the Phase II grant

application (See Appendix B, Phase II, Approach 5, Thrust B). Although
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some of these proposed activities are fairly well defined, the specific
approaches to be taken and the final implementation plan were left to the
Investigative Steering Committee. Training in support of these investi-
gative changes was also proposed (See Appendix B, Phase 1I, Approach 4,
Thrusts C and D). Grant application plans called for the provision of
instruction to investigators in the areas of advanced interviewing skills
and management by objectives.

The constitution and convening of the Investigative Steering Committee
four months into the second phase represented the first real introduction
of change into investigative operations. Members of the committee included
Investigations Division command staff, detective sergeants, patrol watch
commanders and representatives from other departmental wunits (e.g.,
Records) which could be affected by changes in investigations. The recom—
mendations and plans of the Investigative Systems Upgrades report were
presented to the committee along with other investigative approaches and
models. Progress on the adoption and modification of specific  plans
progressed at a very slow pace. Considerable reluctance and resistance on
the part of investigators to the proposals were encountered. 1In general,
all members of the committee felt that improvements could be made in the
investigative process, however, there was considerable dissension as to
what should be the nature and extent of these changes. 1t was the percep-
tion of some investigators that ICAP was directing the committee rather
than participating as a member. While ICAP project staff were the driving

force behind the push for change, it is questionable that they determined

the committee's actions. Few, if any, ICAP plans were ever adopted by the
group as originally proposed. The successful implementation and operation
of the RTU provided the ICAP staff with the necessary credibility to main-
tain its impetus with investigators for change.

As the second phase drew to an end, specific plans for revision of
investigative operations were formulated and adopted. A number of factors
contributed to the committee's closure on a plan of action. Besides the
RTU's demonstrated value, changes in investigative command personnel
created a more favorable environment for innovation. ICAP staff's Intelli-
gence Coordinator - a sworn officer - was increasingly involved in the
planning process along with the ICAP Project Manager. This brought more
epxertise and experience to the committee's deliberations. Some investiga-
tive personnel were exposed to innovative investigations programs in other
departments, and/or further training in the management of criminal investi-
gations.

The formal specification of these finalized plans was contained in the
Managing Criminal Investigations report produced by the ICAP staff (See
Exhibit 20 for timeline). This document proposed:

e implementing a "Case Management Receipt System”
similar to that used by the Santa Anna Police
Department which included case solvability
factors; :

. increasing patrol responsibility in the conduct of

preliminary investigations wand selected follow
ups;
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] implementing a case screening process; and

] implementing & standardized case monitoring
system between Investigations and Juvenile.

Appendix H contains excerpted sections of this report which describe in
more detail the procedures, arrangements and documents which will be used
in the implementation of these investigative upgrades.

In many respects, this plan represents the culmination of the various
compromises, alterations and modifications which occurred since the incep-
tion of the Steering Committee in Phase II. When this plan is implemented,
the accountability and responsibility of patrol in preliminary
investigations will be significantly increased. The officer preparing the
offense reports will make the initial determination based on solvability
factors as to whether the case merits some type of follow up or mnot. The
proposed case screening mechanisms will serve as a quality control check on
this determination. Officers on the day shift will become iavolved in the
conduct of follow up investigations on which some solvability factors are
present but Insufficient to merit the initial attention of detectives.
Analysis of CFS data on the day shift indicated that sufficient time should
be available for officers to conduct such follow up (See Appendix H for
this analysis). Actual changes in the investigations division are not
extensive and mostly administrative in nature. However, the monitoring and
tracking of cases, particularly at the individual level, will become much
more formalized and systematic. The lieutenants in charge of each section
will be relieved of some of the extensive case screening and review
activities which they currently perform. Their case management and
reporting tasks, however, will be increased.

Because of the unanticlipated time and effort required to establish the
specific thrusts of these investigative upgrades, the Phase II training
proposed in support of these activities was suspended. This training
support was reintroduced and expanded to include patrol in the Phase III
grant application (See Appendix B, Phase III, Approach 4, Thrust A).

The Phase III grant application does not specifically propose many of
the plans presented in the Managing Criminal Investigations report. This
is due mostly to the fact that the grant application had to be submitted
before this report was completed. The proposal does address the area of
enhancing patrol's role in conducting preliminary investigations but not in
the detail presented in the report (See Appendix B, Phase III, Approach 2,
Thrust A). TIn similar fashion, the Phase III proposal also calls for the
development of a case tracking system (See Appendix B, Phase III, Approach
3, Thrust A) with detectives which would provide data on case load,
individual cases and investigator activity related to each case. Proposed
activitles call for the collection and automation of this information so
that timely reports on the management and monitoring of cases can occur.
The Mamaging Criminmal Investigations report does not include reference to
the establishment of such an automated data base, but it does provide
coples of proposed manual record keeping forms which could serve as source
documents for dinput into such a computerized 1nvestigations management
information system. Most 1likely, plans for automation will have to wait
until the manual reporting system has been installed and i1is fully
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operational. While reluctance to implement many of these plans will
persist, the groundwork for these changes seems to have been sufficiently
established by the Steering Committee in Phase II to provide a steady
progress towards their eventual adoption in Phase III.

COMMENTARY

Initiating changes in the management of criminal investigations in
Stockton represents one of the most difficult and sensitive areas
encountered by the ICAP project. Traditionally in Stockton, as in many
other departments, an officer's assignment to investigations bestows
greater freedom and choice in determining how and when work tasks will be
accomplished. Direct, detailed supervision 1is minimal. Consequently,
detectives enjoy a fairly high degree of autonomy in the performance of
their job. Since many aspects of the ICAP investigations management model
involve the monitoring of performance, it is not suprising that these
proposed changes and innovations are viewed with suspicion and skepticism
by the detectivesy. The accountability of investigators for their actions
is certainly enhanced by many of the proposed changes. If these changes
are seen primarily as a mechanism for individual performance measurement
rather than improvement of the entire investigative process, detective
recalcitrance 1s inevitable. The context in which the change process is

introduced in investigations may be of critical importance for the accep—
tance of proposed changes.

Issues associated with the implicit performance measurement aspects of
the investigations component should be acknowledged and proactively
addressed in planning for the implementation of investigative changes.
Stockton's gradual but escalating approach to implementing investigative
changes seems to be a viable plan. ICAP project activities in Phase I
served to familiarize ICAP staff and investigators with each other.
Investigators were also exposed to the concepts of investigations manage-
ment. The two studies provided ICAP staff with a needed understanding of
the investigative operations in Stockton. The Phase II creation of an
Investigative Steering Committee initiated the start of a more involved
level of interaction. ICAP support and development of the RTU provided
investigators with an appreciated service and demonstrated a positive
aspect of the ICAP intervention into investigations. It was not until
after a year and a half of these efforts at familiarizing investigators
with ICAP and demonstrating its support of investigative functions that
more changes were tentatively proposed to the committee. Tt should also be
noted that, even with this preparation and the lengthy period of Steering
Committee deliberations, it is quite probable that some of the adopted
plaus would have proven unacceptable to some committee members had there
not been command support for their adoption.

ICAP's beginning as essentially a patrol emphasis program may ﬁave also

contributed to its slower rate of progress in influencing investigative:

operations. However, some aspects of this patrol focus have directly
supported the planned expansion of patrol's role in the conduct of both
preliminary and follow up investigations. TInasmuch as available time and
expertise were seen as important factors in determining patrol's investiga-
tive capabilities, many of Stockton's other ICAP activities directly

100

addressed these issues. The Telephone Report Unit freed officers from
having to respond to some routine calls; the CFS stacking and prioritizing
policies permitted the postponement of others. The revised offense report
standardized the type and increased the amount of crime information
collected.

The provision of generalist officer training and interviewer skills
training further prepared patrol £for an expanded investigative role.
Additionally, the Strike Force aided detectives in the follow up of some
investigations, and patrol indirectly assisted investigations by completing
field interview reports (FIR) requested by detectives with ICAP Daily
Confidential Bulletins (DCB). The manner in which all of thes: activities
interface with the expansion of patrol's role in investigation demonstrates
both the need and value of planning and implementing an interrelated or
integrated set of project activities.

In regard to the proposed investigative imnovations put forth in the
Managing Criminal Investigation study, several elements seem to be of parti-
cular relevance to its successful implementation. The case screening
sergeant who reviews the classification of all cases plays a critical role
in the management of investigations. This individual represents a pre-
viously nonexistent point of contact and feedback between patrol officers
and investigators regavrding c¢rime investigations. The case screening
officer provides investigators with a formal medium through which to inform
patrol supervisors and officers of investigative case requirements. The
case screening officer's standards for offense reports and the conmsistency
with which these standards are applied will determine, to an important
extent, the quality of preliminary investigation conducted by patrol.
Demonstrable command support of the case screening function at all levels
will be necessary to indicate the importance that the department places
upon the preliminary investigation.

The c¢rime amalysis function will also take on Increased importance as
the primary source of information on those cases which patrol officers have
classified as having few, if any, solvability factors. 1In essence, these
cases will be suspended at the patrol lew“l subject to review by the case
screening officer. While 1little informavion of value comes from these
cases individually, there may be an occasional item or a set of cases which
reveals some useful data relating to other cases being worked. Under the
proposed Investigative changes, detectives will not review, nor be assigned
as many cases as they are now. Hence, any opportunities to discover any
interrelationships will be lessened. Since data on these cases will reside
in crime analysis files, that unit must be capable of reliably and usefully
responding to investigators' requests.

The Managing Criminal Investigation report is also notable in terms of
those activity areas of the investigations management model that are not
addressed. The report did not propose any changes in the organization or
deployment of investigative personnel. In fact, detectives' routine opera-
tions would change very little under the proposed plan. Administratively,
however, the amount of work assigned would be less and the formal tracking
of activity on each case would be enhanced. For the first time, detailed
feedback on case effort and outcome would be available.
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The police/prosecutor relationship was also not formally addressed in
the report. The tenor of the police/prosecutor relationship in Stockton
was set by the current Chief of Police prior to the advent of ICAP. 1In
many respects, the relationship contains many of the police/prosecutor
elements suggested in ICAP's investigations management component. The
interaction between Stockton police officers and the Deputy District
Attorneys seems most active and effective but informal. The more formal
relationships suggested by the investigations management model did not
enter into any of the Steering Committee's considerations. Quite probably,
the prevailing attitude was that it would be better not to tamper with an
existing, mutually acceptable relationship. N

A %
-

One final remark concerns the value of training activities on the imple-
mentation process. As the thrust and direction of the managing investiga-
tions component developed in Stockton, the 1lieutenant in charge of the
Crimes—Against~Persons section who had receilved ICAP supported MCI
training, began independently adapting and utilizing some of the forms and
procedures in the first phase of the ICAP project. His experience provided
a useful perspective and response to the questions and issues discussed in
Steering Committee meetings.
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CHAPTER VIE

SERIQUS HABITUAL OFFENDER

The Serious Habitual Offender (SHO), or Career Criminal, component of
ICAP consists of two major activity areas. The first area concerns thcse
police efforts or activities designed to identify and apprehend serious
habitual offenders in the community. Part of this effort includes the
establishment of a liaison with the local District Attorney's office to

support special prosecutive emphasis on such cases. Crucial functions in
this area include:

e the pre-arrest and post—arrest identifi-
cation and selection of serious habitual
offenders based on formally established
screening criteria and the dissemination of
all relevant information about serious
habitual offenders to patrol, investigative
and prosecutive personnel; and

. the forwarding of cases to the prosecutor with
relevant infermation (i.e., arrest informa-
tion, criminal history) and the return of
timely comprehensive feedback regarding the
case to relevant department personnel.

The second area focuses on the development of techniques or mechanisms for
the service of outstanding warrants on known offenders who often commit
additional offenses while eluding arrest on these warrants.

In addition to a police program directed towards habitual offenders,
the District Attorney's office may establish a career criminal program
designed to provide special attention to those cases which meet their
criteria define of a career criminal, In many such programs, more

experienced prosecutors are assigned to handle these cases, and emphasis is’

placed on speedy adjudication, maximum sentences and little or no plea
bargaining.

Prior to ICAP, the Stockton Police Department had no special programs,
procedures or units which focused on serious habitual offenders. On an
informal, experiential basis, sworn persomnel could identify known felons
who had a high probability of being active in the community; however, no
centralized formal intelligence gathering or dissemination procedures
existed. Warrant services were handled by patrol with two officers
agssigned primary responsibility for the distribution and follow up of
warrants. Occasionally, all patrol and investigative personnel would be
informed of those felony warrants which, for various reasons of crime
severity or immediacy of response, required special attention. For the
most part, however, there was no systematic dissemination of information
about outstanding warrants.
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As will be detailed in the following section, part of the Stockton
Police Department's ICAP efforts were directed toward the development of a
serious habitual offender (SHO) component. One major aspect of this effort
was coordination with a subsequently initiated LEAA~-funded Career Criminal
Program in the local San Joaquin County District Attorney's O0ffice.
Administratively, these programs are separate entities under the direction
of their respective departments. Programatically, they have similar goals.
In addition, a high level of interdependency is required between the two
programs 1f both efforts are to be successful.

The prosecutor's Career. Criminal Program is patterned after  the

~ California Career Criminal Program and generally follows the criteria set

out by statute; however, the San Joaquin County Career Criminal Program is
not actually a part of the state program. The criteria set out by statute
and followed by the San Joaquin District Attorney targets the crimes of
arson, burglary, sale of narcotics, grand theft, auto theft, receiving
stolen property and robbery. Defendants with three pending target crime
charges or one pending target crime charge and two previous convictions for
target crime violations are subject to career criminal prosecution. The
San Joaquin District Attorney has added the category of "Prosecutor's
Discretion” which provides for the most serious and/or difficult prosecu-—
tions to be assigned to the Career Criminal Unit. The program is designed
to provide more timely prosecutive actions, more effective prosecution,
reduction of prosecutor caseload, vertical prosecution and reduction of
defendant releases on bail.

Four attorneys were originally assigned to the Career Criminal Unit as
full-time Career Criminal prosecutors. There were also a Project Manager,
one technical assistant and one clerk-stenographer in the unit. TFor a
variety of factors, including a case load 84 percent below that of other
county attorneys, the number of career criminal attorneys was reduced to
three in the second year of the program's operation. The Career Criminal
Unit's caseload at the end of the program's second year of operation was 12
cases per attorney. For other San Joaquin County prosecutors, the average
caseload was 52 cases per person. This lower caseload provides adequate
time for prosecution of career criminal casss, but there is some feeling
among the Career Criminal Unit's attorneys that the caseload could be
higher without deleteriously affecting prosecutive efforts.

These attorneys are available to police officers in all law enforcement
agencies within the county on a 24-hour basis and are occasionally involved
in pre-arrest assistance on career criminal cases. Plea bargaining is
generally not utilized in career criminal cases; however, when it is, the
police officer is involved in the decisionmaking process. With arrestees
the police department usually conducts a preliminary screening for criminal
histories which would suggest possible career criminal prosecution; all pro-
secuting attorneys also screen cases for reference to the Career Criminal
Unit. The attorneys assigned to the Unit do additional screemning to assure
compliance with state criteria and maintain a manageable caseload.

At the end of two years of operation, the Career Criminal Unit had
accepted and completed prosecution of 128 defendants who qualified for
career criminal status. Ninety percent of these defendants were convicted.
Sixty-nine percent of these defendants pleaded guilty, while 20 percent
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were found guilty by either a jury or the court. This represents a seven
percent increase over a baseline group of comparable defendants. Career
Criminal Unit defendants also had more charges against them, higher bail
and longer prison sentences. These data have been abstracted from the
quarterly reports of the Unit and summarized in Appendix I. ©Points of
interface and interaction between Stockton Police Department's SHO
component and the prosecutor's Career Criminal Program which has begun its

third year of operation are discussed in the following section.
ICAP PROPCSAL AND IMPLEMENTATION

The first of the four major approaches presented in Stockton's Phase I
ICAP grant application proposed the establishment of a career criminal
program (See Appendix B, Phase I, Approach 1). The major thrusts of this
approach were to establish and integrate the police and prosecutor's
programs, develop systems for identifying and tracking career criminals,
and increase warrant service on career criminals. To promote and direct
this effort, the ICAP proposal also called for the assignment of an
Intelligence Coordinator (See Appendix B, Phase I, Approach 2, Thrust D)
who, in addition to handling the SHO component, would serve as liaison
among various departmental units in the collection, coordination and
dissemination of criminal intelligence related to serious offenders. The
coordinator's other duties included tasks related to the development and
enhancement of patrol activities. A patrol officer- from the Stockton
Police Department was placed on special assignment in this coordinator
position at the start of the project.

This coordinator served as liaison to the local prosecutor's (Career
Criminal Program in its formative stage. For the most part, the already
existing interface between investigators and the District Attorney's office
described in the Managing Investigations chapter of this report was used as
the mechanism for career criminal cases. The daily interaction of the
assigned deputy District Attorney with the department's investigators has
proved satisfactory in the screening, referral and handling of departmental
cases for the prosecutor's Career Criminal Unit. In the early months of
the prosecutor's Career Criminal Unit, feedback about cases to the police
department was on an:informal and mostly personal basis. However, in the
ensuing months, a more formal reporting system was instituted. At first,
these reports were periodically-issued, sumnary sheets of the Unit's
cagseload. Later, the format and content of the report were changed to a
listing of the court calendar and case status for all career criminal
cases. These changes are noted in Exhibit 21, the Timeline of SHO Implemen-
tation. These reports are provided to the Investigations Division since it
has the most contact with this Unit. Dissemination of this information
beyond the Investigation Division is informal and a matter of personal
interest. Roughly 70 to 75 percent of all career criminal cases are
submitted by the Stockton Police Department with the remainder coming from
the Sheriff's Office and a few smaller towns in the county.

- Although the prosecutor's office does not dissaggregate the (Career
Criminal Unit's statistics by Jurisdiction, a review of the case status
listings for the first half of 1980 indicates the proportion of Stockton's
convictions and dismissals are not notably different than that of the other
local law enforcement agencies. The sumnary results of the Unit presented
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EXHIBIT 21

TIMELINE OF SHO IMPLEMENTATION

Date Month Event
. 2/78 1 First 1CAP Grant Begins
6/78 5 Dally Confidential Bulletin (DCB) is
initiated by ICAP
8/78 7 County Prosecutor's Career Criminal Unit
begins
9/78 g Work on SHO Mugbook is begun -

12/78 - 11 Distribution of the DCB is ekpanded to law|
enforcement agencies in adjoining juris=-
dictions ~

1/79 1z Investigative Division regularly receives
Summary Statistics on Career Criminal
Caseload from Prosecutor's O0ffice

2/79 13 Second ICAP Grant Begins

"10/79 21 Investigative Division regularly receives
listing, calendar and disposition of all
career criminal cases from Prosecutor's
Office

2/80 25 Mugbook of local SHO's is completed and
distributed to sworn officers
9/80 ‘32 Third ICAP Grant Begins, Mugbook is

updated
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earlier and detailed in Appendix I are generally reflective of the Stockton
Police Department cases. In interviews by the evaluation team of all
Career Criminal attorneys, Stockton Police Department investigators and
patrol officers were rated highly with particular praise for investigator's
performance.

Even though it outlined the general thrust and objectives of the SHO
component, Stockton's Phase I grant application proposed few specific

activitles which would be undertaken in the £irst year. The specific
activities which were initiated through the efforts of the Intelligence
Coordinator and other ICAP and departmental personnel were formalized and

‘refined in the Phase II grant application (See Appendix B, Phase II,

Approaches 2 and 3, Thrust B).

The major on—going activity undertaken by the Coordinator in the first
phase and continued into the second and third phases was tle development of
a Daily Confidential Bulletin (DCB). This bulletin contained photographs
and/or information on subjects for whom warrants have been issued, subjects
that can be arrested on probable cause, or subjects that investigators have
requested - to be fileld interviewed. Cancellations are also 1listed for
previously published subjects. In the summer of 1980, the DCB bhegan to
include items prepared by the crime analysis unit regarding crime series
and patterns. The DCB is distributed to the local federal law enforcement
agencies, university police, port police, the San Joaquin County Sheriff's
office, and other police departments in the county. User interest in the
DCB is maintained by publishing only quality data that are of timely use.
The policy and procedures for operatlon and publication of the DCB are
provided in Appendix E along with a sample publication issue. Original
plans called for daily publication of this bulletin; however, other
coordinator activities and adherence to the guidelines for inclusion of
items on the DCB have resulted in fewer than five publications a week on a
few occasions. Semi~annually,” all DCB issues are reviewed. Outstanding
warrants for subjects which. intelligence suggests may still be in the city
are given special attention, usually by the Strike Team. The others are
dropped or cancelled. : - g

The data suggest that the 1ssuance of the DCB has been quite efficient
as 'a mechanism for improving . warrant - service and apprehending serious
offenders. Exhibit 22 shows the number and percent of local warrant
entries and arrests by crime types on over 500 issues of the DCB from June,
1978 to June, 1980. As shown in the Exhibit, 70 percent of the warrant
entries in the DCB were arrested. Due to the decentralized nature of
warrant dissemination and moniltoring prior to the DCB, no comparable
baseline figures could be obtained. = Patrol officers and investigators who
were interviewed by the evaluatlion team expressed favorable comments on the
DCB." -Investigators reported that 1t was of considerable assistance *to
them. Inasmuch as the regular and widespread dissemination of the DCB
represents one of ‘the most visible signs of ICAP in the department, the

results from the ICAP evaluation survey of swornh officers may be relevant..

When respondents wére asked to agree or disagree with the following
statement, "Some ICAP activities have improved the flow of communications
between = various sections and units of the departments,” .82 percent
indicated some degree of endorsement (See Appendix F, item 5RR).
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EXHIBIT 22

DAILY CONFIDENTIAL BULLETIN
ENTRY AND ARREST RATE

Category - Entries Arrests 4 Arrested
Murder 25 18 72
Sex Offense 26 o 16 67
Robbery » 83 : 75 N 85
Aggravated Assault 80‘ , 66 82
Burglary o152 | 105 69
Larceny Theft 67 48 | 72
Motor Vehicle Theft ) 23 8 . 78
Drug Offenses - 61 40 66
A1l Other Offenses 235 141 60

755 527 70%

Programmatic activity geared toward, identifying and tracking career
criminals was formalized in the development and distribution of a depart-

mental "mugbook” of roughly 80 local subjects active in the community who,
on the .basis of previous arrests and convictions, would be of investigative

interest to the department and prime caréer criminal candidates. Selec—
tions for this mugbook were made from nominations by officers in Patrol and
Investigations and then reviewed for compliance with the California career
criminal criteria. The purpose of the mugbook was to: 1) permit all police
personnel to know who meets the criteria for SHO subjects; and 2) provide
the younger, less experienced officers with the same information on
subjects that the older officers have learned through personal experience.

The mugbooks are loogse leaf binders: \which contain photographs and

information on those nominees who meet the career criminal criteria. This
information has been noted and interfaced with the crime analysis unit's
known offender file and the arrest files in the Records Section of the
department.- Arrangements were made with local probation and parole
authorities to receive information on the return of SHO's into the
community. Procedures have also been instituted for updating the mugbook.
The most recent activity in this area consists of the placement and
maintenance of a career crimindl bulletin board which 1is posted in the roll
call room. This bulletin board contains photographs and. information on
selected individuals with extensive criminal records.
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Although activity on the mugbook was initiated in Phase I, the final
product was pot distributed until Phase II. See Exhibit 21 for relevant
timeline dates. A variety of factors contributed to the lengthy process
involved in producing the mugbook. Considerable time was required to
search and verify the criminal records of mugbook nominees to insure their
compliance with career criminal criteria. This was a manpower intensive
effort which required greater involvement with other departmental and law
enforcement personnel than had been anticipated. Problems were also
encountered  on the logistics of printing and binding the documents.

The Intelligence Coordinator's other ICAP and departmental responsibil-—
ities 1restricted the amount of time which could be devoted to the
development of the mugbook. In addition to responsibility for the DCB and
other intelligence liaison activities, the Coordinator played a major or

~contributory role in the development of the new offense, arrest, accident

and field interview report forms; a crime report syllabus; variocus proce-
dural guides; a traffic accident study; a managing criminal investigations
study; and a juvenile/gang file. He also attended a variety of meetings,
conferences and -training programs on ICAP, career criminals, managing
criminal investigations, criminal intelligence, and officer survival. When
the original crime analyst resigned, the Coordinator was assigned to
supervise the restaffed CAU. Due to the fairly receat implementation of
the mugbook and lack of procedures for centrally collecting information
about its applicaticn, no data are avallable, as yet, on its utility to the
department. :

One major approach proposed in the second phase of ICAP (See Appendix
B, Phase 1I, Approach 1) called for the establishment of ‘a career criminal
victim/witness management system, procedures for police input to career
criminal plea bargaining and sentencing, and procedures for feedback to
police on career criminal case dispositions (e.g., reasons for charge reduc—
tions, rejection, dismissals, etc.). Thus far, little has been done in the
area of victim/witness management as this aspect of the approach was made
contingent upon the award of a victim/witness grant to the local District
Attorney's Office. This did not occur. Tentative plans call for resubmis-—
sion of this grant and subsequent implementation of the ICAP portion should
it be awarded. Approach 1 of the Phase III ICAP application is identical
to Approach 1, Phase II. It should be noted that some elements of this
project thrust, such as the development of a booklet to document a
victim/witness role in providing testimony, could be initiated in the
absence of a. District Attorney Victim/Witness Project provided resources

and personnel were allocated to such an endeavor. The Report Transcribing.

Unit could be utilized, as proposed, in the preparation of necessary
victim/witness correspondence. This has been done to a limited extent and
should be expanded regardless of whether' or not other grant funds become

available.

With regard to the establishment of procedures for police input to
career criminal plea negotiation and sentencing, the current procedures of

~daily departmental .. interaction with an assistant ' District Attorney

described in, the Investigations Management chapter of this report seem to

provide a fairly effective informal mechanism for police involvement. In

keeping with the career criminal program philosophy, plea bargaining is not
allowed or held to a minimum in Stockton, and maximum sentences are usually

Bl
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“'sought. Thus, at this time, there is seldom a basis for chronic dissension
between police and prosecutors on career criminal cases. No notable
problems were discerned by the evaluation team in interviews with
investigators or attorneys concerning this topic. As discussed earlier,
procedures for providing the  department with some feedback on career
criminal cases are currently in place. The development of similar
systematic feedback procedures for other departmental cases and summary
reports — abstracted from the case calendar and status reports - would be
of benefit in the management of investigations. Except for issues related
to victim/witness management, the tasks to be accomplished im Phase III
relative to Approach 1 would seem to be the formalization and/or specifica~
tion of operating relationships between the police and prosecutor's office.
Review of ICAP project reports, logs, documents, etc. did not indicate
notable activity in relationship to this Approach during Phase II. Inter-—
views with ICAP project staff suggest that work on this approach was not
seen as a priority but was contingent on other funding support and
prosecutor interest and cooperativeness. In all likelihood, Phase III
effort will be conditionally dependent upon these or similar factors.
Efforts in this area might also encounter considerable resistance if there
is an implicit belief on the part of both attorneys and officers that the
existing, more informal police/prosecutor relationships permit a degree of
flexibility which would be restricted by the establishment of more
formalized procedures and mechanisms.

COMMENTARY

This section introduces: and discusses those observations and issues
which appear to have significantly influenced the implementation and
operation of ICAP's SHO component in Stockton. With regard to
police/prosecutor relationships, Stockton's ICAP has capitalized om
pre-existing interfaces to develop the 1links between the prosecutor's
Career Criminal Unit and the department's SHO activities. There appears to
be a general consensus that current procedures and mechanisms are adequate
to 1identify post—arrest cases for referral to the Career Criminal Unit.
Given the logistics of searching records in other counties of the state for
criminal arrests and convictions, it is wunrealistic to expect the
department to be able to provide a complete case history before a case 1is
presented to the county prosecutor. In additionm, prosecuting attorneys
indicated that it was their role tc determine whether or not an arrestee
should be tried as a career criminal. As long as the current level and
quality of police/prosecutor interactions maintains itself, there is a
natural reluctance to modify a working system without the active support
and endorsement of the county attormey's office.

Stockton's Mugbook

The pre—arrest identification and selection of serious habitual offen—
ders via the mechanism of the mugbook did not proceed as rapidly as hoped,
but it has been completed. Now, a new set of issues relative to its
maintenance and utilization must be addressed in Phase IIT of the project.
The Intelligence Coordinator acknowledged that problems would be faced in
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maintaining updated mugbooks. Although updates and new entries may be
circulated to sworn officers, there is the realistic expectation that the
books will not ©be carefully maintained by all officers. This 1s
regrettable considering the effort that went into their compilation. The
Coordinator intends to maintain a set of up—to—date mugbooks for use in the
training of new officers. As for the rest of the department, the
Coordinator had not yet adopted a specific strategy for dealing with this
issue. One plan under consideration would inform officers when updates
were available and interested officers could request and receive copies.
Another approach consisted of collecting the mugbooks annually, updating
and then reissuing them. Whatever the strategy, it is important that some
procedures for revision of the mugbook be implemented and maintained.
Failure to do so will, with the passage of time, limit the utility of the
mugbook to officers for identifying the city's serious habitual offenders.
By identifying the mugbook entries in the department's Records Section, a
mechanism has been established to expedite the post—arrest handling of
these individuals. Routine processing of all arrestees through records
insures that career criminals will be 1dentified even 1f the arresting
officer is unaware of the suspect's status. This arrangement can also
serve as a source of feedback to ICAP staff for revisions and updates.

One additional plan which has been considered for utilization of the
mugbook 1s to select a "Top Ten" from among the entries to receive
increased departmental attention via the Strike Force. This
perpetrator—oriented tactical response represents a potential operational
application of the mugbook information and merits further consideration and
perhaps, implementation to determine if it is viable.

ICAP Daily Confidential Bulletin

The DCB represents Stockton's 1ICAP approach to improving warrant
services. In many respects it is a quintessential ICAP activity. 1In the
absence of ICAP, problems with warrant services in Stockton would probably
have been addressed or handled by increasing the number of officers respon-
sible for warrant service or command directives to patrol to serve outstand-
ing warrants. It 1s doubtful that personnel and resources would have been
allocated on what is essentially a departmental intelligence/information
bulletin. ICAP enabled this service to be provided. The collection and
analysis of information from throughout the department (records, crime
analysis, investigations, juvenile, etec.) for the DCB is part of the ICAP
decision method. The synthesis of this information reflects the
integration process alludad to in the program's title and the utilization
of the DCB enhances service delivery by providing all officers with
information on criminals which was not as systematically or consistently
available before. ~Many officers provide feedback on items in the DCB by
making a notation in the running log kept in the Records Section. This and
other sources of Iinformation are conscientiously vreviewed by the
Administrative Aide who produces the bulletin in order to provide arrest
information and cancellation of previous DCB entries. Essentially, ICAP
provided the department with a means and a rationale for the use of the DCB
to meet an didentified need. The DCB represents an improvement in
departmental efficiency which can be logically related to improvement in
apprehension effectiveness.
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1CAP Personnel

In the Spring of 1980, the Intelligence Coordinator and DCB Administra-
tive Aide were relieved of DCB amnd mugbook responsibilities in order to
spend more time in CAU activities and development of the investigations
management component of ICAP. The Strike Force Coordinator was placed in
charge of the SHO activities and a new administrative aide was brought in
and trained in production of the DCB. Since the DCB procedures had become
routinized and the original staff responsible for these activities were
still available, no notable transition problems were experienced. Such
continuity may be important in maintaining the DCB's utility and accept=
ability among sworn officers. Successful coordination and integration of
organizational efforts has been identified as being dependent, in part, on
the existence of individuals who serve as "“linking pins"” through their
formal and informal involvement in a number of working groups (Hampton,
Summer and Webber, 1973). The Intelligence Coordinator appears to serve in
this crucial capacity. The assignment of the Strike Force Coordinator,
another experienced officer, to continue these activities maximizes the
continued contribution to and use of the DCB by departmental personnel. As
Phase III begins, Stockton's SHO component will face the difficult task of
maintaining and routinizing departmental involvement in these activities.
For the DCB, the issue will be maintaining the quality and quantity of
input to the DCB from departmental personnel. For the mugbook, effort must
be directed towards the enhancement and utilization of the document, or it
will face eventual disappearance into the bottom of vehicle trunks, officer
lockers, and departmental trash cans.
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CHAPTER VIIX

INLITIAL ASSESSMENT: THE ICAP PROCESS
AND IMPACT IN STOCKTON

Previous chapters of this case study have detailed the implementation
of project activities in Stockton across the four major program components
of ICAP. The purpose of this chapter will be to provide some overall
assessment of ICAP in Stockton, and the effect that initiation of these
project activities has had on departmental operations. The relationship
between the theory of ICAP and the reality of the project implementation
represents one major consideration in evaluating the program. Other
factors such as the extent of integration among project activities and
departmental involvement with the project, are also addressed. Some
limited indicators of impact are presented and discussed as are the feasi-
bility of and requirements for the conduct of a major impact evaluation.

ICAP Program Approach and Local Project Implementation

ICAP, as it has been formulated at the Federal program level, repre-
sents a broad and comprehensive attempt to improve the efficiency and
effectiveness of police services. It 1is different from other LEAA or
National Institute of Justice programs in that it does not focus on a
single innovation (e.g., a STING operation, directed patrol) but, instead,
supports many diverse planned activities implemented in accordance with the
ICAP decisions methodology. ICAP promulgates changes in patrol and investi-
gative operations and the implementation of a crime analysis capability.
It encourages focusing on serious habitual offenders and it has advocated
special efforts in the areas of crime prevention, arsom, warrant services
and juvenile offenders. 1In brief, it is meant to be a multi-faceted system
for integrating a variety of innovative activities into a police depart-
ment. The value of these activities rests on the assumption that improve-
ments in the efficiency and effectiveness of police department operations
can improve criminal apprehension and suppress crime, the overall progranm
goals of ICAP.

To accomplish those goals, the national ICAP approach to implementation
has been to permit each department the freedom to develop its own project
specification in regard to most aspects of the local ICAP operation.
National program guidelines are so broad, and specific programmatic require-
ments so few, that considerable leeway exists at each local site in terms
of the particular activities and objectives the police department will
pursue under the rubric of ICAP. Federal program managers have, until very
recently, operated primarily in a reactive fashion disapproving of elements
in the local project which did not seem appropriate for ICAP to support.
Proactive specification of the local project activities was minimal and
occurred primarily in conjunction with the first grant application or as an
offshoot of technical assistance recommendations. A consequence of this
combination of factors has been an absence of any extensive Federal program
formulation of what would constitute a fully implemented ICAP project.
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This naturally dimposes limitations on the precision which accompanies an
overall determination of the degree to which the local ICAP project has
been successfully implemented. As illustrated in the previous chapters,
evaluations which assess ICAP project implementation must do so primarily
at the local level in relationm to the project as proposed or specified in
the grant application. Extrapolating beyond the local project efforts
toward the ICAP program model is more tenuous. Given this set of
circumstances, the approach taken here towards an overall assessment of
Stockton's ICAP implementation process vis—a-vis the national program model
will be to review Stockton's ICAP efforts in relation to some of the basic
and consistently espoused tenets of the ICAP model. The rationale behind
this approach is best summarized by Williams and Elmore (1978) in their
text on social program implementation:

In the ideal situation, those responsible for imple-
mentation would take the basic idea and modify it to
meet special local conditions. There should be a
reasonable resemblance to the basic idea, as measured
by inputs and expected outputs, incorporating the best
of the decision and the best of the local ideas (278).

These "basic ideas” of ICAP will serve as a framework for assessing the
overall extent of the program's adoption in Stockton.

Focus, Sequence and Scope of Implementation

The ICAP Program Implementation Guide (1978) states that implementation
of an ICAP project does not mean that a participating agency can assume a
narrow focus and concentrate on just a single program component for the
duration of the project. It suggests that the local project adopt an incre-
mental process of implementation over the duration of the project. More
specifically, the ICAP Program Implementation Guide states that:

ICAP projects normally concentrate first—year efforts
on developing patrol operations and corresponding
support systems, such  as crime analysis and field
reporting. Second-year efforts can  focus on the
continued development of patrol operations, support
capacities, and managing investigations. There 1is no
firm guideline that recommends implementation of some
program components over others. Departments that
already have bullt requisite capacities in certain
areas can use the ICAP project to enhance the develop~
ment of other functional areas and the establishment
of links between the operations unit and the support
systems (5-2).

As demonstrated in the ICAP Activity Matrix (See Exhibit 7, Chapter

IIX), Stockton's project has undertaken activities in each major ICAP
component area starting in Phase 1. The actual sequence of project
implementation efforts followed in Stockton closely parallels ‘the suggested
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order presented in the ICAP Program Implementation Guide. By way of
overview, Stockton's Phase 1 efforts could be typified as being most
concentrated and observable in the areas of crime analysis, calls for
service and serious habitual offender. The creation of the Crime Analysis
Unit and Telephone Report Unilt and the issuance of the Daily Confidential
Bulletin (DCB) respectively represent major Phase 1 accomplishments. For
these activities, departmental acceptance and utilization were of primary
concern. Actual implementation was less problematical since each of these
activities represented the addition of a fairly discrete ICAP support
service which did not require extensive alterations in the existing
operation of other departmental units and sections.

It is these types of departmental enhancement activities which seem
most capable  of quickly establishing ICAP's presence within the department.
However, they can be meaningless efforts if their services or products are
not used by other departmental personnel. In Stockton, the DCB and
Telephone Report Unit addressed identified needs within the department.
The value of these enhancements was generally acknowledged. The Crime
Analysis Unit did not possess such immediate departmental relevance, and
the extensive preoperational analysis and planning period for wunit
implementation probably contributed notably to the departmental acceptance
and use of the unit. In general, these ICAP support activities created an
atmosphere for continued innovation on the part of ICAP within the
department.

Second phase efforts focused more on activities directly related to
patrol and investigative operations. Initiation of the Strike Team and
Investigations Steering Committee marked ICAP's entry into the realm of
on-going activities in other departmental sections and units. Even though
preliminary ground had been broken in patrol with the DCB and Crime
Analysis, and in investigations with two initial studies and the creation
of a Report Transcription Unit, implementation of these ICAP activities was
more difficult. The planning function became increasingly important. In
both divisions, ICAP proposed activities and changes were not as uncriti-
cally accepted. Implementation activities required support of the Chief
and Deputy Chief and participation by those departmental personnel affected
by the changes. Time taken to plan and implement project activities of
this operational nature took longer. In many respects, these Phase Il
activities are probably indicative of the progress which can realistically
be made in applying the ICAP model to a local police department which is,
for the most part, favorably disposed towards it. It is clear that in
Stockton's case the implementation of operational changes, both in investi-
gations and patrol, required greater effort and activity on the part of
ICAP staff than did those support activities Iinitiated in Phase I.

The effect of these ICAP activities on departmental operations has yet
to be determined. As Phase III begins, Strike Team missions are becoming a
permanent fixture of the department, yet manpower shortages can curtail any
given operation. The investigations management plans are being initiated.
The externt to which these plans are actually adopted and maintained -<in

" Phase III will provide some indication of ICAP's influence oan the depart-

mental handling of investigations.
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Relative to the national ICAP model considered in its entirety,
Stockton's local project, even at the end of Phase III, could not be con-
sidered to have implemented a total ICAP program. Some elements of the
four program components will not be addressed. Departmental and/or ICAP
staff have considered these elements of the ICAP model as being inappro-
priate, not needed in Stockton, infeasible, unacceptable or incapable of
being addressed within the counfines of available time and resources. What
can be said about the scope of Stockton's ICAP project is that it has
initiated in each major program component significant activities which it
considers relevant to the department's needs and wishes. To the extent
that progress in each major area represents an adequate manifestation of
the ICAP program model, Stockton's project can be used as an indicator of
its potential utility to police departments. It is doubtful that all the
major elements of the national ICAP program can be implemented in a police
department, especially in a four year period.

Integration of ICAP Activities

An underlying tenet of ICAP has been its emphasis on the integration of
departmental and project activities. The purpose behind many ICAP program
activities is to forge or improve the links between various departmental
operations. The ICAP premise 1is that by improving the coordination between
various units and sections of the department, the effectiveness and effi-
ciency of police operations will be inecreased. This seems to suggest that
one attribute of implemented project activities 1s that they are designed
to support or interface with each other and/or various departmental opera-
tions. The corollary to this proposition is that successfully implemented
project activities elicit departmental involvement in  the project. The
role of a crime analysis unit 1is often cited to demonstrate these points.
The operation of this unit can provide information of use to patrol
commanders in deployment decisions or detectives on follow up investiga-
tions. However, if the unit does not meet the needs of its departmental
users, or 1f other ICAP activities which promote the utilization of this
data are lacking, departmental involvement in one major component of the
ICAP project is missing. )

Stockton's major areas of ICAP project implementation have interfaced
with departmental operations. The previously mentioned ICAP units - Crime
Analysis, Telephone Report and Report Transcription - have established the
necessary linkages with patrol;, investigators, communications, records,
etc., to obtain the departmental inputs (e.g., referred calls, ecrime
reports, follow up reports, intelligence) necegsary to perform their tasks.
Output from these units is being utilized by the department. As with other
functioning units within the department, the interaction of these ICAP
units with other departmental components is dynamic. There are periods of
greater and lesser involvement. Relationships vary as a function of pre-
vious interactions and the compatibilities and incompatibilities of
personnel. Keeping this in mind, there is no meaningful distinction which
can be made between the involvement of these ICAP units and any other
support units in the daily operation of the department. The function of
these units has been accepted and incorporated into the organizational
framework of the department. On another 1level, ICAP project activities
have also interfaced with departmental resources. The use of the CAD
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system's backup computer for automation of the crime analysis data base is
an example of this integration of departmental and project capabilities.

The Strike Team and plans for investigations management are best
typified as still being in an accommodation stage relative to departmental
integration. The Strike Team appears to have achieved a degree of accept-
ability and credibility within the department, but issues on the specific
supervision, operation and staffing of this team cannot be said to be
completely stabilized. The concept itself has proved quite viable and will
probably be retained in some form. The implementation of the investiga-—
tions management plan is in its early stages which limits any assessment of
its eventual institutionalization into the department. Case screening
aspects of the plan have already been incorporated into the departmental
flow of crime reports with few problems or difficultles. Critical factors
in the success of the overall plan will revolve around the capability and
motivation of day watch officers to conduct follow up investigations and
the detectives' acceptance of and compliance with the proposed case
management /monitoring procedures. Considering the past performance of
implementation activities on the part of ICAP staff, it can be expected
that major aspects of this plan will be successfully introduced. The
performance of the ICAP staff has been very good in the formulation of
plans and activities which are not rejected by departmental personnel as
being unrealistic or infeasible.

In addition to interfacing ICAP project activities with departmental
operations, Stockton has developed, perhaps to a lesser extent, linkages
between the project activities themselves. The Crime Analysis interface
with the Strike Team and the Daily Confidential Bulletin (DCB) which were
discussed in previous chapters are examples of this. The Report
Transcriptfion Unit supports the investigations management plan by freeing
up investigator's time from administrative tasks. ICAP training activities
have been used to prepare and explain to the department such ICAP project
activities as crime analysis, report revisions and call prioritization and
stacking. While many of these linkages have been intentional, the primary
orientation of the ICAP staff has been more towards the incorporation of
ICAP activities into the department rather than with each other. This may
have restricted ICAP staff perception of additional possibilities.

Current circumstances suggest that some closer 1linkages could be
advantageous. The separation of DCB production from the crime analysis
function may be less efficient than when 1t was originally conceived.
Since crime analysils required a longer Phase 1 developmental period than
the' DCB, these capabilities were 1initiated separately by different
personnel. Now that both are established and share similar data sources,
some consideration should be given to reassignment of DCB duties to the
crime analysis unit, especially since it 1is currently staffed with
personnel familiar with DCB operation. This arrangement would aid the
centralization of crime data and criminal intelligence into a single unit.

While no particular ICAP element could be considered indispensable to
agency functioning, the total absence or cessation of ICAP would reduce the
department's capabilities to collect and analyze information which supports
planning and service delivery. Special patrol operations and follow up
investigations would probably be curtailed from their current levels. More
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importantly perhaps, no departmental mechanism would exist for the
consideration, testing and implementation of new and different approaches
to policing. Ultimately, the extent to which ICAP has been integrated into
departmental services will be reflected by those project activities that
are continued after federal funding has ceased. Activities that are
perceived as having made the transition from being part of ICAP to part of
the department will have a greater likelihood of being considered an asset
to be incorporated into future departmental budget plans.

ICAP Decision Method

As discussed in Chapter I, one major theme of the national ICAP model
is the utilization of a police decisionmaking methodology in the management
of police operations (See Exhibit 2 for a schematic of this method). This
methodology emphasizes the collection and analysis of data, planning and
service delivery. Stockton's pre-ICAP success with implementing special
programs and the planning background of the Project Manager are strong
indicators that the department was Iinformally following this decision
method to some extent prior to ICAP. With the advent of ICAP, this method
appears to have become more routinized and supported within the department.
The project itself has conformed to this decision method in-the development
of its major areas of activity. The use of departmental steering commit-
tees, pre-planning operations studies, and formal planning documents all
suggest an effort to systematize the decisionmaking process which
accompanies the implementation of ICAP activities. The wuse of this
approach by ICAP has also served as a model for other non—-ICAP changes.
Many of the planning and implementation procedures utilized in the installa-
tion of the CAD system were adopted from those used by the ICAP project
staff. A user's committee, which included ICAP personnel, was established
to assist in the development and operation of this communications system.

It should be noted that organizational utilization of the ICAP decision
method in Stockton is not a consciously acknowledged process. That 1is, the
steering committees do not discuss their decisions or plans in terms of
collection and analysis of data, feedback or other elements of the ICAP
decision methodology. Rather, it seems to be the recognition that a
successfully implemented activity possesses the elements of this decision
method. Plans are formulated on the basis of an analysis of information
collected about the proposed activity. When an activity is inifiated,
feedback procedures for debugging and handling unanticipated problems and
difficulties are incorporated into the process. The diverse concerns and
perceptions of the group help to insure that, collectively, all important

aspects and approaches to the problem or activity under consideration are
addressed. ,

On an individual level, the ICAP decision method is illustrated in the
roles of the Strike Force Coordinator and the Intelligence Coordinator.
Application of the decision method to their roles 1is discussed in the
Commentary sections of Chapters V and VII respectively. Again, their use
of the methodology 1s not acknowledged. Use of the method by first-line
patrol supervisors for tactical deployment =« a suggested element of the
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national ICAP program model - has been neither planned nor pursued
extensively in Stockton. Supervisory planning of a patrol's tactical
response to a crime analysis report has usually been a coordinated effort
directed by the watch commander. Such planning activities have not
occurred as frequently as similar Strike Team planning sessions.

The fact that the ICAP decision method is such an abstract process has
probably contributed significantly to its lack of formal promulgation in
Stockton by the ICAP staff. Also, the national ICAP program literature

offers only a modicum of examples which delineate tangible, specific appli-

cations of this decision method to police operations. There is even less
information provided on how this decision method could be formally intro-
duced into the department's decisionmaking process. Finally, as one of
Stockton's ICAP staff members observed, the decision method reflects a logi-
cal, common sense approach to doing things. In this sense, its simplicity
may be its greatest shortcoming. The decision method may appear to be too
simplistic to be taken seriously as a viable process to use in police
management in the absence of any extensive literature on how this method
can be applied or sometimes misapplied or only partially applied. While
Stockton has followed the ICAP decision method in several aspects of the
project, an awareness of this fact is probably restricted to a few ICAP
staff members.

Departmental Influence on the Implementation Process

One important consideration in determining what effect ICAP concepts
actually have on departmental operations 1is whether or not a particular
activity is directed towards the original objectives espoused by the ICAP
model after it has been revised and modified by the implementation process.
The feasibility of any subsequent impact assessment is also predicated on
the outcome of this determination. The Stockton experience, thus far, sug-
gests that ICAP activities which support or enhance on—-going operations
without unduly impacting the status quo are genmerally put in place as pro-
posed by the department. The various support units = Crime Analysis, Tele—
phone Report and Report Tramscription = are illustrative of this in
Stockton. If anything, there may be a tendency for the role of these units
to be expanded from their original plans. The Telephone Report Unit
handled a wider variety of calls than initially conceived. The Juvenile
Division was an addition to those departmental investigators who would use

the Report Transcription Services. ICAP activities which affect existing’

modes of operation or supervision are, as previously discussed, more diffi-
cult to initiate. Those changes which are eventually implemented reflect
the influence of a wider diversity of individuals and organizational fac-—
tors. Stockton's Phase II efforts, particularly in the area of investiga-—
tions management, were of this nature.

-

For the most part, Stockton has generally maintained the intent of ICAP
activities as espoused in the program literature, though procedurally they
may be somewhat at variance. For example, the ICAP program suggests that
patrol, in general, should participate in directed patrol activities which
are supported by crime analysis. Less emphasis is placed on the use of
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special units for these types of operations. In Stockton, the situation is
reversed. The Strike Team mounts the majority of special operations in
response to detailed crime analysis products. Several factors, especially
a high CFS rate, have contributed to patrol's lower level of involvement.
However, the basic ICAP tenet that there be some planned, operational
response to crime analysis reports has been maintained. The same can also
be said for Stockton's plans in the area of investigations management.
Though these plans do not closely follow the managing criminal investiga-
tions model identified in the ICAP literature, patrol's role in the investi-
gative process should be notably expanded when they are implemented. The

-formal management and monitoring of follow—up investigations should also be

improved over curreant practices.

Many factors have undoubtedly coatributed to the‘ICAP staff's ability

to retain the basic purpose of a project plan through its various permuta-
tions during implementation into the department. Two factors may be of
particular significance. One concerns the Project Manager's understanding
of the rationales, objectives and concepts underlying the various ICAP
program activities. This enabled the project to flexibly propose, consider
and assess alternative plans and modifications which could still poten-
tially achieve the original plan's objectives. 1In the absence of such a
capability, those modified project activities which are the result of
departmental negotiation and compromise may not be reflective of either the
ICAP approach or departmental needs. The second factor which appears to
have aided Stockton's observance of ICAP concepts in its project activities
was the retention of final planning responsibility by ICAP staff used in
conjunction with the measured incremental approach to implementation as
suggested in the ICAP Program Implementation Guide.

In project activities requiring the cooperation and participation of
departmental personnel, ICAP staff regularly obtained input from these
individuals prior to initiation of activities. When steering committees
were involved in the planning process, an iterative approach was adopted in
which ICAP staff would formulate a plan of action for review and modifica-
tion by the committee. Plans and activities would then be reworked by the
ICAP staff based on the committee's response. Since it was primarily the
ICAP staff who worked on the suggestions and recommendations of the commit-
tees, the revised plans would continue, as much as possible, to address the
underlying purposes of the original plan. Williams (1978) in an article on
implementation analysis distinguishes between different types of project
failure. One type, implementation failure, is the failure to properly initi-
ate and/or maintain those activities and functions which would have culmi-
nated in the achievement of intended goals and objectives. On the vhole,
activities initiated by the Stockton ICAP staff have not encountered this
problem in the first two phases. Departmental influences have shaped the
conduct of specific activities, but there is little to suggest that any
major departures from the ICAP program components as presented in the ICAP
literature have occurred.

IMPACT EVALUATION
Assessment of Stockton's ICAP project has thus far focused extensively

on the ICAP implementation process. Primary emphasis has been on document-—
ing the quantity and quality of project activities and the organizational
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and personal dynamics which have shaped it. Less has been presented about
the outcome or impact of these ICAP activities. Some arrest data have been
presented relative to crime analysils, the Strike Team and DCB operations.
This lack of emphasis on impact was intentional. Because of the diversity
and complexity of the ICAP program at the local level, it was realized
early in the evaluation that some assessment of the extent and nature of
the local project activities which were actually implemented would be
necessary before the question of any extensive impact assessment could even
be addressed. The sequential and incremental approach to implementation
adopted by local pr¢jecis iike Stockton also indicated that a longer time
period would be required to more equitably assess those impacts that might
occur. In Stockton, for instance, it is not until the beginning of Phase
I1 that fully operational ICAP activities (i.e., joint crime analysis -
Strike Team operations) designed to directly impact  apprehensions can be
identified. Even after these cperations have begun additional influences
(e.g., sickouts, work slowdowns, crime rate increases) internal and
external to the department may mask the outcomes of an activity. Longer
observation periods than 18 wmonths may be necessary for a more reliable
determination of project impact. In addition to these concerns, several
other points should be considered in any impact evaluation of Stockton's
ICAP project. These other points are discussed in the following sectiom.

ICAP Impact Evaluation Considerations

A previous section of this chapter discussed Williams' (1978) tripar-
tite typology of program failure. Besides the previously discussed imple-
mentation failure, there can also be a failure in program theory or
specification. A failure in theory indicates a fault in the ideas or
“causal process”. Even with proper implementation, the program cannot
succeed because the underlying premises are invalid. Specification is the
link between theory and implementation. Specificatiom failure represents
an inability to translate the imprecise; operational language of the theory
into a useful set of guidelines for the field. Specification can include
descriptions of what is to be done and how, the expected changes (outputs)
that should occur, and the measurable objectives to be used. While
implementation has been the focus of this evaluation, assessment of project
impact must also consider failures of theory and specificationm.

Aspects of the ICAP program which suggest that such theory and specifi-
cation problems may exist have been presented and discussed in Chapter III
- 1Issues in the Design of the National ICAP Evaluation of the GENERAL
DESIGN AND GUIDE FOR EVALUATION OF ICAP, (Gay et al., 1979). These issues
will not be reviewed here except to say that, in addition to the problems
of short observation periods and extraneous influences, minimal project
impact can reflect failures in program theory and specification and not
failures on the part of the local department to implement the activity.
One purpose of the current evaluation has been to distinguish the various
aspects of the program in order to facilitate the interpretation of impact
analysis results. :

Relative to the issue of program theory, one point of consideration
concerns the conceptual or logical chain of assumptions which link various

program/project activities to their proposed outcomes. More specifically,

it is clear. that some local project activities involve a wmore tenuous and
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longer set of assumptions relating the influence of that‘activity to im-
proved law enforcement. Of particular note are those project activities
that are primarily aimed at improving the efficlency of administrative func-—
tions within the department. TFor example, in Stockton, the Report Tran-—
scription Unit has freed up some investigative time which was previously
spent. in report preparation. This improved efficiency will not automati-
cally lead to increased investigator effectiveness unless this time is
structured and utilized in the investigation of cases. Even if the time is
thus utilized, minimal value may accrue 1if adequate time had already
existed to work those cases with a good probability of solution (i.e., suf-
ficient number of solvability factors). In such a situation, those cases

worked in the extra time will have less possibility of successful resolu-
tion.

A similar case can be made for the Telephone Report Unit. Officers who
no longer have to respond to those calls for service (CFS) now handled by
the unit may or may not respond by increasing the time they spend on other
reports, preliminary investigations, field interviews or preventative
patrols. Given Stockton's high CFS rate, the primary outcome may simply be
that the stacking of calls 1s not as extensive as in the past.

For project activities such as the crime analysis unit and issuance of
the DCB, the connection between the activity and possible outcomes is, in
some instances, less tenuous. Though difficult to trace, arrests and
convictions in a number of cases can still be unambiguously related to
information contained in crime analysis and DCB reports. The most direct
activity/outcome relationships in Stockton are found in ICAP supported
operations such as the Strike Team. The often used impact measure of
arrests is directly related to the objective of a Strike Team mission. .

Considering this analysis, it is clear that those ICAP project activi-
ties which are primarily efficiency oriented (i.e., their immediate purpose
is to accomplish such things as improving organizational workflow, reducing

ﬁvduplication of effort, improving the match between resources and service
" demands, and streamlining operations) are a priori, less 1iikely on both

theoretical and practical grounds to impact on ICAP's major goal - the
prevention and deterrence of c¢crime. Such efficiency  oriented project
activities are also more 1likely to be susceptible to a variety of addi-
tional factors which can disrupt or adversely effect the chain of events
linking the project activity to enforcement outcomes. On the other hand,
effectiveness oriented project activities (i.e., activities which directly
influence the department's criminal apprehension and crime deterrence
capabilities) are less influenced by these factors and more obviously
related to project impact on crime.

- Classifying Stockton's project activities as shown in Exhibit 7 as
being primarily efficiency or effectiveness oriented, it appears that many
of the activitles would fall into the efficiency category. The .Strike
Team, Tactical Systems Unit and the DCB are the most clearly specifiable
effectiveness oriented project activities. Such a limited number of
directly outcome related activities may make the existence and identifica-
tion of ICAP enforcement impacts less likely. Given this situation, two

final points should be considered in any impact evaluation of Stockton's
ICAP project.
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The first consideration concerns nonspecified project effects. A
traditional impact assessment usually addresses the general evaluation
question of how or to what extent the program goals or objectives have been
achieved. 1In ICAP's case, this 1is the apprehension of criminals and
deterrence of crime. However, considering the nature and intermediate
objectives of many ICAP project activities in Stocktonm, a more pragmatic
approach may be to evaluate ICAP projects with other criteria more
appropriate to local intent. The training and equipment enhancements which
ICAP has supported in Stockton suggest that outcome measures assessging
organizational climate and individual health vis—-a-vis job satisfactionm,
communication flow, officer safety, etc. may provide a better perspective
on ICAP impact in Stockton. More appropriately, evaluation of ICAP impact
in Stockton could utilize an organizational efficlency model which
considers such outcomes as reduced waste, improved resource allocation,
improved integration of activities and increased service delivery with
costs held constant or reduced. With either approach, the locus of impact
1s located primarily within the department. This is, perhaps, more realis~-
tic since the outcomes of many project activities were intended to improve
internal management which may not influence or improve police impact. on the
environment beyond the agency (Goldstein, 1979). In fact, there has been
some suggestion that the capability of police to affect overall crime
levels through deterrent strategies and tactics is also limited (Hough and
Clarke, 1980).

The second consideration concerns the need to specify and quantify the
means—end linkages for both efficiency and effectiveness oriented project
activities. In order to meaningfully evaluate the impact of Stockton's
ICAP activities, the collection of three interrelated, but different types
of measures — process, response and impact - 1is necessary. First, data
which measures or quantifies the process by which the activity is performed
should be collected. For crime analysis, examples of process measures
would include the number of file searches conducted, number of crime
patterns identified and number of reports issued per unit of time. Next,

response measures are needed to assess the external response of the depart—

ment to the environment. These are the activities of the department which
interface directly with the community. Finally, impact or outcome measures
are required to assess the interaction or response of the environment to
the departmental or ICAP activities. Such measures could include selected
Part I crime rates, arrests, clearances and prosecutor acceptances of
cases. Exhibit 23 presents examples for the crime analysis component
illustrating the interrelationship between these measures. In the absence
of project related process and response measures, data from the impact
measures become increasingly difficult to interpret or meaningfully
attribute to project activities. The extent to which supporting process
and response measures are absent restricts any impact analysis to a more
macrolevel approach with limited applicability and generalizability. The
use of this approach rests on the assumption that the set of local ICAP
objectives and activities implemented should have some department—-wide
impact since ICAP does emphasize integration and does permit a department
to develop its own customized project. It also assumes that this  impact
will be reflected in commonly used measures of departmental effectiveness.
The problems inherent in this set of assumptions have been discussed in the
previous paragraphs; however, some preliminary consideration of this type
of data on a tentative and exploratory basis may be of some formative value
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EXHIBIT 23

IMPACT EVALUATION MEASUREMENT. SYSTEM

ICAP PROCESS

RESPONSE

" IMPACT

Crime Analysis

= Portion of robbery suspects
identified by number of
searches conducted

~ Number of CAU réports of
exceptionally high crime
rate in gilven area

- Percent of searches for
similar MO/suspect descrip-
tion of an arrestee which
results in identification
of related offenses

Number, of surveillances of suspects
conducted

Number of saturation patrols con-
ducted in target area

Portion of identified related
offenses which result in collec~-
tion of additional evidence,
witnesses; placement of additional
charges

Arrests resulting from surveillance

Rate of reported offenses in tar-
get area subsequent to saturation
patrol; number of on—-scene arrests

Ratio of arrests to prosecutor
acceptances; arrests to conviction;
proportion of cases cleared by
arrest

o)



» N ’ ) g LT v in the conduct of a more extensive, detailed impact assessment later in the

7 T js'lz‘ﬁfﬂv SIUE T R RO L e il life of the project. The following section presents a limited descriptive

s T i T T e T e e e SR i Tl e L : , and statistical analysis of some macrolevel measures. 1Its purpose is to
T I R RO e L i i S T ey e provide an interim perspective on the impact of ICAP in Stockton.

Preliminary Analysis

As stated previously, the basic goals of ICAP are to deter crime and
apprehend criminals. In Stockton, many diverse project activities have
been undertaken in pursuit of these goals. Some activities are more
clearly and directly related to attainment of these overall goals than
others. Outcome data bearing on some project activities have been pre-
sented in previous chapters (e.g., Strike Team, Crime Analysis Unit).
However, the question of overall departmental impact by ICAP activities has
not been addressed. As there are varied project activities, there are also
varied impact measures which could be considered for analysis. Virtually
all these measures are co—determined by many factors and subject to at

least one or another threat to their validity (Campbell and Stanley, 1963;
Hudson, 1977).

o

The approach taken here is to utilize those available measures which
have been kept, as far as can be determined, in a fairly reliable and con-
sistent manner by the department. From this set, only those measures which
have been hypothesized or identified as pertaining to ICAP objectives or
activities will be considered. To further limit the analysis of possible
outcomes to some a priorl meaningful parameters, only a single intervention
point will be used. While there are a number of fairly discrete interven-
tion points which could be identified (e.g., initiation of the Strike Team,
DCB, Crime Analysis Unit, Telephone Report Unit) the use of multiple inter-—
vention points incurs additional methodological problems (e.g., the limited
number of observations between succeeding interventions obfuscates any
gilven intervention effect). As discussed earlier, the assumption used here
is that the net effect of all project activities will result in the attain-
ment of the overall program objectives.

The intervention point chosen in Stockton is the beginning of Phase II
of the project. Many major operational components had been initiated by
that time and continued to operate at varying levels for the duration of
Phase II. The measures for this analysis will be arrest rate (i.e., the
ratio of arrests for a given offense to the number of such offenses
reported) for total Part I crime and the specific crimes of rape, robbery
and burglary. These particular crimes were selected on the basis of their
being specifically targeted by the crime analysis unit. Ratio measures
were chosen since they reflect the interdependent relationship between
crime and arrest data. In a single value they present departmental pro-
ductivity (i.e., arrests) relative to reported crimiral occurrences. In
addition, these measures are less susceptible to measurement errors than
clearance data and are not as prone as reported crime data to strong
cyclical or seasonal variation.

A time series regression analysis was conducted on three of the four
dependent arrest rate measures using monthly data from January 1976 to June
1980. Since the purpose of this analysis was not to bulld a substantive
model of arrest rate in Stockton but rather to assess any influence which
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the ICAP project may have had, the general procedure followed for each
measure was to identify any pre~I1CAP intervention time series trends with a
polynomial fitting function and seasonal dummy variables. The resulting
model was then applied to the entire time series. Dummy variables coded to
reflect post—intervention changes in the level and/or slope of the series
were then added to the model to see if they significantly improved the
amount of “explained” variance (R2) in the dependent measure. Residuals
from these models were tested for autocorrelation (Durbin-Watson
d-statistic) in order to assess the existence of possible bias in standard
errors for the coefficients which could result in misleading significance
tests. If autocorrelations were found to exist or were suspected, the
model was reestimated using a pseudo—-generalized least squares method with
the indicated autoregressive parameter (Berk, et al., 1979). This
procedure adjusts for the possible bias. Because some months had no rape
offenses and several contiguous months had no rape arrests, the rape
measure could only be meaningfully computed on a quarterly basis. This
reduced number of observation points (N=18) precluded the use of the time
series analysis on this measure since it would be rather insensitive to
possible project effects and more susceptible to bilas.

Pre—intervention arrest rates for total Part I crime, robbery and
burglary displayed no significant linear or higher order trend components.
Only the arrest rate for total Part I crime showed a marginally significant
seasonal component (p = .07) which reflected a slight increase in rate for
the spring and summer months. Neither the robbery nor burglary analyses
conducted on the full time series resulted in a significant RZ for arrest
rate as a function of the intervention dummy variables. In addition, there
was no significant autocorrelation among the residuals observed. The pre-
and postintervention means for these measures and those of rape and total
Part I crime are shown in Exhibit 24, As can be seen 1in this exhibit,

EXHIBIT 24

MONTHLY ARREST RATE* MEANS PRE/POST
ICAP PHASE II START UP (2/79)

Pre-ICAP Post~ICAP

MEASURES
. (N=37) (N=17)
Total Part I Crimes .11 (.016) .13 (.009)
Rape .32 (.19) .37 (.13)
Robbery ' .26 (.11) «26 (.09)
Burglary .09 (.02) .08 (.01)

* Arrests per month + offenses per month = arrest nate
( ) = Standard Deviation
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pre/post means for robbery and burglary are essentially identical. There
is a slighp post-ICAP increase in the total Part I arrest rate and a larger
increase in the rape arrest rate. A quarterly plot of these two measures
is presented in Exhibit 25. 1Inspection of the rape arrest rate data
suggests that, until additional observations are obtained, series variance

prohibits serious consideration of this postintervention increase as a
reliable improvement.

A significant postintervention change in level was observed for the
total Part I arrest rate measure. As with the previous analyses, there was
no notable presence of autocorrelation among the residuals. Exhibit 26
presents this equation and the regression results. The significant
coefficient for the intervention dummy variable suggests that the overall
Part I arrest rate increased, on average, about two points since the start
9f ICAP's second phase in Stockton. While this may appear as a negligible
improvement relative to the number of total offenses committed, it should
be kept in mind that this figure does represent an 18 percent increase over
the pre~ICAP mean 1level arrest rate performance. The addition of the
postintervention dummy variable for slope of the series failed to improve

the equation.
EXHIBIT 26

OBRDINARY LEAST SQUARES ESTIMATES OF
TOTAL PART I AREEST RATE

STOCKTON
Variable ' Regression Coefficient t-Value
Intercept .117 363.32 (p { .0L)
S1 (Seasonal dummy) -.0066 -1.69 (p = .09)
ICAP (Dummy) .021 5.01 (p { .01)
RZ = .36 F (3,51) = 14.9 (p € .01)

Durbin-Watson d-statistic = 1.79

The finding of an increase 1in overall arrest rate is indicative of
improved enforcement effectiveness on the part of the Stockton Police
Department. The extent to which it can be attributed to ICAP is, as yet;
difficult to assess. .As discussed in the previous section, the linkages
between ICAP project activities and outcomes must be delineated and
measured in order to establish or document the hypothesized relationship.
The lack of significant results for the two crime analysis target crimes of
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'robbery and burglary indicates that the other Part I crimes and arrests -

homicide, larceny, motor vehicle theft and assault - contributed to the
observed effect. Unfortunately, these data were not collected since
specific project activities were not identified to directly impact on these
offenses.

Two possible sources of ICAP influence on these other Part I crime
arrest rates are Strike Team operations and issuance of the DCB. Although
a content analysis of Strike Team missions was not conducted, a review of
their monthly reports indicates that 35 to 45 percent of the missions were
directed towards crimes other than burglary and robtbery (e.g, homicide,
warrant arrests for narcotics and assaults, larcenies and vehicle theft).
Similarly, roughly two—-thirds of the arrests made on DCB entries were for
crimes other than burglary and robbery (See Exhibit 22). However, it
should also be noted that individually these two target crimes had the
highest and second highest number of arrests. A plausible alternmative
event which could account for the arrest rate increase in conjunction with,
or independent of ICAP, is the increase in the size of the patrol force.
This took place during the latter half of Phase II through officer reassign—
ments and new officer additionms. During this time, patrol manpower
increased about 16 percent over its previous level.

Overall, this preliminary analysis illustrates the need for more exten-
sive and detailed data in order to provide a meaningful impact assessment
of ICAP. In Stockton's specific case, there is a need to include a man-~
power parameter in future models to reflect as accurately as possible the
addition of officers to patrol. The specification of other intervention
points along with alternative models and methods of analysis should also be
considered. Relative to the current analysis, the addition of more data
points before and after ICAP would strongly support the use of an ARIMA
time series approach. Alternatively, the application of more sophisticated
least squares techniques (e.g., inclusion of endogenous lagged variables,
ridge regression) might also provide a more sensitive analysis which avoids
some problems associated with multicollinearity among the variables.
Finally, this preliminary analysis and the related data presented in
previous chapters argue strongly for a continued evaluation effort. 1In an
area as vital and costly as law enforcement, identifying and understanding
not only what has worked but also what has not worked may improve police
services.
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CHAPTER IX

SUMMARY

The Integrated Criminal Apprehension Program (ICAP) represents a com-~
prehensive effort on the part of LEAA to introduce several state—of-the-art
planning, patrol and investigative programs into police agencies across the
country. The program draws upon criminal justice research and the efforts
of individual police departments to develop improved systems of service
delivery. Within the ICAP framework, local ICAP projects identify and
implement program activities in accordance with departmental plans and
needs. The Stockton Police Department has participated as a local ICAP
project site for over two years. In that time, the Stockton project has
initiated activities in the four major components of the ICAP program -
crime analysis, patrol management, investigations management and serious
habitual offender., These activities have been designed to improve the
effectiveness and/or efficiency of the department s administrative and law

_enforcement functions.

Organizationally, Stockton's ICAP preject has created and staffed a

- number of units which support both patrol and ianvestigative operations. A

crime analysis unit was established in the first year of the project to
assist sworn ocfficers in the detection of crime patterns and suspect identi-
fication. This unit has facilitated several arrests and convictions which
would probably not have occurred without the information and analysis
provided by the unit. A Telephone Report Unit was also initiated to handle
certain nonemergency calls for service which had previocusly received an
officer dispatch.  This unit has provided an administratively viable and
often cost effective alternative to unit dispatch for certain routine
calls. An ICAP supported Report Transcription Unit reduced the
administrative burden placed on investigators in the preparation of case
reports and related documents. The Tactical Systems Unit provided the

- department with the capability of addressing commercial robbery problems

through the installation of special alarms and cameras in targeted local
businesses. As with crime analysis, this unit has also contributed to
several arrests and convictions. Notably, the initiation of the ICAP
project 1tself engendered the department's creation of an . Operations
Support Section of which these units were a part. This section, which was
comprised of ICAP project staff, was responsible for major departmental
research and planning activities pertaining to enforcement operations.

Operations Support implemented several activities to facilitate the
identification and apprehension of criminals. Early in the first year of
the project, ICAP initiated a" Dally Confidential Bulletin which provided
all Stockton patrol officers and adjacent Jjurisdictions with information
and photographs on ° known criminals with outstanding felony warrants.
Seventy percent of the entries appearing in this bulletin were arrested. A
Strike Team was created from one of the patrol watches to conduct special
apprehension operations. - These, operations utilized information and
intelligence developed by crime analysts or other ICAP staff. Over half of
the operations carried ‘out by the Strike Team resulted in mission related
arrests.

7
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Future ICAP plans in Stockton call for the implementation of an investi-
gations management system which would expand the investigative role of day
watch patrol officers, install more rigorous and systematic case review and
screening procedures and establish a more formal case management and
monitoring capability. In conjunction with those major areas of planned
and on-going endeavor, other supplemental ICAP activities have included
training of departmental persomnel; revision of offense, arrest and field
interview forms and studies of various departmental operations (e.g.,
investigations, traffic, day patrol).

The Stockton project reflects a reasonable and realistic effort to
introduce some of the basic tenets and recommended activities of the
national ICAP program at the local departmental level. Considered indi-
vidually, the project activities implemented in Stockton have influenced,
in a positive fashion, departmental functioning. The magnitude or extent
of this influence, in aggregate, has not yet been clearly demonstrated. It
is clear, however, that the presence of the ICAP program in Stockton has
provided the department with the rationmale and resources to undertake
changes. Its presence has encouraged and/or forced administrators to
examine existing modes of operation and consider alternatives which may
prove to be more effective or efficient. 1In this respect, Stockton and its
ICAP project have served as a testing ground for the feasibility and
utility of several innovations in policing.
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APPENDIX B
ICAP Gran;nﬁgﬁl’catlona v

APPROACH ) -~ TURUST (a)

NARRATIVE QVERVIEM: ESTABLISI A JOINT POLICE/PROSECUTOR CAREER CRIMINAL

. 1.
PROGRAIH

1f Stockton's ICAP program ie to be successful in ridding the comaunity
of career criminals, those career cyiminals which are apprehended through
the efforts of the Stockton Police Department muat be successfully prose-
cuted and sentenced to long jail terms. la order to accomplish this gaal,
it will be necessary that the police join with the prosecutor's office 1.
in a combined effort againat the career criminal. The successful integra- i
tion of Stockton's ICAP program with the San Joaquin County District
Attorney's Office's Career-Crimlnal Program will go a long way towards
achieving this objective.
OBJECTIVES
A, Increase the number of cases jointly prepared by police and prosecutor

in order to improve the chances of successful prosecution of career

eriminales.
8. Development of a criteria to ldentify career criminals from among

those arrcated or fdent{fied as offenders.
C. Develop a team approach between police and prcsecutors to follow up

cases through to sentencing of career criminal. I.

APPROACH 1 -~ THRUST (b)

NARRATIVE OVERVIEW: Career Criminal Program Systems Development

In order to furiction properly, the police/prosecutor Carcer Criminal Program

must develop mechanisma to fdentify career criminals coming into the sys-

tem, A career criminal tracking system for fdentifylng and accounting .
for career criminals includes the development of feedback systema In order

to maintain dispositions on career criminal cases.

OBJECTIVES
Al Ident{fication of the carecer criminal among those arrested or ldenti- M g
[ied as offenders.
8. loprove the quality and quantity of I{nformation on known career
criminals.
C. Increase Lthe amount of feedback on case dispositions,
1.

APPROACH 1 - THRUST (c)

NARRATIVE OVERVIEW: The Police/Proseculor Career Criminal Program

When all the preparatory work is completed, the police/prosecutor Career
Criminal Program wiil be Implemented:. Thie impiementatfon will fnclude
a career criminal warrants systew to Insure thul as many career crimlnals
stand trial as possgible.

OHJECTIVES

A. To tncrease the rate of convictions for cases prosecuted.

4. To increase the aumber of offendes for which fndividual caveer crimi-
nala ase convicted.

[V To increase the amount of information available on wanted career
criminaly.

b. To increase the number of career criminala removed from the comuunity.

APPROACH 2 - THRUST (a)

NARRATIVE OVERVIEW: Departmental Reorgunization

The proper placement of the ICAP program within the police organization

can be one of the key elewents in determining whether or not ICAP will be .
soccesaful,  In view of this fact, the ICAP program has been placed under

the Deputy Chief of Operationa. The Project Manager will deal directly

with the Deputy Chief of Operations with regard to the dafly activities

of the ICAF project. (It is our belfef that this will facilfitate communica-
tions between ICAP and Fleld Operations personnel.

A new séction will be formed to be known as the Operatfons Support Section
(0s5). Exlilbit B shows the relatfonship of the Operations Support Section
with other operations/functions within the departmene. The actual warking
units within 0SS are shown in Exhibic C.

Another tmpoccant considecatfun was in determinfug a physical location for
the 1CAP project personnei. It waz felt that the ICAP praject should be
located tn a place easily acceasible by patrol and other operations person-
aal. Uanfortunately, locations §n and around the roll call room were not
avatlable, Therefore, the project personnel were placed in a lacation

near the elevator fn the police facliiry. Jr was fely that this location
would be the next best place for the 1CAP project.

OBJIECTIVES

A The proper placesent of 1CAP within the pn‘lcu organlzatton to facili-
tiate cowmunfcations between VCAP and patrol pursonnel.

B,  To physically locate the ICAP project where {1t is easily aceessible
by opurations persounel.
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OBJECTIVES

B
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APPROACIE 2~ TURUST (b) !

HARRATIVE OVERVIEW: Steering Commltiee

1€ JICAP 18 to userve as the resource for the Fleld Operations Division, it
is very lwportant that the products which ICAP produces are accepted and
used by patrol persouncl. In order to accomplish this gousl, we will
ucilize a steering comalttee pt as a of fcating and dia-
cussing fdeas with (feld personnel. At present, we have a group of
officers who serve as Fleld Tralnlog Officers (F.T.0,%). These Fleld
Training Officers are senior offlcers who train new recruits in the basica
of patrol operations. Thia group of Field Tratnfug Officers meets on a
regular basis to discuss ctratning problems. Under the ICAP progrum, this
group of Fleld Trailning Officers will be utilized as an ICAP steering
conmftice, ‘

i

OBJECTIVES

A.  To provide patrol offfcer foput on ifnformacion und otlier ldeas developed
under 1CAP, " )

B. To keep the Patrol Section abreast of the progress of ICAP through
vegular seecings with patrol of flcers.

APPROACH 2 ~ TURUST (c)

NARRATIVE OVERVIEMW: C;lne;Annlysls

The police department'currenlly collects a myriad of tnformariva fn the
form of crime reports, dafly offfcers® reports, and Intelllgence fnforma-
tion, HBuecouse of the sheer volume of cfuportiog that 35 done from various

~ soucrces, it has been difffcult to correlate crime fnformaclon for the o

purposcs of analyzing crime data for analysis purposes.

Under JCAP, che police department will escabllish a erfme analysis function
within the police department to gather, analyze, and disseminate crime
analysis data to assfist Fleld Operatlons and Investigavions staffs In
identifying and npprehending perpecraturs of crime, uspeclally carcer ceimi-
nals.

i

I

A.  To Increase the police department's analystical capablilities, including
the hicing of a full-tiwe Crime Analyse to develop o crime analysiy
aydgtem, o E »

B. %o develop a s&atenntlc way of leoking at crime fnformatlon,

C. To gather, anslyze, and disscminate the Information on the career
ceimfnal to patrol and lnvestigatlons personnel,

D.  To develap report Formats which will provide information useful for
the apprehension and proscuctivn of céareer criminals,

1.

APPROAGH 2 - ‘TURUST (¢)

OBJECTIVES (cont'd) : *

E.. . Tu provide crime pattern inforwavlon for siraregle, operational
and tactical planning purposes.

APPRUACH 2 ~ THRUST (d)

NARRATIVE OVERVIEW: intelllgence Coordinator

‘the police departmeént §s curcencly made up of a number of specialized
divistons and units with specific assigned areas of responsibility: i.é&.,
narcotics, intelligence, investigations, patvol, etc, Because of the

great number of apecialized units within the police department, it is
difficule to coordinate information on a specific érime or serles of crimes.
The TCAP grant will provide anintelligence coordination function to-
asslst in gathering, analyzing, and disseminating informatrion about crime
ticidence and persons involved in crime.. Thie will fnclude the development
of a career criainal file which will be uased in conjunction with the Career
Criminal Program currently being sought by the San Joaquin Bistrice
Attorney's Office. s

“he - Intelligence Coordinacor will matntaln liajgon with the vartous fune-
tiontng units within thespolice department and outside apencles, facluding
Parvle, Probacion, CYA, and other police departments in the county. Thé
totelligence. gatliered by the Intelligence Coordinator will be kept on

file und disseminated through a dally countywide confidential bulletin.
Agencles throughout the county will be encouraged to submit arcicles for

the bulletias for the purposes of coordinating intelligence throughout the
county. (Up-to-date want/warvant information will be facluded as parc of
this Inteltigence Information.) Patrol personnel will recedve this bullerin
before thelr tours of duty.

In addition to activities relaced to che dévelupmunt of incelligence for
patrol, the Intelligence Coordinator will also develop other alds to asslst
patrol ta doiag a better job,

OBJECTIVES

Ao Incrcase the amount of infarmurion available to patrol personnel on

career ceimtnals through the development of an iantelligence gourdlun—
tivn funcrton.

B, To develop snd lmplemcot vavious ways of digseninating intelligence
fnformation on career criminnlys and thelr sctivicles both inside and
oulwide the police depurimeat, a

€. 7o develop a resource person within JCAF for pacvol.”

B, Increade the aueber of warrant arrests, especially of career criminals,
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APPROACH 2 - TURUST (e)

NARRATIVE OVERVIEW: Ceneralist Officer Concept

Under current conditions, the crime fighting role of patrol officers is
limited to making inltial contacts with crime victims and preparing a
basic crime reporr form., J¥n most cases, investigacion of the crime is
delegated to detcctives. Under ICAP, the role of patvol offfcers will
be expanded and directed towards a more active role in crime cuse
follow up. ‘Mere are three basic reasons for this move: (1) The parrol
officer is usually cthe firsc at the scene of a crime and 18 In the
best ‘position to make ap arrest or question witnesses; (2) Information
secured by the putrol officer wost often leads to the arrest of the
perperrator of the crime; and, (1) Patrol force vepresents a large
wanpower block (usually 60 to 75X of all sworn offfcers.) By focusfng
the attencion of this large group of officers on fncreased follow up

of crimes, we should make more and berter arrests which will hopefully
lead to the fncarceration of many career crialnals.

OHJIECTIVES

A. Increase and expand the role of field officers in crime-related
activities.

8. Increase the number of investigations and arrests made by patrol
officers.

C. Increase the number of wuccessiul case clearances.

D.  Earich the pacrvol officers' job and direct £t more towards law
enforcement activities.

E. Inccrease the nuasber of “good" arrests made by officevrs.

APPROACH 2 ~ TURUST (f)

NARHATIQE OVERVIEU: Patrol Assiatance Program

In order to develop the generalist offlcer concept, It will be necessary
to free officers' time from minor crime and non-crime related calls for
gervices, This will enable officers to do more intense investigations
on career criminal type incldeats.

OBJECTIVES

A. To free up officer time go conduct wore intensive nreliminary
invescigatcions.

8. Find aliernative means of hiandling minor somplalncs and problems
through the use of civilians and paraprofessionals.

APPROACH 3 = THRUST (a)

1. NARRATIVE OVERVIEW: Report Hecording Sydtem for Vavestipatlons =

A a result of rising crime and thie lack of tlme for patrol to do inteasive
preliminary favestigations, the police departwent has had to depend wore
upon the lavestigacions Division to do routine follow ups. This has

caused a backlogping of cases for the detective follow up. ‘The 'CAP program
hopes to increase the amount of field officer time in conducting prelimi~
nury investigatlons, thereby freeing up wore deteccive tiwe to do inten-
sive case follow up on mujor cases, At the same time, ICAP will study

the possibilicy of implemunring a report recording system. This will be

a big facroy in reducing che amount of report writing and clerical functions
that detectives must do under the current aystea.

1. OBIECTIVES

A, To find wore efficient ways of handling the clerdcal dutles of detec—:
cives,

B. To provide mure time for detactives to conduct intensive ilnvestiga- :
Lions on serfous cases. 7

APPROACH 3 - THRUST (b)

i NARRATIVE OVERVIEW: lnvestigative Systems Upgrade

The ilmplementation of the genevaliat offfcer concupt within the police

department will have a definjte effect on other units within che police

depurtment, especially the Inveatigacions Divislon. A study will be

conducted to determine che effect the ICAP program will have on the iaves-

cigative function. In addition, the srudy will stteapt to identify ways

of tmproving the effectiveneass and efficiency of the inveatigative function.

This study will inclede a look at: (1) Case screening; (2) Management of

contfnuing investigacions; (3) Police/prosecutor relacionships; (4) Honi-

toring of the lnvescigarions system; and, (5) Police agency organization

and allocacion decisions.® A

11, OBJECTIVES LI

A, To study the effect 1CAP will have on the favestigative function within
the police deparcnent,

B, To document the exlsting investigattve system, )

C.  Tu study other invescigative systems and Lo document those systems for
the purpuse of technology transter,

I8 Prepare o report on findings and recowmendations with regard co tnves-
tigative systems upgrades,

ASce example of case monagenent model {n Appendix AA,

Cuaren
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APPROACH 4 - THRUST (a)

HARRATIVE OVERVIEW: Comprehiennive Community Assessment

Patrol offfcers in Stockton face a problem of serving a rcapldly growiog
comuunfty. ‘This rapid growth has rescructed the developaent of close
comaunity-pollice relatlonships, In addicion, the apparent puychologlceal
distance between officers and the public thuey serve has impeded effective
communicatfons. A survey of the community atticude toward the Srockton
Police agency fllustraced a chunge for the worse between 1972-1974. To
compound this problem, the arvas that showed the most decline fn supporeive
attitule have slso been the geographic sreas that have shoun the greatest
gruvth in populatfon. (The number of houslog unfts has {ncreased 105X

In three years in these areau.)

At this time, the Stockton Police Deparement has lictle taformation on

the psychological and attitudinal make-up of the numerous subscvctions
within the City, There da a critical need to develop a cowmuafty profile
of attfgude, bzhavior, and demography, and pass this information on to

the patrol officers. Lastly, there s 3 need for tralning aod professfonal
development, The focuz of the training will be to fncrease communication
skills and knuowledge of che communicy.

OBJECTIVES

A, To provide a comprehensive written documeatatfon of che current
cowaunity attitude toward the Stuckton Police Beparcment.

B. To provide a comprehensive written documentation of the current
demography and criminal activicy assoctated with the Clty of Stockton.

C. To tllustrate quantiffable fnccreasce $n patrol persons' kinowledge of
the coumunity.

0.  To reduce the nupber of citizen complaines concerntng police persons®
* behavior,

APPRUACH 4 ~ TukusT (b)

NARRATIVE OVERVIEW: TYralning Parc 1: Preliminacy Interviewing Techniques

Increasing apprehenslons through laproving the Interrogatlon skills of
patiol offlcers and investigatorg requires tvaindng fo interviewing skills,
recall and wemory processes, and establishment of rapport wlth uitnesses,
tnforamers, and victims., Research {lluscrates that Information gathered
during the preliwinury davescigation 45 most Vikely co lead to apprehen-
sfon. Aa citizen recall sharply declipes with time after the crime,
lnictal intevrviowing skills are crivical to apprehension,

To compound the problem, the cleavance rates of crime {u Stockton have
dropped signfificuntly since 1974, An exauple of this probles {8 che 1974
burglary clearsnce cate of 13,97 comparced tu the last quarcer of 1976 bur~
lary clearunce xate of GX.  There {8 a clear need to lmprove the Investd-
gative ond foformutfon-gothering skills of patrol offfcers, The fogus

ik,

APPROACH 4 - THRUST (b)

NARRATIVE OVERVIEW: ‘Tralning Pare 1 Preliminary latervicwing Techulques [
(cont'd)

of the tralning will be to provide group and fndividuul fustruction on
muximizing recall fn witnesses and fmproving the infcial favestigation
skills of police offlcers,

OBIECTIVES

A, ‘To Increade patrol officers® knowludge of the memory and recall
processus.

8, To fmprave interpersonal communication between patvo) officers
and comaunity residents.

€. 9o fncrease the quaiity and quantity of faformation gathered during
preliminary investigations,

APPROACH 4 — THRUST (c) .

NARRATIVE OVERVIEW: Trafnlng Part 2: Goneralist Officer Concept

Oificers in Stockton currently respond to thousands of calls cach year that

fovalve minor citizen complalnty and civil disturbances.’ The department

huu vecently prioricized fts calls for services due to the need for more
favestigation of serioud criminal acrivicty., According to the F.B.I.

Annual Repore, Stockton experienced a 92 fncrcuse in serious crimes during

1976 even though there was a nationwide decrease in serious crimes during .
the same timeframe.

‘The ICAP program will assist the departmental effort in increasing the
amount and qualicy of investigative tiwe given in thie research of serlous
criminal activicy by providing crainfng to offficers concerning their role
change Lo a generalistl officer.. The generalist offlcers will spend more
time thaa they presestly do in the preliminacy invesctigaclon stage. The
cransiclop from the current officer function to the generalist officer
funcelon requires the trafnlpy and expertise provided in Thrust (e).

’

QBIECTIVES

A.  To document the discrepancy between the curvent patrol practices and
the generatise officer concepr,

B, To dnereade kiiowledge of the genurslluc afficer concepr by providing
teatning topatrol officers,

[———
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APPROACH & - TIRUST (4}

NAKRATIVE OVERVIEM: Training Part 3: Crime Analysis Vechoiques

Stockten has developed an extensive managewent fnformation syatea but lacks
the personnel to organize rourine crime analysis reporis for patrol offi-
cers. Approach L provides the expurtise for such crime analyuls, Officere
operatting under the new vole as generalist police officers will nced to
understand how cc use the rourine Informatfon provided by the crime analy-
siu team. The ICAP program wlll greatly fmwprove patvol offlcers® knowledge
of crime analysis by providing the training of crime analysis techaiques
and procedures. ‘the officers will use thix knowledge during directed
patrol operations and fnvestigarive activities.

OBJECTIVE

A. To increase the knowledge of crime analysls technlques and procedures,

b

11,

PHASE 11

APPRUOACH 1 = THRUST (a)

NARRATIVE OVERVIEW: Escablish a gystem fov victim/witness munagewent In
career criminal cuases

In order to fnsure o wmaximum prosecution rate, a victln/wltness managenent
system needs to be developed. Under such a wystem, Ulme would be spend
with victims/ultnesses to orlent them sbout the crimninal justice systesm.
Each victim/uitness would be provided with documentation about the criminal
justice system and the role they are going to play as prosecution witoessea.

specifie and detailed ground rules need to be estabiished between the Dis~
trict Actorney's Offfce and the Stockton Police Depusrtment with regord to
the handling of victims/witnesses. These ground rulee will be established
tn order ro avold confusfon with regard to contacting wicnesses, trane-—
porting witnesdes, and advising witnesses with regard to testimony. A
Vfatson from the police department will be working with the Districr Atior-
ney's CEfice on a regular basls in order to troubleshuot any problems with
regard to victim/witness munagement,

A

OBJECTIVES

A. Increase and maximize the effectiveness of cltfzen testimony in career
criminal cases,

8. Provide a means of managing citlzen participation in the criminal
Justice system.

C. Sigulflcantly jacreuse the number of guccessful prosevutions of career
cviminals.

4
APPROACH 1~ THRUST (b)

NARRATIVE OVERVIEW: Escablish procedures to provide police fnput to plea
negntistion and sentencing of caveer crimipals

The subject of plea bargaining has always been the source of problems be-
tween the police department and the Dlatcict Attoraey's Offfce. Under
the Comprehensive Career Criminal Program, wore police input loto plea
negotlatlon and seatencing of career criminals will be escablished. This
will provide un opportunity for police officera Lo aee the problems
encountéred by prosecutors i preparlug a case for trial, Officers will
be provided an opporcunity to sce weaknesses in the case which require
cliher plea negutlacion or further fnvestigatfon. This should provide
fucdback to offlcers on how to develop bectar dnvestigative procedures to
Insure strong cases for trial,

of ficer fuput con also be important durfng the sentencing of fadfviduals
who have been successfully prosecuted, Officers have fnsights Into indf-
vidualy which can be relayed to prosccution staff before sentencing. This
Informascion could well determine the Vengih of time the person §s sent to
prison,
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APLROACH )~ TURUST (b)

QYIECTIVES . 1

A, To provide wure police igput into ples ncpotlation snd sentencing of
carecr criainals,

B,  Asslst in buflding better cases agalast career criminals,
C, Provide a feedback mechaniom to police officers fn case development.

D,  Increase the prison teymy for those successfully prosecuted under the
Comprehensive Career Criminal Prograa.

APPROACH 1 - THRUST (o)

NARRATIVE OVERVIEW: Estab}ish procedures fov information leedback to
police on casée disposiclons and the reasons fur ve-
jeccton, charge reductions, oc dismissal in caveer
criminal cases

One of the wost important aspectd of the Comprehensive Career Criminal VPro-
gram is the sharing of taformacion betwecn the Discrict Atrorney's Office
and the police deparctment, Carrently, many problems arisce as a result of
the lack of comaunfcatfon between the people who are developing cuses ova

the streete and the people are preparing cuses for trial, Under the Com-
prehensive Career Criminal Program being developed by the Stockion Pollce
Bepartment and the San Joaquin County Pistrict Attorncy®s Office, feedback
mechanisms will be developed to facrease the lnteraction between the two
agencles on case development. This will pravide a weans of worklng out
problems between the two apencles fn preparing cases for trlal,  In addi-
cion, realning will be given on a regular basis by representatives of the
District Attoracy's Offlce to advise offfcers on procedures needed o

lasure a stroag case for trial, ‘Mils cype of feedbuck, of course, works
both ways.  The police deparement T211 also provide fecdback to the Murrict
Attorney's Office on procedures needed with regard 1o of ficer testimony .
und ete.  Yhe bapact of this component shauld be a betier working relatfon-
ship betuwien the twe agencles focuxing on development of carcer eriminal
cases,

L.

OEJECTIVES

A, To establish a better workiog relaclvaship between the Dlstrict Atcor- 1
ney's Offfce and the podice deparemint fun the developuent of carcer

-~ eriminul casca. o

B, To fncrease the feedback belween the agencies on case dlspoulttbns.
- the reasons for case rejections, charge reductions, or disamisgals in
carveer criminal cases, - E v

C.  To provide regular eradning by depaty D.A Lo asslst offfcers in
building stroaper cascs.

S

. To provide feedbhack to the Mutrice Attoracy's Office on lmproving
procedures with regard to crimwinal cases in which officers muuc
testify,

APIROACH 2 - THRUST (u)

NARRATIVE OVERVIEW: Crime Analysis

in the fiest year of Stockioa's 1CAP Project, crime data was collected,
collated, and gstored in four wanual criminal informatlon €fles. These

arve: method of operatfon file; suspect/vehicle dedgeription file, kaoun
offender £3le, and {feld foteeview f1le, This daty became the basis of

the crime specific trend and paccern anslyses prepured by the Criwe

Analyst, Approximately 4,000 vobberfes, vapes and burglaries will occur

in Stockton in 1973, Examlostion of these crimes yields a cremendous v
amount of data suspeciible to crime analysis. Effective management, analy-
sid, and Interprecacion of this dara is iphibited by o sunual crime analysis
system, The wost eflfective means to ackieve the basic goals of crime
anslysis and meet the crucial systes requirement of informucion disseml-
nution timeliness 18 o semi-automated Colme Analysis System.

Burlug the second year of Sctockton's ICAP Froject, the crime analysis
system will be trapnsfurmed to a sewl-sutomueted mode that utilizes che
exisglog police depariment computer, ‘fhe fouwr criminal informicion files
will be entered into the computer to facllicuate the rapld retrieval of
inforwation and minfmlze the amount of time expended on file maintenance

by Lhe Crime Analyst. Autowacion will persit the Crime Analyst ro dedicate
sore time to criwe trend and erime pattern analyses,

OBECTIVES
A, To tncrease the Criwe Analysis Unit's effectiveness by developluy a
computer capabllity to assfst the crime analyst in data collation

and thle searches, B

B, -~ To develop system speciffcations for a seml-automated crime znalysis
systew,

C. Yo reandform the monual crime analysis €iles foto automated Tiles,

B, To provide crime tread and pattern information to facilitage strategic
and tacticul planntng.

APVRUACH 2 - THRUST (b)

NARRATIVE OVERVIEW: Systematic Mdencificatlon of Career Criminals

ta the first year of Stockton®s 1CAP profect, a Career Criwinal Coordilnation -

Uit vas forued, One of the matn objectives of the Career Criminal Coordi- . 0
natfon Unit was to escublish a Carver Crimlnal file contalning informacion T
on lotal Carcer Criminalu. A file containlng the numey of some one hondred

plug Individuals known to be active criminals in the communlty was developed,

buring the sccond yesar of Stocktoa's 1CAP project, the Career Criminal .  U

Coordination Untt will develop an offender release/notice procedure to
asgist Operativns Divisions In keeplng abreast of Career Criminals who

g
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ABERUACH 2 - TURUST (b)

RARRATAVE OVERVIEW: Systematic ldentification of Carecr Crimindln (cong'd)

have been released from penal fasticutions and are back in the comaunlty.
‘this will require coopexation of County Jall personnel, Probatjon, and
Parole Officers in Inforuing the Career Criminal Coordinution Unft (CCCM)
when such Carcer Criminals are returning to Stockton. Oace the CCCO
recelves Lnformation regarding the relcase of Career Criminzis, these
tndividuals® known addresses will be plotted on a City map located in the
CCCU office. Information will be added o Career Criminal file system
and will alaso be disseminated to Operarions personnel. Oune of che formy
in which it will be disseminated 1o the Cacveer Criminal “Mug Book® (see
Appendix M, Approach #3, Project Thrust b for addiciunal information on
“Mug Book™).

OBJECTIVES

A. To develop an offender release/nutice procedure Lo keep abreast of
individuals coming back tnto the comsunity from penal inscitutions.

B, luplement a means of mailntaining informarion on people on parele or
probacion fn the community.

€.  To develop a means to enable field officers to more eastly ideatify
Carecr Crimlnaly in the community.

’

APPROACH 3 - THHUST (a)

BARRATIVE OVERVIEW: Strike Tuam

Although the wajority of activities under Stockcon®s ICAR Project will be
handled by regular beat of ficers, there sre sltuations where extended
stake-outs and surveillance dutles will require gpecial units,  ‘The Clry
Council hay avthorized the hiring off slx ufflcers and 2 sergeant to work
directly for ICAP as a special strike team, In order to avold svoting up
an elitige unft, it vas dectded to place the strike team in the “power
shifc"” which was established in che first year of Stockton's 1CAP. Hea
will be selectz2d roucinely from this power shidit to vork on extended
stuke-outs, special area patrobs and other apprehenslon/surveillance duttes.
Tuls will avoid utidizing the same wen for 1CAP wmisslons,

ORJECTIVES

A, To provide additional maupower for uxtunded survélllance, avea
patrols, and survedllance/apprehension aceivities,

B, Yo provide TCAP wilh a faw eafurcoment “punch® Lo wark with 1CAE on
4 regular basiy,

C.  To {ncrease spprehension of caveer erinlnals,

1.

i
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APPRUACH 3 = THRUST (b)

NARRATIVE OVERVIEM: Honltoring Carvec Criminals

In order to provide field officers with a mesns of monltoring local Career
Criminuls, during the second ycar of the ICAP project a Curcver Crimival

"Mug Buok” will be developed. Tlwely and accurate information recelved

by the Career Criminal Coordimation Unic concerning the 100~plus designaced
Career Criminola will be incorporated fato che “Hug Book." 1t is envisioned
that 1t will be a small, conveniuni-to-carry bouk containing each Career
Criminal'y nome, photograph, and physical description. The Mug Baok will

be printed and distributed to Field Operatlons peraonnel so that they may
famillarlze themaelves wicth local Career Criminals.

Ic i3 hoped that “Mug Book™ will greatly assist Parrol und Detective Divi-
slon personnel in monitoring the accivities of Career Criminals and should
fnerease apprehensions and identiflcation of Career Criminals.

OBJECTIVES ,

A, Tu develap and implement procedurss for quickly fdencifylng Career
Criminala or suspects during field fnterrogation or arrest proceasing.

B. To evaluate the fmpact of such methodologles in the tracking of
Career Criminals in the community.

APPROACH 3 ~ THRUST (c)

NARRATIVE OVERVIEW: Apprehenajon Tactlcs

In the second year of Stockton®s ICAP Project, a special strike team has
been provided to 1CAP to handle spectal mlunfons. Apprehension will be
one of the wmaln objecrives of this strike team, WHe will be looking at
several apprehension ruccics utilfzed (n otber civies for possible appli-
catdon 1n Stockton, These will include such things as decoy operations,
antl~fencing operatlons, and etc.

OBJECTIVES

A.  To provide fnnovative wiays to apprehend career criminals and others
suspect of erimes in the community.

B,  To increase the pusber of apprehensions made in cases where these
{fnnovative techniques can be used,

C. 1o facrease the nusber of prescvcutions of those favolved to waking
thelr living from ccime,

e
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APPROACH 4 - 'THRUST (a)

NARRATIVE QVERVIEW: Training Parc 3, Field Evidence Collection Techniques

When Stockton Patrol Officers move to the generalint officer mode of
funcctondng, 1t will be imporcant thar fleld evidence collection and pre-
servation tralning be conducted. As patrol officers preseatly have little
knowledge in fiuld evidence collection and preservatiop 4t will be neces-
sary to provide tratning in this area. Many cuases are currently lost in
subsequent court procecdings due to poorly collected ox preserved evidence,
1t 1s hoped that the ICAP training related ro prescrvacion and collection
of f1eld evidence will tmprove the quallty of criminal fnvestigutlons and
fucrease case clearance rates. .

OBIECTIVES

A To increase patrol officers knowledge of fleld evidence collection
techniques.

B. Ta facrease fleld offlcers knowiedge of preservation of f(ield evidence.

€. - To Ilncrease the quality of criminal fnvestigutions and Incrgase clear-
ance rutes.

APPROACH & ~ THRUST (b)

HARRATIVE OVERVIEH: JYnvestigative Mypnosis and Stress Hanapement Consuliution

During the firsc year of ICAP operation, investigative hypnosis was used as

4 tool to fncresse recall tn victinms and witnedses o crime, There 1s a need

to provide profeasional assistance to continue the use of investigative hyp-
nosfs in increasing vecall of crime celated facts ln victimy and witnesseu
of crime. In many coases, victims and wituesses of crimes cun not recall
vital information due to ghe stress and anxfety related to che evear or be-
cause they have “poor™ memory, short uttention span, erc. luvestigative
hypnosis has proven itd worth in police environments. A study conducted
by De. Martin Relser snd Dr. Ann Suxe of the L.A. Police Deparcment illus-
trated eddictonul fnformation wus obtalnud through the use of Invescigative
hypnosis in 80% of the cases where victin or witness recall wag iwpatred,
Nuserous other gtudies f1lustrute similar success and wany police perscancl
now use this too} to break previously unsolvable crlwus.

Streas munugesent trafning was presented during the firse year of 1CAP
operations. The focus of this training was to [dluscrate and Ldentdfy
sources of stress common in police wurk and demonscrate effective vays

to manage ca-theé-job streus, Patro} officers were encouraged to use the
profesufonal services of the Police Psychologist to coutinue tndividualized
training in fjob relared utress managesent. Studies in indusctelal psychiology
have Lllusirated that employee productivity diminishas as chrontc stress

and anxlety becomes uncontrollable by the (ndividunl ewmployee. In addition,
wedical reseacch has assuclated stress with essentlal hypertension, cardiac
failure, increased cholesterol und general cardiovascular deterioration.
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APPROACH & - THRUST (b)

NARRATIVE OVERVIEW: lnvestigagive Nypnosis and Stress Management Consul-

tatinn (can't)

As o result, many individuale vcporting chronic hypertension associated vith
job related stress have veceived workman's compensacion benefits, medical
leaves of absences and disubiliry settlements. The focus of the srress
monugement training ks to decreadse the number of days lost by patvol persons
us a resule of job related stress and provide psychologicul assistance so as
to increase {ndividual productiviry and develop atress mansgement skills
early in a patrolman's career.

OBJECTIVES . -

A. To previde professional assistance durfng hard-to-bresk cases where
a viceiw or witness's recall 18 lupaired.

B. To increase cYenrance rates assoclated with crimes wlere witnesses
or victima' recall s tmpatréd.

€. To provide psychological stress management tralning to individual
officers who require development of these skilla.

D.  To decresse the number of pacrol manhours lost as a result of poor
gstress sanagement and job velated astreus,

.

APPROACH 4 - THRUST (e}

NARRATIVE OVERVIEW: Training Parr 2, Advanced Interviewing Techniques

Increasing upprehuenstons thivough improving the interrogation skills of tn-
veutigators requires training in the Jaterviewing skills, recall and memory
processcs, oand cthe escablishment of rapport with witnesses, informera and
victios. Rescarch illuscrates thar laformation gathered during the pre-
Hminary fnvesvigation Le most likely to lead to apprehension. As citizen
recall sharply declines with time after che crime, fnitlul tntervieuwing
skills are ecittical to apprehension. During Phase 1 of the Stockton ICAP
Progrum pacrol persons were crained on nn Individual basis Zn che avea of
preliminary intervicwing techniques, The training was designed to provide
patrol persunnzl with a bosic understanding of the methods and techiniques
nged to conduct effective intrial interviewing., Uowever, the Investiga-
tive Division which will be working directly with patrol persons on a°
regular basis did aot recetve Iaterviewlng skill training. During the
second yeur of ICAP operation, V8 Investigators willl vecelve the same
tralulng in basie forurvieving skills technlques plua advanced Lnterview-
tug skilla tralning. There 1a a clear nced to laprove the tnvestigative
and inforwacion gathering skilla of patrol officers and investigutovs.

The focus of the tralning will be to provide group and fndividual instruc-
tion on maximizing recsll $n witnesses and improving the inicfal luves-
tigation skills of police officers. ®
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APPROACH 4 — TUHRHST (c)
OBJECTIVES
M. To increase patvol officers knowledge of wemory and recall processes.

B. To improve interpersonal communication between patrol officevs,
investipptors aud communicy residents.

€. To increase the quantity snd quallty of Information gathered dur~
ing preliminavy and subscquent ifnvestigations. s

APPROACH 4 — THRUST. (d)
HARRATIVE OVERVIEW: Tralniog Part I, Hanagement by Obfective for

Inventigators

During the first year of the TCAP Program, tralnkng was provided to patrol
officecs that was aimed ar assisting the departmental effort In increasing
the amount and quality of invesctigative cime given in the research of serious
criwinal activity. The training during the firasc year of 1CAP wug oriented
tovard training patrol officers to become better favestigatlve generalisc
officers. The generalist officers will spead more time thun they presently
do in the preliminary tnvestigacion atage. The tranzision from the current
officer function to the generaliat of ficer funciion required a careful
exsomination of how the Patrol Liviston will impact the Investigative Bivig-
ton. It {s belleved, that implemcntacrion of ICAP and the genevalist officer
concept will free investigators to concentrate on more difficule, serious,
challenging investigations that require the skill and expertise of an in-
vestigator. The training of the Investigattive Division will tnvolve she
specifics of generalist officer operation, ucilizatlon of directred patrol
procedures, establishment of quantitative goals and objectives and the
methodology involved fw evaluation of objectives.  The training will be
undertaken in two eight-hour training blocks {n a retreat sctting away frow
the downtown police facility. A major purpose of the lavestigarive staff
training will be to increase staff coliesiveness and luprove group problem-
solving skllla.

OBJECTIVES

A. To increase the knowledge of ICAP objectlves and the impace TCAP will
have on the lnvescigatlve function by providiang tralning to jnvesti-
gutors.

8. To Increase staff coheslveness und foprove group problem-golving skills
by providing training to favestigators.

APPROACH 5 ~ THRUST (a)

[
NARRATIVE OVERVIEW: Implumuntlfﬂun of a Report Recording System for
Investigarions ’

During the sccond ICAP grant year, we will implement a vecordingf trans-
eribing report system for the Investigatfons Diviation. Project staff
during the first grant year studled veporcing and word processing systems
sufcable for the generation of police reports, Our vesearch findings lead -
us to conclude that a recording/transcribing reporting system will create
efficiencles over the present system of having each investigator typz his
own réports on a munual typewriter. We atudied recording/transcsibing
systems for both the generation of inicial crima veports by patrol officers
and for reporting of follow-up Investigactione conducted by criminal fnves-
tigative unlcs. We have concluded that vecording/transcribing suffers from
m2jor desiciencles when used In the generation of initfal erime reports by
patrol officers. These deficicnces include difffculties in walncaining ade-
quate scaffing levels in a transcribing unlt weeded to expeditiously
generate inirfal crime reports for referral to Investigative units for
follow-up and District Attorney's Office for proper charging of arresteces
within the required tiwme frame. A rvecording/transcribing system for in-
vestigative unlts was found to be feasible becausc of the smialler number

of usera with legser percentage of reports requiring immediate transcrip-
tion for factors beyond the control of the department (initial crime reports
gencrared by patrol officers normally have the minimum number of elements
required for the initial charging of arrestces, however, reports generated
by the Investigative Division vequiring an fmmedfate completed report may
st1ll have to be typed by the vespective Invescigator).

With a report/tranecyibing unip, we will also implement procedural changes .
within the Iavestigative Diviaton. These changes are directed at increasing
and cuhancing criminal apprehensions and prosecutions through the prepara-
tion of favestigative reporcs which ave wmore comprehensive and becter or-
ganized, producing a £inal product that, {n every respect, is an jwprove-
went in its clarity, content, and organization. Examples of this include
the preparation by Investigators, (when indicated), of a prosecutor's case
sunmary (see below). This report will be submicted to the District Attorney's
Office after an inicial complagnt has been fssued but sufficiently in ad-
vance of preliminary hearings and crimfnal trials.  The lonvestigator will
take the inicdal crime report and all subsequent follow-up reports, bring
thum together in one document which will be dictated and transcribed spect-
fically for the use of the Discrict Attorney's Office.

The Report Transcribing Unit will also assist Investigators fn establishing
and maintatning contact and communicatfons with witacsses and victims of
crimes. Victims wil) be adviced through the use of forms that thelr report
of crime has buen assigned to a cevtatw Investigator for active follow-up
amd In dustances where follow-up fnvestigation is not deewed necessary,
vietims will be advised of cthis determinatlon, (See attached examples of
forms)., Investigators will alsc have a secretarinl resource for the nott-
callon of victims/witnesseu/reporting parties/suspects through the use of

a form that thuy ars being requested to contact an lavestigator for an in-
terview/questloning.  The Report Transcribing Unit will also produce speci-
fle Individuulized correapondence as directed by Tnvestigutive personnel.
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1
APPROACH 5 =~ THRUST (a)
APPROACH 3 — THRUST (b)

I. RARRATTVE OVERVIEW: Tuplenentution of a Report Recording System for

Investigacions (conc'd) X 1. NARRATIVE OVERVIEM: Investipative Systems Upgrade (cont'd)
Tc was the project staff's observations that many hours of {nvestigative Criwinal Iavestigations Concepts, 2) Acténded NILECT course on Manuging
o tlne wad frultlessly spent in attemprs to contact victims/witausses/ Crimlnal Iuvestigations, and 1) Conducted a comprehensive scarch and re-
@ : suspects at a specific address only to find repeatedly that they were view of the llterature available on the fovestigatione function. Our
S not home at the hours contacted. research has lecad us to conclude that the MCY concepts fleld tested by

Santa Monica Police Departwent have application to the specific needs

Another procedural change that the Report Transcribing Unft will assisc and condictons of Stockton. MNowever, us these concepts do not fnvolve

Invescigative personnel dn performing is the sending of victim/wirness the fncremental change or reorganizatbon of the Investigations Division
status letters. Project staff obuerved, through a review of literature but rather the transfer of a toral technology, implemcentation {s the most
- published on the Investigative functlon (RAND, SRI, etc.), and obaerva- fuporeant step.  Such massfve fmplementation can not result from a planning
tlons of Stockron Polfce Department Investigative Division personnel, process conducted‘by ataff poergonnel, but must involve the inputs and con-
that uhile an investigacion 18 in progress, constant contact and advise- slderacions of the systems ugers--investigative Sergeants and divisional ’
ment of victims and witnesses are made concerning the status of the in- commanders. A staff plunning process that identifles deficiencies and :
vestigation. But when a suspéct iu apprehended and the case referred to. r ds lmpr ts is luappropriate. A structured participatory : o
the District Attorney's Offfce for prusecution, communications betueen mapagenent process iuvolving the estublishwentc of an implementation cown- N
the police department and the victimfwitness is often suspended until the wittee with a set agenda §8 recowménded for the {mplementatfon of the o
case is brought to trial and.a contact 1s required to scrve a subpoena. HCL concepts lated belowy : '
ST It 18 not unusual for a time lapse of three to six months to occur between ) W N v
R the arrest of a suspect and the trial, During this time victims/vitnesses Improvement of the fnfelal favescigacion -- The erimé report form has ' :
Pt may move to another location in Stockton or leave the area entively. Hhen been restructured and increased emphasis has been placed on obtsining ; ! b
this happens, Investigative personnel are faced with opening a second In- n specific information. Boxes with forced cholce responscs have been
vestfgation to locate and serve subpoenas on victims/wituesses. This, of provided for officers to check and & gudic has been developed for pa-
: course, 15 a drain on investigatlve time and project stafi belfeves thac trol officers Lo use when obtaining the informatioi from victims and
the better and more formal adviscment of che victims/vitnesses of thé pro- witaesses and £11ling our the boxes and completing the narrative por-
cedures and time lapse required to bring a suspect to trial with the tion of the erime veport. The taking of an initial crime report ia a
{ request that the police department be notified of any chunge of address deductive process where the officer works backwards from the manifest-
or telephone number will decrease this problem. (A pelice officer ts ed evidence that o crime has been comniteed to the fdentification of -
assigned to subpoena service and works out of the Records Seetions but the perpétrator.  The fnvestigatfon process is dependent upan the un— L
where the vietim/witness can mot be reached at the address isted fn- the covering, and uncaveling of the events leading up td” the comnission L
crlme report, the matter As referred to the Iuvestigations Divislon. ) . _of the crime. ALl informatfon that might lead ro the tdentification - L
7 of the suspect must be thoroughly and accurately reported so the In-
LI, UBJECTIVES : . vestigutlon can be successfully concluded, A report review process o
- - will be ipplemented which will Btress proactive guidance and instruc- R
A. Establish a user monua) with weftten procedures for the operation of . .. thon of putrol officers in the proper gathering of {nformacion and Tt
the Repore Transcriblug Unfr (RTU). i = the proper reparcing wichin the format of the erime report. Correc-
N ) tive uction will be Iniclaced when crime reports are found to be
e 8. JImprove the clarlty, content and orgunization of police reports gen- duflcient or lacklig 1n attalnable elements of inforuatlon. Both
S erated by Investigaclve personnel, thise prouctive and corrective actions are the functions of first
) ) 1ine supervision. Report review will be a function of the patyol
. C. Relfeve Tnvestigatlve personnel of burdensome but necessary clervical sérgednts ausisted by che Hatch Commanders. During the first year
4 o chores through writcen advisencnts to victin(s), witness(es) and re- uf Lhe ICAP Prugram, ull patrel offlcers were glven specialized
i’ porting parcfes. tralning v erime dnalysts, generallst officer (the expanded role 3
) and fnereased responsibiifey of the patrol officer) and interview- y
APPROACH 5 - THRUST (b) tog/intervogat lon -tectinlques (refer to appendix Y). .
el g Rl
L. NARKATIVE OVERVIEW: Investigulive Systems Upgride . Luge Seevonlag -- The Watch Commanders and thelr relief ag pare of -
s thelr middle~managerfal responeibility of controlling and direciling
’ During the [frsc wonthe of the Investigative Syscems Upgrade study, che the activities of subordinates will revidw conpleted crime reports
followlng research steps were taken: 1) Ouslte visft to Santa Mmnica A8 an adjunct to the report revicw process. Crime reports will be o
LT folive Department to observe thelr LEAA fuaded fleld tesc of Lhe Managtng 2 screened uslng unueighted eriteria to detersine which cases based = .
e ; ou the Information presented in the body of the report juscify follou- L

porare



. ‘ APPHOACH 5 — THRUST (b)

f. NARRATIVE OVERVIEW: Investigative Sybtems Upprade (cont'd)

Case Screendng (cont'd)

up investigative accivicy by the Invescigations Divisfon, Crime Re-
ports which either for their 1) serfous fafury to the viccim, potentfal
for repeat offenses and/or danger to society or 2) where t¢ can be
aff{rmatively answered that there s sufficlent reason to believe

that the crime may be solved with s reasonable amount of investigative
effort, will be referred for follow-up favestigation. Crime reports
with insufficienc fnformation to make a case screening determlnation
will lmnediately be flapged and referred back to the officer to gather
further information #o an intelligent decislon concerning the declsjon
to investigate can be made, Specific criterla for case screening and
other case screening procedures will be escablished by the Investiga-
tions Upgrade Steering Committee.

Follow-up Investipative Procedures and Controls ~~ Spectfic guldellnes
and procedures will be established for the conduct of Investigariona.
Reporting time frames will be established along with fmproved procedures
for the documentation of investigacive stepa and efforts. Emphasis will
be placed ea the conduct of investigations through management by objec-
tives. The Steering Committee will formulate a comprehensive fmplemen-
tation plan of specific procedures and reporting requirements. M.B.0.
will be Inatituted as part of a training package for investigative per-
sonnel to be conducted by training and evaluatfon component of the ICAP
grant. (Refer to Appendix Y)

Improved Police Prosecutor Relations ~- The Steering Committee will eval-
uate the current methods of police/prosecutor relarfons to see that these
are congsistent with career criminal coordination procedures and that
waxinum benefic 1s bBelng made of prosecutor resources.

Monitoring and Hanaging Information Systems -- Once the fnvestigative
upgrades are in place and have been througl an inicial shake-dowm perfod,
a monftoring and management information system will be destgned and
luplementéd to provide quantitative data on: 1) Case clearances by
category and degree of fnvestigative effort, 2) case processing within
follow-up and reporting perlods, and 3) case log providing the tnformacion
concerning the expenditure of fuvestigative time, Honltortng Information
will provide depariment management and Tnvestigative Divislon supervisors
with tmportant inforumation concerninyg the resules of the fnvestigative
function, adherence to follow-up reporting and tiue frame requirements
and the allocatton of divisfonal resvurces concernfng vmphasis and di-
rection of investigative effort.

The desfign and lmplementation of dwvestigative upgrades must be a jolnt under-
tuking of Investigative personntl and patrol commanders. Projecc staff will
assist in providing the structure for the design and fmplementation process.
The working procedures of the Investigative upgrades will be developed using

a structured approach to problém solving., The types of Improvemints to be
wade have been fdenctfied.  There §s Metle debate as co the appropriateness

11.

AUPROACH 5 - THRUST (b) !

NARRATVIVE OVERVIEW: Investigative Systems Uﬁgrnde {cont'd)

or the need of improving the investigative funcrion. The problem 1s now to B
implement a system that will serve the needs and desires of management to

have an effective and well functioning inveéstigacive division which 8 result
orfentued and at the sane timwe, maximizes the efforts of those who are working

in the unie. Plasning and implementation will proceed with input at all

levela. A coumltcee structure was decided upon as £f pravides the best

vehicle for structuring this process. Project staff will provide support

for the coumiccee and will generate the writcen pr dures and d cy

to fmplement the changea and upgrades which were structured during the

Inftial study phase,

OB.IECTIVES
A. Tluplement Investigacive upgrades;

1. Juproved ¥nictail Iavestigations through Report Review
2. Case Screening

3. Follow-up Prucuedures

4. Improved Police/Prosecutor Belations

5. Monitoring and Management Information Systems

B, The structuring of an implementation process that thoroughly considers

the needs and requirements of the users of the system as well as manage- | =
wment consideratlons concerning the direciion and emphasis of criminal
fnvesttgations.

C. ‘the adaptation of nationally tested and proven management principles
for rhe conduct of criminal investigations to specialized local con-
dicfons such as the rate and pacticular varfety of crime experienced e
iu Stockton, the organizacrfonal structure and coastraints of the de- 50
partment, and the subatantial maintenance of tradicfonal service
levels uwhich the coumunity has come to expect of the police departwent.

D. Provide monitoring and management iuformation systems for documenting
and werasuring the effectiveness of criminal investigacion function.

S
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1. NARRATIVE OVERVSZd: - Provide

PHASE tAL

APPROACH 2 - THRUST -(a)

HARKATIVE OVERVIEM: Enhanciug patrol's role in
investigations

As shown In several recent atudies of the tnvestigacive process, the pre-
liminary iavestigacion conducted by patrol officers in the fleld has proven
to be wost valusble fn the evencual solutfon of cases. —deécause the patrol
offlcer Is at the scene of the crime €irsc, he has access o witnesses, -
evidence, and other dmportanc facts which can be used in determining the
perpetrator of a crime. Mowever, due to Incresaed ‘worklcads aad the ten-
dency for organfzations to limit the scope of the favastigation done by
patrol officers fn the fleld, there has been a trend towards Ainicing the
patrol offtcer's role in préliminary lavestigations to doing & minimal
amount of paperwork which musc later be followed up by Investigators.

ting preliminary

Durfng the second year of Stockton's ICAP project, we began lookiig at

- the favestigative procesa and developing a more enlianced role for pacrol

officers tn dofng preliminary favestigations. 1t is our belfef that such
a system will result 4n better fnvestigations in the field. Also, much
of the redundant work done by fnvestigators doing routine foliow-up work
will be elfufnated. This time can be dlverted towards cases which by
thele nature require more follow-up activities. CF

OBJECTIVES

A. To enhance the role of patrol officers in conducting preliminary tn-
vestigatfons, thereby eariching his job reuponslbllltles. o :

B. To provide a systematfc way of gathering (nformacion In the fl(:‘ld"
during the critfcal hours after a crime has been commnitted.

€. To free up valuable Investigat{ve time which 18 now spent on dolng
routine follow-up lavestigations on cases which vere orfginally
handled ia patrol, :

D.  Tn make better use of unstructured patrol timé,

/

APPROACH 2 — THRUST (b) 5

er_assisted fnvestipative tools for patrol

F= .
In arder f‘fn{provlde patrol with the tools necessary to complete lovestigatlons
in the fleld, fc will bé necessary’ to provide patrol officars with a means of

accesslng Information syscems currently available £hrough such netvorks as

. CLETS, HCIC, and NLETS. One of the ways of providing these fnformation basis

for patrolis through wobfle digital teruinals whiich can be added to patzol
unlts fn the fleld. ,The City of Stockton has apent 1.2 million dollars on
a new coiipuser-aided dispatch system which {s capable of tukiag these mobile
termbnals. Thesc wobi i zerminals will not only allov patrpluen to do- faves~

tipative work 4n the Fleld, but will also pravide 4 means of reducing the

/e
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AFPPROACH 2 - THRUST (b)

NARRATIVE OVERVIEW: Provide computer aselsteéd fnvestigative rools for patrol
{conc'd)

the amount of writing belng done by putrol offfcers in the ffeld. The offlcer's
daily reporta which are currently being done ¢n 2 daily basis by patrol officers
can be completed through the use of terminals in patrol cars. The moblle digl-
tal terminals will add a algnificanr timesaving device for officers in the
€ield. This will free up a lot of timwe which can be spent in doing wore coi-
plete prelimingry }nvua:igutlonn.

OBJECTIVES

A:  To provide lnfuruihtlon basis to patrol officers In the field that arve
necessary to complete preliminary favestigations.

8. To provide a meéans of reducing the amount of clerfcal time in the fleld
by eliminating the necesalty of dofng ofFfcer dally reports.

- €. To fully utilize the state-of-the-are technologies avatlable to assist

patral officers in the fleld in conductfng preliminary investigations.

N

APPHOACH 3 - THRUST (a)

! 0
NARRATIVE OVERVIEW: D-iveloang a casé tracking system

Some of the inmblum which are comaon fn thé Management of Crimfnal Inves-
tigations are: :

e JInequitable case loads;
o Improper assignment of cases
o Incorrect priority decisfonu; : .

A
e Delay in response by mvestigato;“\'\
X

@ Lack of Investigaror continuity: .
tn the ffrsc year of Stockton's TCAP grant, we studied thé current investi-
gative system buefng utilized fn our Investigative Pivision. It was found
that once a case was assigned, almost no’ systematic way of accounting. for
these cases hid lieen eatablished, Also, very lictle was done.in keeping
track or accountlng for investigators® time apent on specific cases, 1t
because very difficulr to determine how much time was belng spent on a
speciflic casu. In addition, 1t was nearly fmpossible to determine the type
of ftnvestigative activicies which norwally took place in handling a case.
Such things as time spent in fnterrogating suspects, questloning witnesses,

and golng to court, wero unavatlable. The wusbcr of cases assipgued to o

varlous {ovestigators and tlne spent on cach case was also not aviilable,
It becams apparentthat sowe system was needed to account for the time spent
on cusits ay well as the type of activity uhich took place.-

'5“ 4
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APPROACH 3 - TuRuST (a)

OBJECTVIVES
A. To provide a weans of accounting for Invedtigacor time opent on cases.

. Be To uaccount for the ctype of activities which took place 4n lnbestlga(lng
’ any particular cass.

€. To provide an ongoing muthod or system of accounting for tlm. and activity
on varfous cases asuigned to investigators.

b

LPPROACH & — THRUST (a)

HARRATIVE OVERVIEW: Tralning-in the Managing Criminal Investigutions System

Training is one of the wost lwportant elcwmencs In making any program a success,
Training will be provided for patrol und investigative personnel as well as
supervisors and command staff in the Managing Criminal Investigations system.
The role of each person will be explained in detail in order to acquaint
everyone with thett parcicular role in the successful operation of the MCE
system.

OBJECTIVES

- A. To fncrease patrol officers® knowledpe of HCT and (hc role that the
officer will play in -:sklng MCI a success.

/B. To acquaint invescigators and supervisory personncl in HCI and the
role they will pluy in saking HCl a suecess in investigations.

C.  To acquajit management staff in MCL concepts and acquaint them wicth
thelc role 1o making MCI a success in the department.
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APPENDIY C

CRINE ANALYSIS PROBUCTS
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Patrol Hissions
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B 78-0003
. b Octaober 24, 1978

STOCKTON POLICE UEPARTMENT
OPERATIONS  SUPPORT SECTION
CRIME ANALYSIS UNIT

o " Crime Specific Burglary Mission

PROSLEN:

5

During the peried September 22 to October'zo 1978, the San Joaquin County
Housing Authority was the victim of ten (10). burglaries and four {4)

.malicious mischief. Property loss on the burglaries totaled $2,500.

Property damage on malicious mischief totaled $320. Please see Attachment
I for crime location information.

H.0. IHFORMATION “ - .

The abave fourteen crimes uer’fcciﬁﬁtted at vacant resldences. It shauld
be noted that the only “Téms stolen in the burglaries were refiigerators.
The burglaries have:zrimarily eccurred on vieekends, hawever the last
occuryed on 3 Thursday/rriday. There 1s no speclflc time element of the
accurrences as they weré not discavered until the Housing Authority
employees check the residences. Entry is made via breaking cut a window
(four cases) or kicking open a door (four cases). During each weekend,
the responsible took four refrigerators. The refrigerators are the size
that would require either a truck or a large van. All the refrigerators
are Mestinghouse brand and are white in'color. The serial numbers are:

1) -RVA 44941 " (4} RUA 43122 ’7 RTD 18982 . (10) RuC 3224
- RUC 32055 RTD 19060 RTD 190203 :
R1D 18780 RUC 32308 &9) RUA 43121

The four malicious mischiefs involved the breaking of windews or the kicking

in of doors. It appears-these malicious mischiefs are related to the burglary

serfes. It is probable the damage to the houses occurred as the responsibles
were affecting entrance {nto the residance to commit burglary., ‘There were no
refrigerators present ln ‘the residences uhere the malicious mischief accurred.

COMIENTS :

Currently this burglary seéries has been generally confined to vacant units
in the Sierra Vista area. - However, Field Operations Personnel should be

aware that this problem could also occur in the Conway area. Attachment 11
presents a list of vacant Housing Authority Residences,

@

u

BURGLARIES:

Ry
78-17230

. 78-1762}

78-17623
78-17624
78-17685
78-17686
78-17687
18-17688
78-18661
78-18798

Malicious Mischief:

78-15811
78-1751
78-17625

7817626

<&‘ e

]

DATE

9/22-9/25”
9/28-10/3
9/28-10/3
9/28-10/3

' 9/22-9/26

9122-9/26
9/22-9/26
9/22-9/26
10/15-10/16
10/19-10/20

9/5-9/1

9729002

10/2-10/3
10/2-10/3

ATTACHHENT |

<Y

i

LOCATION ' . :

107 Elmlra .
1614 E 11th
2408 Anne St.
1644 E. Vith
1686 E. 11th
2516 Belleview
1662 E. 1tth
1668 £. 11th
2348 Scriber
1539 E. 1]th

72} ‘Glendale

2436 S. Delleview
1608 E. 1ith
1662 E. 11th
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14-0004

tlovenber 16, 1978

STOCKTOH POLICE DEPARTHENT
OPERATIONS SUPPORT SECTION
CRIME AMALYSIS UNIT

Patrol Hission

PROBLEM:

During the past six weeks, an increasing number of 2}1 PC strong arms
and purse snatches have occurred in the shopping center parking lots in
the Horth Stockton area. Particular problam areas are Heberstown Hall,
Gemco, and.the College Square Shopping Center. In addition, a review of
the crime history of these areas indicates the above problem increases
from mid-November unt{) January. Duriig this period there is also a

§Ignificant problem of auto burglaries in these shopping center parking
ots, .

Robberies -- The most common type of robbery {s purse snatches. The
majority of victims are elderly or defenseless wcmen. . There are two
common method of operations. . The first is Jumping the victim from behind
in a parking Yot and then fleeing the area on foot. However, recently
there has been an increase in the frequency of suspects driving their
vehicles alongside the victims and grabbing their purses. There is no
specific time elemeat for efther method of oparation. Robberies have

accurred From 1200 hours to 2200 hours. The robberies have also occurred
on each day of the week, however the acti

There are indications from both victim an 2
Yoiter in parking Vot areas or sidewalk areas and selict thefr victims.

Auto Burglaries -- There is no specific time element. Auto burglaries are
commltteg during both the day and the evening on every day of the week.

However, it should be noted a significant number of auto burglaries
recently occurred during vieekdays, particularly during the 1130 hours to
1330 hours and again after 1530 hours. The increase during these time

perfads is an indication that Juveniles are most probably the primary
suspect group, .

SUSPECT THFORMATION:

Robheries -- During the past six weeks, three groups were responsible for
the majority of the robbaries in the.areas noted abave. The first groups
are pairs of Hexican males or pairs of females, 16-20 years, generally
"vato" types. The second Qroup invalvas several pairs of white females,
16 to 18 years, The third group involves a number of white mates, 16-18
years, .

vity has been greater on weekends.
d witness statements that suspects
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78-0004
tovember 16, 1978

s : Auto Burglaries -- There is 1ittle suspect information regarding auto
Cmee . Purjlaries. Suspects either observed or arrested are of al) races and
T vary in age from 16 to 24 years, An analysis of auto burglaries in this
avea does not reveal any significant pattern other than geographic proximity.

IV. COMMENIS:

MHe recomnend i conbination of intensified patrol and covert operations.

The patrolling caa be done by regular beat units. Flex units are recom-
mended for covert operations. -Rlsa, based’ on the above method of cperation ’
and suspect information, it is recommended that some type of intensified
FI program be initiated in the above defined problem areas. Pleasa send

Operations Support Section.”

R S cc: Somunity Relations
R Juvenile
i Investigations Division

5 copies of any Fl’s made to the Operatiecns Suppbrt Secticn. Please also
_ .. request that officers on-their dailies mark checkfouts “Attention:

2}

Leh

i
Pare 2
Patrol Meworandums
HEHORANDUI . ,
October 31, 1978 E
/(( : ;
T0: PATROL WATCH COMMANERS d

FROM: OPERATIONS SUPEQBZ/ SECTION, C.RlllE AMALYSTS utiT
SURJECT: BURGLARY-CLOTHING STORES

1. PROBLEN

Below 15 information that should be disseminated to beat officers and @
considered in the deployment of your Flex Units. Since October 27, 1978,
there have been three burglaries of clothing stores in which windows were o
cmashed and a large quantity of expensive suits or leather coats were stolen. )

11. M.0. IHFORMATION

The first burglary occurred on 10/27/78, 0358 hours, at the Roos Atkins
store, located in \leberstown Mall. A tire iron was used to smash the winddw.

on 10729778, 0313 hours, the lLeather Works, 2230 Paci fic Avenue, had a
garbage can thrown through the front window, and a nunber of leather coats
stolen. :

‘The third burglary occurred on 10730778, at 0307 hours, Joseph Bernards,
5638 Pershing Avenue. Again a garbage cam was thrown through the front
windcw, and the loss was a large nunber of suits and leather sports Jackets.

It should be noted that all three burglaries occurred between 0300 and
000 hours. The Yoss in all three burglaries indicates a vehicle viould-be
necessary- to remove the property. In all.three cases an alarm was tripped.
Based op response time information, it can ba concluded that the suspects

‘vemained in the store no longer than 3 to 4 minutes. It is probable the

suspacts case the business prior to the actual attack,

111,  SUSPECY INFOPMATION

Duriny September there was & similar burglary that accurred on Pacific UL e ¢

-Avenue in which a 1973 yallow compact sparts car ‘{possibly a Dodge Colt) was

ohserved by witnesses: leaving tha area, This vehicle was driven by a #2 male. :
This subject is a suspect in this curreat series. Both the Leatheruorks and

Burnards report that on the day of cheie turglaries, a H/t/25-20, 6-1, 180 1lbs.,

slim build, short cropped hair, well dressed (thras-piece suit) care to their
businesses, This subject was alse accompanizd by a M/F/25-30, 5-2 to 5-3, thin

tuild, pregnant. - The owners feel these subjacts cased their stores.
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V. COMIENTS "

Lt. Ayers advises his personnel are investigaiing suspucts in this series.
lie further advises the fullowing stores ave good potential targets:
. Bravo McKeegan - 2323 Pacific (has alley entrance alsa) MEMORANDUN
John Falls - 2105 Pacific Averie
. Galls - 357 Lincoln Center
Malone's - 1503 St. Marks Plaza
. Oxford Shop - 2043 Pacific Avenue

December 22, 1978

Dde 2 )=

T0: LTS. WRITEMAH AHD GARIBALOI
FROM: OPERATEONS SUPPORT SECTION, CRIME ANALYSIS UNIT
SUBJECT: BURGLARY - CONSTRUCTION SITES .

cc: Lt. Ayers
Community Relations
0fficer Buckingham
Below {is information relative to patrol deployment. On September 7, 1978,
a memorandum was prepared regarding a burglary crime series. The targets of
these burglaries were storage sheds on new construction sites. Since b
September, these burglaries have subsided. However, it appears the responsibles
are again active (Sce attached cases 78-23393, 23487, 23506). Construction sites
; were burglarized on the 14th, 15th, and 16th of this month. As in September, ~
1 the responsibles gained entry via using bolt cutters to cut padlocks or chains
i that secured the doors. The burglaries are probably occurring after dark. The
type of property stolen indicates the suspects are probably driving a van or
a truck. Please direct any F1's or check-outs to the Operations Support Section.

i
cc:  Deputy Chief Novarest, Fleld Nperations

Lt. Ayers - Burglary
; Sqt. Hoble - Comminity Relations/Crime Prevention
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HEHORAHOUN

fecember 29, 1978

T0:

3rd apd Vst MATCH COIMANDERS

FROM:  OPERATIONS SUPPORT SECTION, CRIME AMALYSIS UNIT
SUBJECT: AUTO BURGLARBES ‘

1.

.

cc:

PROBLEM:

During this month, there has been a sharp increase in auto burglaries
in the Rorth Stockton area. Both a ‘geographic and similar offense
pattern have been identified. During the past two weeks, the auto
burglaries have been concentrated in the parking lots of movie theatres.

H.0. INFORMATION:

There is an.excellent temporal pattern. B80% of the burglaries are
occurring on Thursdays, Fridays and Saturdays between 2100 hours and
2300 hours. _The suspects are entering both locked and unlécked vehicles.
The method of entry on the Yocked vehicles has been the smashing out

of; side windows, See Attachment ¥\ for a Vist of times and locations.

SUSPECT IHFORMATION;

As of this date, no suspects or suspect véhic]es have bean observed,
GEHERAL COMMENTS: . . "

It is recommended that Flex Units either saturate the parking lot areas
or usé covert tactics after activity at the Weberstown Mall decreases.

Deputy Chief Novaresi, Field Operations
Coamunity Relations/Crime Prevention )
Lt. Ayers, ,lnv‘estigations Division - Burgliry

(-2}
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MEHORASIDUM
September 18, 1978

T0: SGT. ANDREW JACKSON, ROBBERY-HOMICIDE
FROM: HAROLD SPICE, CRIME ANALYST, OPERATIONS SUPPORT SECTION
SUBJECT: METHOD OF OPERATION COMPARISON--SINCLAIR endiullibils

As par your request, I compared case 78-15008 (Yorlai) with Siactair
sz previous arvests. The Tarlai case was compared against 64-10452
(Martinez), 71-18320 (Marquez), and 71-20215 (Rebosio). ~It.should be
noted that esakey w2s convicted in both the Marquez and Rebosio cases,

Examination of Previous Cases:

.

Analysis of the case reparts concerning Cumagn@d previous arrests
revealed a consistent and unique method of operation. In all three cases
(Martinez, Marquez, and Rebusio), ememcmmecontacted the victim just prior
to initiating the criminal offense. Ouring this contact, he asked the
victim some type of {rrelevant question. He knocked on Martinez's door
and asked for a Mr. Thampson. When the victim told him that Mr. Thompson
did nat iive there, ®xugag left. He asked Harquez about the house next
door thit was for sale and then left. And he asked Rebosio for directions {
to Stanislaus Street, and then left.. -

In all three cases, ommamyg veturned almost {rmediately to force entry
into the victim's residence. In both Marquez and Rebosio,siwn@ cut .
through the screen door and then confronted the victim at the front door.
In Martinez, he cut through a window screen, smashed open the window and
then confronted the victim. 1In all three casas, immediately upon con-
fronting the victims, comgny lemanded money. ile told Martinez, “I want
your money. If you don't give it to me, T wil) kill you.* He shouted at
‘Marquez “Hhere's your money, | know you have money?® And he stated to
Rebasio, “I vant your money.”

In all three cases, qumamly. struck the victim with his fists. In al)
three cases, gisp went through or forced the victims to ga through their
purses and give him money. In both Rebasio and Martinez, gmewsy ripped the
victim's clothing, and then sexually ‘assaulted thevictim. In Marquez, he
threatened the victim with sexual assault, but following the victim's pleading
with him he left. 1t should be noted that ecmcwse victims are primarily
elderly. Martinez was 56 year, Rebasio vas 69 years.

Thus, e wethod of operation can be sunmarized as follows: Initially
the victim is contacted at the front door just prior to the offense. The victim
is then asked a question, gk returns and cuts either a window or door
screen. Entey is then affected. guwigw was armed in all three cases with a
knife, threatened the victim, and than damanded woney. The victim was then i {
hit by gusgey. and money was taken, usually irem the victim's purse. Finally,
wmamdy’ Tips the victim's cliothing and then saxually assaults the victim.

e
H
o SO

Examination of Case Report 78-15008;:

In this case (Tarlal) one victim heard the suspect knocking on the front
door saying, "Let me in. Let me in.* Victim vent to the door and told the
suspect to go away. The suspect left but returned approximately one minute
later and attempted to enfer the residence through the locked door. He was
unsuccessful at the doar, so he broke a glass window next te the door and
entered through the window. Upon entering, the suspect was jmmediately
confronted by Torlai, who struggled with the suspect. The suspect struck
Tarlai and began hitting the other two victims. The suspect then yelled,
“Honeyl Give me your money, where's your purse? The suspect throughout
the attack continually demanded woney and the victim's purses. The suspect
reached under the victim's dresses and tore their underclothing. Following
this attack, the suspect then fled. It should be noted Torlai is 80 years,
Santini is 73 years, and Cavasin {s 61 years.

Hethod of Operation Comparison and Analysis:

Examination of &RM4ms previous arrests identified ten particular methed
of operation factors. These factors are: Contacts victim just prior to the
offense; asks victim a question; attempts entry through a door; breaks glass;
armed with a knife; threatens victim; asks victim for money; hits victim;
vonsacks purse; and rips victim's clathes. Please yefer to the attached

?rim Series Analysis Matrix for a comparison of cases and method of aperation
actors.

The Torlal case contains eight of the ten metiod of operation factors
identified during the examination of @AMMMEMM previous arrests. The two
method of operation factors'not found in Torlal are: armed with a knffe
and threatens victim. 1t is my belief based on the original case report
and subsequent interviews with the victims that the suspact did not have
an opportunity to pull a knife. The suspect was confronted by Torlaf
immediately upon his entry. It appears that bécause Yorlaf attempted to
drive the suspect off with a broom, the suspect became excited and struck
all three victims with the nearest available objects. The suspect did not
threaten the victims because he had already injured them and demanded their
money and purses.. There was no need to further threaten the victims.

However, it should be noted there is one unique factor in dembeesg
method of operation. This factor is quadeimis characteristic of contacting
his victims fust prior to the offense and asking the victim some type of
question, As previcusly stated, in the Torlai case the suspect contacted
the victim just prier to the offense, mumbled semething to the victims, and
shortly thereafter affected entry and committed the crime. This serfes of

events is consistent with Qugldake method of operation. Also, the victims
in Torlat are elderly.

Conclusion:

Based on the examination of Sskldake previous arrests and the above
method of operation comparison and analysis, it is my belief that gamddn
is the responsible in the Torlai case. Thisbalief is based on the unique
method of operation factor described abave under the analysis secticn. It
is this factor that distinguishes ¢eslee from ather offenders. in reviewing
and analyzing approximataly 300 rapes, attempted rapes, residential robberies,
and biurglaries vhere the suspect confronted the victim, I have not yet found
this unique method of operation factor.
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Pare 4 t Bulletin No. 79

Crime Spectfic Bullecing
STOCKTG] POLICE DEPARTHENT
CRIME ANALYSIES UNIY

PATROL LIEUTENANTS ARD SERGEANTS

FROM: CRINE ANALYSIS UNIT
SU&]E\CTE BURGLARY PROFILE - BEAT ELEVEN

PROBLEM:

Buring the past two weeks, six residential and two commercial burglaries have

occurred in Beat eleven. Malysis indicates at least two separate suspects or
groups of suspects are operating in this aréa. One group is probably Juveniles;
the second group prowls late at night, seeking cash.

1.0 INFORAATION:

Avea: The majority (8) of the burglaries have occurred in the area bordered
by Lafayette, Laurel, Hazelton, and Hilson Hay.

Day: Three (3) occurred Wednesday through Thursday. Mo other pattern noted.
Time: Four (4) occurred after 2230 Hrs. The remainder generally accurred

between 1600 and 0630 Hys.
Premise: Single family dwellings (6), Business (1), Fire House (1}.
Point of Entry: Front door (3), Rear Door {2), Side Window (2), and Roof (1).
Hethod of Entry: No Force (4}, Cut Window Screen (2), Pry (1).
Yools Used: Knife and Screwdrivep. \

Property: The prisary propevty type was cask. See Attachment 2 for a complete
property list. :

SUSPECT IHFORMATION:

u

C/IRE Suspect Description \
79-10386 #1 - N/H/18, 5°'7%, 140-150, Bk Hair, Thin Build
#2 - H/uN8, 534, 140, BIK Halr, Medium Build
79-10843 #1 - H/W/20'5, Tald

ADDITIONAL INFORMAT ION:

Tha praperty loss in saveral of the burglaries indicates the suspect ar suspects

are Juveniles. NOYE: Twa suspects have committed thvee burglaries on East Sonora
Street when the Victims were home (C/R#'s: 79-10386, 10602, 10843). These suspects

are striking every four days (May 15 - 1600-1830; Hay 18-19 - 2300-0300; and
Hay 23 at 0330 Hes. ). 2 !

Please route any information regarding this series ‘ta the Crime Analysis Unit.
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ATTACHMENT 2

C/RY DATE TIME
19-10073 5/9-10/79 1600-2100
79-10119 5/10-11/79  2300-0730
79-10386 5/18/79 1800-1830
79-10425 5/15/79 1450#*
79-10602 5/18-19/79  2300-C300
79-10683 5/20/79 2230*
19-10843 5/2?/79 0330*
79-10932 §/23-24/79  16:3-0630

* In progress calls,

2031 E.

2012 E.
mzE.
2002 E.
1859 €.
2062 E.
1620 E.

2151 E.

LOCATION

Sonora

Hazelton
Lafayette
Sonora
Sonora
Sonora
Sonora

Hain

.ts
nora
pacts

PROPERTY

Springfield Rifle, Lamps,
Hirror

Stereo Equipment

Unknown at Time

Unknown at Time

$400

Power Teol, Grey Taol Box
$200

10 Cases of Sodas
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. . CRIME ANALYSIS UNIT
/ Y0z . PATROL LIEUTENANTS AND SERGEANTS
‘ ’ L FROA: - CRIME ANALYSIS UNIT :
‘ R T SUBJECT: UPDATE -~ BEAT ELEVEN o
I - PR Since Yay 25 l979.,5n additional five burglaries have occurred in this area
i ' A - 1.0, IRFORATION: '
] e DAE TME . LOCRNION , PROPERTY
i . . 79-11268 §/20/15  00-1410 1321 E. Weshington  tv .
; h 79-M12N 1 5/29/19 0830 101 S. Pilgrim tv, sterec equipment,
j ’ : S calculator, - Jewelry
# 79-11336 §/31/79 0000-0530. 727 S. Della Drl!ls. teal boxes,
4 ; ) o ' S ass’. tools
ﬂ ~79-11382 - 5/31/719. 1300-1545 2027 E. Harsh .38 cal. 'sH D bbl,
i ; Th o jewelry. knives
. 79-11384  §/31/73  0750-1715 1101 S. Pilgrim Unk.
f o Areas 'See attached ﬁap. (Hotée: Squares indlcate most recent burglaries )
i ¥
qe Premise; Fivﬂsinqle family dwell,njs.
o .
4 ' Paint of: Entry: (2) Rear doors, (2) Front donrs (1) Rear winday.
:ﬁ i SR e e S S : Hathod.of Entry:  (2) Mo fbrca. {2) pry. (1) windov smash
il . " N Lo : o : ‘ e
g » ‘ . S Teal: Iire‘ Tron
:f ‘\\ ) P L i
SR TR R Ty o suskEcT mmmmmu- _ , ,
S SR S : 2 DR 1911254 - /K1 - WALTER LEE wwRbW, DOG-5/2/50, STHIL. 4105,776
A : : i : . Address; - bAE§ S. Stanislaus B
S ” L PRIORS:  .487.3 P Cy )0’5] CVC S
S S£2 - N/W/A - NFD . Tl
N $23 - WAVA - BFD i
¢ 1 '
[ “ﬂ
“ .

Vehicle:

Q¥der Van, blue/white stripe

ADnITlOﬂAL INFORMATION:
The above suspect may be responsible for several of the additional burglaries.

there are definitely other suspects in this area committing burglaries.

However, t
Please forward any FI's or information on your dailies to the Operations

Support Section.
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PRE-ICAP REPORI

1. CODE SECTION

2, CITATION NUMBER

STOCKTON POLICE DEPARTMENT

3. CRIME REFPORT NUMBER

4. SPECIFIC OFFENSE 5. ] cusToODY 7. | FOLLOW--UP 9.| JUVENILE INVOLVED 11| FELONY
6. | CITATION 8. | NO FOLLOW-UP 10| TRAFFIC CASE 12.| CLEARED
13. DATE AND TIME OCCURRED 14. LOCATION OF OCCURRENCE 15. DATE AND TIME REPORTED TO P.O.
, 16, VICTIM'S NAME (Firm or Business) 17. RESIDENCE ADDRESS 18. RES. PHONE
19. OCCUPATION 20, RACE | SEX 21. AGE 22, 0.0.8. 23. BUSINESS ADDRESS (School It Juvenile) 24. 8US. PRONE
25. CODES FOR V=VICTIM WaWITNESS PsPARENT 26. MOTIVE - TYPE OF PROPEATY TAKEN OR OTHER REASON FOR OFFENSE | 27. EST. LOSS VALUE
' BOXES 28-38 AP~REPORTING PARTY DC=DISCOVERED CRIME
28. 29. NAME 30. RESIDENCE ADDRESS 31. RESIDENCE PHONE |
" 32, OCCUPATION 33. RACE| SEX 34, AGE [35. 0.0.8. 36. BUSINESS ADORESS (School it Juvenile) 37. BUS. PHONE
38. 39. NAME 40. RESIDENCE ADORESS 41. RESiDENCE PHONE
42, OCCUPATION 43, RACE|SEX 44, AGE {¢5. D 3 3 46. BUSINESS ADDRESS 47. BUS. PRONE
SUSPECT 48. NO. 1, NAME 49, SEX |50. AGE |51. Ht 52. wt. |S3. HAIR | 54, EYES |55. I.D.NO. - 0.0.8.
_{ CITED RACE
CUSTODY
36. ADDRESS §7. ORIVER'S LICENSE NUMBER £8, SOCIAL SECURITY NUMBER 53. ARREST NO. 60. CHARGE
61. DATE OF ARREST | 62. LOCATION OF ARREST 63. TIME OF ARREST | 84. ARRESTING OFFICEARS
SUSPECT §5. NO. 2, NAME 66.RACE] SEX [67. AGE [68. Ht. 89, wt 170, HAIR [71. EYES [72.1.D.NO.-D,0.8.
CITED
| cusToDY
73 ADDRESS 74. DRIVER'S LICENSE NUMBEA 75. SOCIAL SECURITY NUMBER 76. ARREST NO. 77. CH/ARGE
78. DATE OF ARREST 79. LOCATION GF ARAEST 80. TIME OF ARREST | B1. ARRESTING OFFICZAS
82, YEAH LIAKE OF VERICLE MODEL COLUR LICENSE NO. 83. TOWED TO 84, CLAIM CHECK NO. 85. HOLD
Jves | ] nO
APPENDIX D

g6, EVIDENCE OR PROPERTY IMPOUNDED

[]ves [lno

87, PROPEATY TAG NUMBER

88, AEPORTING OFFICER

164

89. APPROVED 8Y

fd 632
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. I EURTOER SUSPECT GESCAIRTION 1 % GLASFES. TATTGOS. TEETH, BIRTHMARKS. JEWELAY, SCARS, MIANNERISMS, 2 el
. ]
|
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: | |
3, ARRESTED PERSONS' . 5 ' i il |
#1: GLOTHING DESCRIPTION CONDITION | 52 CLOTHING DESCAIPTION COMDITION ! §
. L Y . Ty ) ‘ i H i Ty H
HAT OR CAP ' [J DISARRANGED | HAT OR CAP L . O oisarraNGESEEEEEE | National Criminal Justice Reference Service
JACKET — - | JACKET. : g LN L A g i
SHIRT OR DRESS ' O soiep SHIRT OR DRESS i O soiweo . i
PANTS OR SKIRT PAMTS OR SKIRT : il
TYPE OF SHOE : O NoRMAL TYPE OF SHOE 0 noRmaL
0. /™ INTOXICATION REPORT — INVESTIGATION: |

Was subject involved in an accxdent" » Was subject ill or injured? Had subject been treated by a doct:
recently?_______ Dages subject have diabates? Is subjact on any kind of medication?
Type of test given:  [J Blaod O 8rgath O Urine [ Refused

SREATH (Alcchot Qadar) EYES PUPILS . FACE SPEECH ATTITUDE UMUSUAL ACTIO ¢ *
O strong O sloodshot 3 oilated O Fiushed [ rumblea O Potite 3 combative O erotamity !
O Mocerate O watery 2 contractea O pate O Thick Tongued [ Caretree [ Insutting - O vemiting. . ___.. i
O Faine " O sleepy O Poor reaction O Normal 3 contused O Cooperative [ piervous O Fignting
O none 0 Normai B tol.tght_yg"'.’ O siurred O Takative O Crying {1 8siching » . . .
- D oot O Cortsd Dsiewsy - Oumcomows | | While portions of th d t
Abifity to loliow instructions: (] Good  [J Fair [ Poor © Narmat Q inditterant O Antagonistic -y ' O 1S ocumnmen
H e e N are illegible, it micr
- g - was micro-
WALKING FAOM CAR  SASIC STANCE BALANCE SWING  HEEL TO TO% B . 4 1 cro
0 swmbting O swaying a Waboling O uasure T f l d f th b
g Falling a Falling O Neeas Support ] Swaying a a B—O—A%IAY- = R ) l me rOm e e S t Copy
O Neeas Sugport a Staggering a Falling a Staggenng a g;’:i::" a ﬁ:::;cx::: Lane a 's":dcy . B o : ava i a e I . .
O swaying O Needs Support O Normai O Frailing ackiap ippery Rais o { l b l t l b g
- g ; .
C Normai O Normat O Nermat 8 Graves Q Curpea O fee 8 S e in
O pivided O uncurbed {J Traffic Controt . d . »
O wegan O snouder devices il 1stributed because of the
O undivices O o 3 Parked Venicles T . X
- A : ) .
BALANCE ROMBERG ALPHABET FINGER TO NOSE — Totat Lanes~ [ wet g LoosesMaterial . B va l uabl e 1n f ormation 1t
0 wobbling 0 Swaying O Resitation RIGHT othef . 3 .
O NeeesSuppart [ Staggering 0O wissed O uncertain Y t
O Faliing O Fatling O Normal O Missed Ry Con aln S L]
O nNermal O Normal 1 nNormal . B
TRAFFIC ENVIRONMENT LIGHT -~
. O Lignt 1 Residentiai O Oaylight - '
FINGER T Sz Medi ;
DINGER 7O NOSE Type and condition of area where sobriety " G Medium & ursan O Oarkness
LEFT " performed: O Heavy O susurzan {J Dawn : ;
O uncertain ) O Light Business {0 Ousk oy N
1 Missea 3 Centrai Business 0 Street Lighes (RN :
0 Normal ; District O No Strest Lig] - i
100. CERTIFICATION OF NON-PLACZMENT lN THE DETOXIFICATION CENTER K
;::;“::e“"‘” ot placedin ‘"' cetoxification tacility [ Tne facility reported tnere-was no room. D[ iu;aregtgasccmmm-d amisaemeancrinacdine i
; o ;
\‘\ : OO e suspect is under the inluence of drugs ar sty |
>¥ . : a combinatian of drugs and aleanol. D This officer believes the suspect will atemp(REEENEEENY |
) D excape. or be unreasonably cifficull for mea: . : i
;1::\: e'; grfo;::;e cause to ‘.-:eheve suspect has personnet {0 cantrol. o 1
commi : !
{
101. Check eacn raason for not releasing the subject with a writternotice to appear. ADULTS ONLY -
o

v

" The-person arrested was so intoxicated that he could have been a danger tg himseif or to others.

—_— 1

—. 2. The person arrested required medical examination or medical care or was otherwise unabie to care for his own safety,

—_—. 3. The persorn was arrested for ane or more of the otffanses listed in Section 40302 of the Vehucle Code.

——_ 4, There ware one or mare outstanding arrest warrans for the person.

—— 5. The parsaon could not provide satisfactory evidence of personal identification.

——. 6. Tha grosecution of the offense or offanges for which the person was arrastad or the presecution of any other oifensa or offenses wouid be
jeopardized by immediate releasa of the person arrested. National Institute of Justice

—— 7. Thare was a reasonabie likelinood that the offensa or offenses would cantinue or resume. or that the safety of persons or arcgerty would ba . United States Department of Justice
imminently endangared by release of the person arrested. . . ) .

——— 8. The person arrastad ¢°marded 2 be taken berore a magistrate or refusad 10 s:ign the notice to apgear. waShmgton’ D.€. 20531

—_— 2. Any oinsr rzason: e 0
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APPENDIX E
DAILY CONFIDENTIAL BULLETIN

POLICY/PROCEDURES

I, MINIMUM REQUIREMENTS FOR bUBLlCATION

A.

Felony HWarrants:

V. A} felony warrants will be published as space is available
in the DCD.

2. A minimum bail of $1,000 §s necessary for publication.

3. DCB staff shall prioritize each warrant published, giving
preference to the severity of the crime.

4. The DCB staff shall have the final decision regarding publication.

Misdemeanor Bench Marvants:
1. A minimun bail of $1,000 is necessary far publication.

2. For publication, a misdemeanor bench wviarrant should originally
have been a felony charge lowered by the court to a misdemeanor.

3. As'a rule, misdemeanor warrants charging 484, 594, 653M P.C., etc.
will not be published.

Felony F1 Requests:

1. Normally.'a]l felony Fl requests will be published in the 0C8.
This includes, but §s not Yimited to, suspect description, vehicle
description, stolen property description, etc.

2. The Chief's Office muat approve any FI requests vhich list a apzcific
individual’s noma, dats of birth and arldr%?:t on_those which include
a mug shot. The Chief's Office or Department Legal Advisor are the
only individuals with authority to approve this type of entry.
This is necessary to protect both the City of Stockton and contributor
from a possible lawsuit, and the citizen from unnecessary interference
with his right to privacy. :

§1. CANCELLATIONS

A.

Procedures:

V. On a daily basis, DCB staff will check with Harrants Section perscpinel
to determine if an entry should be canceled. b

(¥}

4

1.

L

%

N
T Bl
2. Upon notification of a cancellation, it shall be published in the

next issue of the DCB.

A cancellation will always be lJisted on the front side of the DCB
imnediately following the sentence reading “ihis publication is
olasaified as vestrioted and oconfidential -- for polics use only."

Each cancellation will include the arresting of ficer(s) name(s),
item number, and issue date of canceled entry.

Entries can only be canceled as a result of the person being
arrested, the court recalling the warrant, or in conjunction with
the semi-annual purge.

PURGE CRITERIA

A. Heekly:

B.

1.

On a weekly basis, DCB staff will check the Marrants Section file
of .each warrant/want published in the bulletin to determine whether
they are still valid. This will be done to eliminate a possible

. ‘oversight by DCB staff, Warrants Section, Detectives, etc. in not

canceling a suspect who may-have been arrested.

Upon completion of the weekly check, DCB staff member will dat
and initial the log located in the master file binder,

Sem{ Annual:

1.

At the end of each six-month period, commencing with June 13, 1978,
a special supplemental DCB (maximum two pages/back to back) will be
printed and distributed. All entries other than those on this
special bulletin are to be considered canceled.
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OAILY CONFIDENTIAL BULLETIN FORMAT

The Daily Confidential Bifllacin will be printed on an 8% x ll“‘buff colored
sheet of paper. The bultletin fomat will cpnslst of three major entries:
{V) Suspect Want; (2) F1 request; and, (3) Cancellation of informatfon
previously published.

Suspect Vant

A want entry appearing in the Daily Confidentia) Bullatin may be either cn
a felony or a misdemeanor. A felonj wang may be based on probable cause
(Section 832 of the £alifornia Penal Cnde)' or on a warrant, ‘Unlike a félony

want, a misdemeanor want must be based on a warrant.

* Suspect want entries uﬂl‘ im:\ude the subject’s name, complete physical

deséription (in&luding any distinctive characteristics such as:tatoos, scars,

etc.), places known to frequent, relatives, etc.

Example of a wanted suspect entry is as follows:

4) FEL, WNT. 664/211 PC Veh: {possibla only) DRK BLUE 7O POHTIAC, 20R,
Wrnt 4124872  Bal) §5,0000 LiC: 643 QED

Refer to Stocktan PD ‘Subf: Arturo “The indian' emwe MHA, 22 yrs.
Sgt. Jackson, #944-8323 77 (2/25/56), 5°8, 165, wra med \gth bair
- desc'd as wavy, Thilaly trimmed mustache,

.

-y e
R

tive subicce, - - . IR R

e R

; ..':;':;M . l:;:at dresser, CII #A0S344125, PFN IATR 18},
ywe Y AL See photo. .
i . .,_:113 Add info:  This subject entered a gay bar in central
o = RESE Stockton on Monday, 3/6/78, at 2200 hrs.

After having a few drinks that took him up
to closlag time, he confronted the bar ownur
k : B ’ Y in tha parking lot, simulated a weapon, and
forced tha owner back Inslde for the purposes of obtaining the bar's maney.” During tha
course af the robbery, the suspect made the statement,: “Don't #5%¢ with me or I'11 blow
you so bitat* Befare he gained possession of the cash, the owner set of f an audible
-alarm which spooked the subject. He then split before the robbery was cumpletad.
Pontlac noted above was utllized as a geraway vehicle. GMMR's priors include 21} and
148 BC s CAUTION should be takeén in his arrest,  The Sgt working the case would like
to acknowledga the eéxcallent palice work that was dond by Stockton PD Offlcers Howard
and Johnson as they did tha ln,l'glaI follow-up in this case and successfully 1.0.%d

The

v

&

3,

£1_Request

An F1 (field intepfview) request will probably be the most comron type of
entry that appears on the Daily Confidential Bulletin. This type of entry
is used in cases where a suspect and/or vehicle déscrlpt*iun 1s avatila..le
but the perpetrator(s) is unknown. [Iuvestigators submitting an F1 request
are asking that Fleld units be on the Iookout' for any possible suspects
and/or suspect vehicles based on the available descriptions. Pertinent
details of the offense are listed which not only ::dds interest for the field
persannel, but assists other investigators who may be working on a simﬂar‘

case or who may already have the same suspect‘ identificd.

txample of an F1 request eatry 15 as follows:

4) FI FOR 20002a ) Veh:  Yellow '67-68 Mercury Cougar with

: probable right-front damage and
* Refer ta OFF, J. Joy #944-8354 E =

green paint transfer.

Susp: Ho Description

Add info: At 2205 hrs 2/12/78, Sunday, the

Susp vehicle spun out while making a U-turn on Longview Avenue and 20omed up: inta the
CVictim's-driveway = seriking his parked 240Z. The Suspect vehicle then promptiy spllt |

informstion developed so Far Indicates that the Suspect vehicle is a frequent spead

violator in the same area. Any Fi lofo should be forwarded to OFf. Joy, Yraffic secti

Cancellations

Cancellations are ’er:tries p;-’e':ious)y published in the bulletin which have
since been resolved. JThat is, wanted suspécts are no longer wanted. They
may ‘have turned themselves in to the authorities, been arrested out of state,

died, ete.
Y

Example of ‘4 caricellatiaon entry is as follows:

1) CANCELLATION Cancel the FI request involving the 211 at the Adult
j ) Bookstore ac 3k Central Avenue. Thils entiy appeared
ws btem #9 on 3/2/78. The reéport of the robbery turned out to be false,

"o
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| ] DAILY  CONFIDENTIAL . ET |
! paference to _Gulletin Information iJ,'l:..:l“"h;/’ : cer
’ fach individual itea appearing In the bulletin is referved to as an entry. ‘&{:55; 7 15110 A CECCNETID ‘ i 5CH 7J 1973 OFFICER unaxw NERDER
: ! ;/,.'/ CHISF OF POLICE JUDY K. NEER Vo
€ach entry in turp is sssigned a sequential auuber. In this way, any .‘/ ((.\’)) €OITORS .
particular ften appearing on the bulletin can easily bereferencedby the TS PUBLICATION IS CLASSIFIED AS AESTAICTED AND CONFIDENTIAL - FOR POLICE USE OMLY, |
specific bulletin's date and entry mubee . Cancellations and updated‘lnfow ) Cf\NCELlATION Cancal the F) requast invalving the 213 ar the Aduls Bookstore
\ ' at 31k Ceatral Avenus. This entry appeared as leem §9 on
watjon will refer back to the previous bulletin entry in which they were J2/18. The report of the robbery turned out to be falsa. )
contained. -
') CANCELLATION Cance) tha 210 wanc for Chavles appearing as tea §1)
i Fflcars ® fntatn their own file of on the 3/4/78 Dally Coafldencial Bullecin. Scockton PD
It is aaticipated that fleld arficzrs wil} salatain fficers Gaba Herrera and Ed Chavez arrested hlm at the Alplne Avenue address noted on the DCB.
pulletins on a daily basis. It #s hoped they will maiatain a fiie {n their PR :
' ; 0 Cancel the Juvenile Want for Robert + who appcared on
field units for quick reference. . ) CANCELLATION the 3/5/78 0CB, ltem #7. Stackton PO Pacrol Offlcer Hark
ante found the subject and arrested him carly this morning. .
The Dafly Confidentia) Bulletin will be typed using a variety of type 1) FEL. MilT. 65‘1/211 PC Veh: (passible anly) DRK BLUE 70 PONTIAC, 20R, LIC: 6k} QED
R . ) o tenx J124872 gall 9 Sub): Artura "The indian” , HHA, 22 yrs. (2/25/56) 5 a
clements. This will draw the reader’s attention to the more pertinent sfer to Stockeon Pg 165, 8rn med lgth hair desc'd as wavy, Thinly trismed
i at. Jacksan, 154h-8323 ; mustache, Heat dresser, CI1 #A05344125, PFN JATR 18],
J infonmation such as vehicle descriptions, awmed and dangerous subjects, Sea photo.

Add Info: This subject catered a gay bar In central Stockton
on Monday, 3/6/78, at 2209 hrs. After having a few
drinks that took him up to closing time, ha confronted
the bar owner In the parking lot, simulated & weapon,
and forced the owner back inslde for the purposes of
vl obtalnlng the bar's monay. During the course of the
o'Ebcry. cfw suspect wade the statement, "Don't #$%¢ with ma or I'll blow you to bitsi® Befora

etc. The information will be displayed as attractively and easy-to-read

as possible. (See Exhibit F for sawple copy of Daily Confidential Bulletin.)

Iaternal Distribution

i ide s 9ained passesslon of the cash, the owner sat off an audiblo alarm which spooked tha subject.
Upon conpletion of the editing and printing process of the Daily Confidential e Then spiit before the mbhuy-wu conplated, T:; Pontlac noted above was uthr1zed ae 2
. ¢ i jetaway vehicle. s priors Include 211 and 148 PC so CAUTION should be taken §n his arress.
. Bulletin, the Administrative Alde with assistance fron the assigned Follce hn.‘ng working the cass would ke to acknowledgo the excellent pollce work that was done by
: OfFficer, wil) see that the bulletin is distributed to each division. | itockeon PO OFflcers loward and Johnson a3 they did tha inltial follow-up in this case and
L

. juccessfully 1.D.'d the subject.

v

‘ 5) ‘lEIllCIif CORyl‘.CTlM Vah:  BLUISH- LSREEN or TURQUOISE 60-69 Doca VAN, with a broker
i AE: 241 S/A on . dri d NFD.
officer to provide them with a uniform manner to store their tulletins. Sav. Sterarc, 19M-8323 river's win ow,

it is recormanded that some type of folder be distributed to each beat

Susp: Probable Vst name of “Doug't, Nm\ 2% yrs., 5'9, 175, N
Stocky build, 8k wavy collar Iglh hai¢, Hustacha,

Sideburns, L/S/U a Navy striped shire and Blu Lavl pant i
Sea IDK 1) composite.

AMdd info: Ua're re-running a portlon of this entry as we've
been advised of a vechicle color change. 0Oa the origina 1
entry that appeared as jtem #7 on 3/4/78, the vehicie :
celor was given as Blu/Gen. The Sgt would now like FiI* :

an any, possible suspects based on this new description.

. SUSPECT
g ‘ n JOK 1}
. WOHPOS”E
fFor tha specifics regarding the strongarm sobbery, refe :é
‘% to the DCB noted above. : ©od

200 S/A

‘Harch 7. 1978 (66) 5 ;
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APPENDIX F

LCAP SURVEY OF STOCKTON POLICE DEPARTHENT

.

The following surve; of sworn persoancl was conducted in JuuuAry und(
F;btuary 1975. 'The survey was administered at weckly tralnlag sesufons ‘
which represented the only time officers could be conveniently asseabled,

One hundred and three sworn of flcuers responded to the survey; this represents
approximately 45 percent of the departwent’s cotal sworn compluement. Seventy-
five percent of the survey respondents were in patrol, this oversawples thuse
nctua; representaction on the force by 25 puercent. IMquur,‘glvcn.xhc focus of
the 1CAP project un thia.group. (ﬂls bius is, in some reupncta; desireable,
leens were selected and designed to assess varlous aupects of the 1CAP project
and deparusental climace, Follow up surveys are planﬁﬁd peading conk lnuation

of the evaluation.

174

Your response to this questionnaive wiil not be wade available to anyone.

STOCKTON 1CAY QUESTIONNAIKE

As purt of the national evaluation of ICAP, we are Intezested in finding out what
departmentald personnel thiuk about vurious aspecty of the departwent, their job and

ICAP.

Only apgregated

statlstical results will be reporred; anonymity and confldeatlalicy will be preserved.
Please take the time to answer the questlons thuughtfully, . Your answers will be appreciaged.

3.

- B D B

iﬁilﬁklktttlﬁktlﬁkkttiﬁltkt*ﬁlttﬁt**tklﬂatthkklkhtﬁ*kk

For each ltem below, please check the appropriste space. Theve arc no

¥

“right" or “wrong” answers to this questionnalre, we want your honest
opinfon.

Percent of respondent
checking each category.

a. To what extent does fnformation about the department and things that

will affect you come through formal channels, that is, through com- ovh a2

munications from those who are over you ia the departmeat, officinl

informacion bulletins, pollcy”ncnoa. CUC . Tisessivasscscssocvarnaranan

b. To what exctent does information about tiie departwent’ and things that

will affect you come through informal channcls, that is, through con- 22160113

versatlong with othier people 1n fhe department, advice froa fellow

of f1cera, €LC.Tuaersceaversssscisariasssossessssesnerscsancnsocontses

c. To what extent do people {n the department share Information about wl4shi

things Chal MAPPENTscesevreraroteranraritosssesnsasssnssisrasiocsones

d. To what extent cauld departwental personnel do a begrer job &f thelr | 43] 42§15

supetllora lat them know more about what is 2oIng OnTesicinensaocnses

e. To what exteat does this department emphasize the following of rules,} 85 i14] 1

vegulutfons, and procedures?..ssciosscessessrsssoorrseccssasnsccnsone

€. To whut extent dues your supervisor provide the lielp you need fdr 65124] 8

solving job-related problema? i eiceicsisstanncresnrestsscsssnssecsren

Elel b
JHHE
BHEHEE
6 ]
5
;
2
[}
3

Boes the departuent have formally stated goals or objectives (role or mission statement)?

. " d Yes 5 Mo 12 Don't Know

W — —— -

For each.of the iteéms that follow, pluase indicate how satisficd or dis-

PERCENT

‘satisfied you ave with 1z l?l‘ a
4

e

al[al8] 5

W b I ] o4
lunlcinlislg
N vl jafe o
el 123153 11 820 Bl
[ i< [N
<llalabal »la
ald bt Bl
sl lap <
HEEHH
wluilc N e
‘ HEEEEE
BHE M B
* Top adwinlSEEaLlon .. s iiiiisreiasioassesosassirrrtsorrsntionsessores bl il Il I Bt L
o TEnedLabe SUPEEVEBOE. evrervenrnnisveesoresescssrensnsnsiosennninonesafitSf2le 21)s58
o In-scrvice EXaInligeeciiooseciiriiisiiinrireesnsarseeratictietstanses ) 610 2 L
o Orguontzatlon of the depariRent.o.eisvsssssssssrorissirssostrrsssons fl ol s f-sﬂ 20
. Huthods of descrwlnlng aBslgRENES. vseverercrssacdesaanssnnssisorsnins L2145 £ L
@ Your current Job 0asigomentsc.esisssssressissrcnssinssersrssarositsey il sfo] efzs]sr
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8 n L T
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In gegard to your present Job mark dan the appropriare box how eften you
feel that you:

Read ecach of the following statements carefully and decide how you feel
about it.
with others.
how you feel about the statement.
aponsee will be hield fn the strictest confldence.

ere able to use your skills from your previous expericnce and train-

lng.........,......................................................,
are certalu about what others expect of you on the Job..evennneseess

get conflicting orders from BUPErSOFr8B.ccvreersorsroncnsensses

experience a sharp fncrease in workload....cvvivenvnonennse
have your workload decreased because of ICAP activities...ieeecneass

are able to influence the decision of your lmmediate supervisor
Uhich @fFECEs YOUu..oooseranseststntasterossocssaesssasonessonsasnncs

have to do things on she job that are sgajnst your better jud

do diffcrent things €8ch daY.ecscvericesetoseacessoncorssesrannesase
are able to participate with others in waking decisions that affect

YOU o osesnoontrarenarasssasesasoasssncasssnsosessesscnnrsassacnne

have feelings of pressure to do MOre WOrK.ivevresaeonvossoceseraans

have feellngs of pressure to improve the quality of your work.......
have your workload increased because of ICAP activifles......ovuvas

have adwministracors and supervisors willing to recognize situations
where 4t was necessary to "bend" departmental rules or proced

You will agree with some statcments, and you will disagree
Please check the box which corresponds mnst clogely with
Please answer all statements.

Compand in this department 1a open to suggestions about how cl
should be fmplemented, . vcveiiiieeeiiverosnssenreecsasonrsocsonennns

ICAP training activities have helped patrol officers to become more

EFEECEAVE, i ievinnneatvasensotaestrrssassasntasasranotrssatonasnnss

1 don’t often get useful information about heat (sector) problems al
roll call

L R R N R R R R N N S N W T

In this depariment, police officers are constantly belog pressured
to change Lhe way Ehey OPerale. . viseeuuvreerascsrenstvnesnsossnsnas

Differcnc sections and untts of this department covperste well with

BBCH OLNeT . 4ttt iuiuansennioninneresssronsacssstoscsionensansnnane

Tuis department tries to develop and promote alterpatlives to arrest
for sowe offenses (e.g., referrals of domestic problems to socfal

services, special education programs for trafflc violators)........

Hy famediate supervisor could do a moch better job of passlug on in-
FOrButiOn L0 We. .. e snesisioineseeeanoeasesonnronsesnsonssasessonesa

Putrol recefves as wuch recognition 1n this department as wost othes
departinental UnlEB....oveiinnreninrsscnnnsnnsnas

1 don't usually find out about changes I this department untfld

after the changes Bre BMAGE. . ioveeversssrnoretsvesscassasosrsnarany
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ICAP should try harder to kecp patrvol officera informed about what

18 18 dOINB.ussccecsesvsnearnscesavsnavasatonasnasescsoscasosrvsves

1 have a clear understanding of departwmental policies and proce-

AUEEB.cacesnssescnessosvscssssserssvecssoscasstronsssassssssansasson

Hany of the depariment's regulations are unrealistic.....oovonens

Changes in policy and procedure occur gso frequently in this depart-|
ment that 1t affecta my job performance unfavorably...eoevivneeass

The comaunicatfons scction needs to {mprove its dispatch proce-

L T L R g S

This dcpartuent encourages officers to enforce all laus as Btrlctlﬁ 8

as possible in as many situacions as possible.....cocccnecccinnense

When chonges are made in this department, they are usually intro~
duced From Ehe TOP dOWN.ceevoasseeesnsstonssestsasonsansssrsnsonns

T have a clear understanding of how my datily sctivities relate to
departmental goals, objectives, and pollcleS...vcevivereirnnnssans

My attitude towards preventing or detering crime 1s much less opri~
mistic now than it used to L D R T PP P

BDuring the same shift, officers on some beats are always much
busier than officers on other bealB....ocevseterensonsascscossansan

I am too bogged down in paperwork to do an effective job.........s

‘This depariment mokes mistakes bur I am still willing to suppor:
it In every way posslble.....ucveercersrenasnresrasscrrsseroconnans

Host of the people in power tn this department are afraid to try
INAOVALIVE PrOBKaMS .. veevetanesisassronasansstcncassassssissancens

No matter how hard 1 work, f¢ doesn’t do much good..e.cvevevenrees

Information is usually communicated promptly and quickly through~
Oub bhe deParEMENLl.e...ccosscoorsesseossesssssssscsssssssanssannnss

This department places great importance on communicating instruc-
tions and orders through the chain of command.s..eeecescrnsrensnes

Steerlng commlttees (or task forces) are important in the adoption
OF NOW PrOBTABY oot ernenoasesanissossirssosssvsrssessannsonsasonts

Presently, some cars are stil) dispatched to handle roucine calls-
for service which rveally do not need a undt to respond.eceeeeieass

~ Waving oa wrderstanding of the crime patterns in a communicy is

very tuportant In the performance of patrol duthes.vveveeevesnanes
h

Closier communlcation between detectives aid patrol officers tn
this departmeat would sigafficantly improve police services.......

There §6 no need to have patrol officers fnvolved in investigation
work if there is an adequate detective division in the deparcment,

The ICAP project fnltiutes activities or changes without consulting] 5

with the people who would be most affected by the plans........e..

Information 1s usually communlcated accurately throughout the

deparement
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Appendix G

ICAF INVESTICATIONS MANAGEMENT COHPONENT

OVERVIEW

Hanaging Investigacfons Lg one of the four program components of VCAP. 1t focunes
on the developwent, of favestigative case management techniques and the enhancement of
the fnvescigatlve actlvity of the pactrol force. ‘The general purpose of this program com
ponenr s to increase srrests for serlous crimus which are prosecutsble, ultimately
leading to an Increased nusber of convictions. 7There are six major arcas of activicy
which comprise the investigations manag t P t of 1CAY,

1. Patzol Role in Initial Investigations

Whether addressed in terms of case clearances or other solutlons outcomes, the
quantity and quality of the information gathered by the of ficer who flrst responds to
the acene of a crime in a preliminary investigation has emirged as the key to the solu-
tion of wost cases by the police. 1lhese findings have resulted in a re-cvaluatfion of
the patrol force in the fnvesrigative proceds and a speclfic veappruisal of the activi-
ties of patrol officer> at crime scenes. It has included expanding the role of the
patrol officer in determining which cases, based upon the preliminory fnvestigation,
should be closed or warrant follow-up Investigation by detectives.

2.  Case Screening

Case screrning A8 the mechanism whercby patrol declsfons determining the status
of a case receive supervisory review. Case screeniag is an lavestigatlve management
function since approval of case contiunuatfon will result fn the assignment of that case
for follow-up inveskigation. Case screening can include an assessment of: (1) the ac-
curacy and completeness of the crime §nformation collected by patral officers; (2) the
on-gcene derermination pertaining to the sufl{iciency of infornation and evidence per-
talning to case solvability; and (3) the patrol officer’s deciston that a follou-up
fnvestlgacion 1o or is aot warranted, When used for these assessment purposes, it
serves not ounly as a supervisory deciston-making acrivity but slso as a general case
revied proceus. )

3. Management of Continuing Investigations

The canageaent of contdnuing lovescigatlons activity arvea is designed to provide
management controls over the fullow-up fuvestigacion. Once the necessicy foy continu-
fog a case {8 determined a8 a result of case screening, the lavestigations sanager sust
then: (1) assign the case; (2) wonitor the Investigaglve activitles durlng the follow-
up; (3) malotain quality controls in the conduct of fnvestigative acrivities and case
preparation; (4) mcasure lavestigutive process; and (5) make a determination to continue
a case L€ sulflclent progress hug occurred. Essentlal o contiauing fuvestlgations
sanagement s the existence of a formalized system for: (1) diseribution of caseloads
and asslgnument of davestigative priorities; (2) docamentation of case activitles and
progress; and {3) case reassessmenc.

4. Pollce/Prouvcutor Relatfonuhips

Impacting on the lavestigatlony aanagencnt component and fts succdsstul funceion-
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ing Lo the relaclonship which exists bueitween the police agency and the prosccutor. ICAP
envistions the relationslilp to be one which 18 formalized, inscitutfonalized and syscema-
tic. While a nuwber of legal, governmental, und envirunmental factors cowbine with
tradition and atcitude to complicate the development of formal criterla for deucribing
this relatlonship, the presence of ceveain elements indicate the existence of a police/
prosecutor iaterface. These eleswents are: (1) the existence of a continuing and recoy-
ulzed working partnership on matters of obvious mutual law enforcement interest; (2)

the ldentification of the prosecutor’s informatjon needs and their lncorporation in

the police invescigacive pracess; (3) the exiscénce of a formal, liatson capability

with the prosccator; and (4) the exiscence of a formal feedback mechanism from the pro-
secutor to the police encompassing, at a minimum, the reasons for Jdismlssal and rejec-
tlon of cases by the prosccutor. Other possible articulations Include major case/

of funder screcalng oriented to prosecutor interest, prosecutive involvement in case pre-
paracion and case wanugement, avallubility of prosecutive persoanel to the police, and
juint training effortn.

5. Honitoring of the Investigation Syatem /

Essential to the introduction of formal management systems in the ICAP investiga-
tions Munagement component ie a sub-dystem to promote and evaluste the overall success
of the § t. Conti sonttorisng s designed to track all component elements
of Investigatfons management, The goal is to afford police managers with reliable in-
dicators - as to how well the other components of investigations management are contri-
buting to tiie overall performance of the criminal investigation process and meetlng
todividual objectives and managemenc information system to provide continuous feedback
on the investigative process, Some common factors which define a fully implemented
mopltoring system are (1) the monitoring 18 a continuous activity as opposed to & one-’
time occurrence; (2) the system comprises established forms, procedures, and criteria
for data collection, analysls and validacion; (3) formal distribution channels are
esgablished.

6. Pollce Apency Organization and Allocation Decisions

The fntroduction of the Iavestigations Management component into a police agency
Impacts upon traditlopnal police management and investigacive praccices, Many ianova-
tlons ian managing criminal lavestigations are not amenable tu pro-forma accommodation
fn the tradicional police agency. ‘The assignment of inirlal investigarive responsibi-
itles to pacrol alone resuled in major police questlons pertaining to resources allo-
cated to patrol, investigutions, and the validlcy of existing policies, procedures and
department-wide support syatems. ‘This area of investipations management addresses those
changes in the orgunization and allocation of departmental resources,
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ARYENDIX §1

Excerpted ‘froa:  Hanoaging Criwinal lnvescigations
SECTION 11X

PROPOSAL FOR INVESTIGATIVE SYSTEM UPCRADES

STOCKTON POLICE OEPARTHENT

w o

In the preceding secttion of thia report, we have deseribed some of the wore norable
deficlences fn our cprrent dnvescigative system. - In chis section, we are presenting a
proposul for upgrading the investigative system dhrough some proven fnnovative techal-
ques which have been used kn other pollce departments with success, Exhibit A lu a
flowchart which shows the casé review and follow-up system to be used in the upgrade of
our curreat lavescigative process, This secrion will provide an overview of the chauges
to be made in the Investigative process under che acw systes,

Preliminary lnvea:lgguon (Patrol)

‘As tndicated on the tlouchart in Exhibit A, the changes will begin in the prelimt-
nary investigarion done by Paczol. e primary change In fnvestigative technlques to be
utilized by Patrol Officers will be the addiclon of a Cage Hunagement Recelpt sysrem (CHR)
to what 48 currencly belag done in the field. The-CHMR 18 o uwultl-copy form printed on
NCR paper. Included in the CHR will be an ortginal, fnvescigaclons, recontact investi-
gactions, and victim copy of the CHR form.2 e purpose of the CHR {8 to provide a means

+by whilch a Patrol 0fficer will become mare |nvolved fa the fnvestigarive process through

the classification of crimes the officer iu tovestlgaclng. Nlae separate solvability
fuctors have beuen idéntified on the CHR form., It will beo che responsibilicy of the Pa-
trol Officer investigating the crime 1o Indicate whether any or all of the solvabilicy
factors are present la the crime belng favestigated. It will thea be the yesponsibilicy
of the Patro) Offfcer co classlfy the crime as:  (A) Heedlng follow-up by Investigacions;

-~ (B) Needing fellow-up by Patvol} or (C) Follow-up -wot warranted. A copy of thie CHR will

be glven to the viccia,  The UIR will contaln information such asi (1) Crime repore
nusber; (2) The nume, shift, and watch of the reporting offfcer; dad, (3) lnforwacton .
regarding the California Covernment Code Swctlui 11959 “Alde to Vieclws of Vielent
Crimes®s ) !

More lmpurtantly, however, the CMR will provide a acans by which Patrol Officers
will begin focuslng thelr tovescigaiion v Informatdon which studies have shiown provides
the best leads to jdentifylog the porpetrator of a crime. Tt will also provide o means
by ubich case review officers can quickly look through @ crlme report to determine if
follov-up fd necessary.  Through the use of ‘the CHR, Patrol OFffcers beconie muuuu.ly
tavolved 1n the lavesylgative prociss. “They are prlmrﬂy r-.spunslbh. for clusadfica~
tion of crimes based upon solvability Factors. -In additlon, Patrel Officers have the
responsibility of expanded preltminary dnvestligations on crimes clagsifled ay "Needlog ©
follow-up by Patrul™. ‘bl provides Patrol Offlcers with wore dircct involvement fu
the fovestigations process, The eénd vesulr should be an fncreude dn the quu“ly and
qunutuy of informatlon collected at the scene uf: tie crfme.

ZA copy of the CMR §s. contafnid fn Apj»endlx W, L
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Field Review of Crime Reports (Patrol)

One of che key elements to improviag the quality and quantity of informstion being
gathered in the investigative process in Pacrol will be supervisory review of crime re-
portd by Pacrol Sergeants. It cannot be overstressed that the fuformation availuble to
Batrol Officers has been found to be most cricfcal in the auccuessful closure of criminal
cases. Therefore, it 18 equally important that a supervisor veview veports in the fleld
to lasure that nceded information §s being collected by Putrol Officers at the time the
tacldent takes place. Thevefore, It will be necessary chat sergeants review and slgn
off before they are submitted to the Records Sectlon.

Case Review and Case Control Section (Patrol)

o sergeants have been asalgned as case review and coatrol officera in the Patrol
Section. Once the casa manageaent recelpes and repores are written on a crime, they
will be subwmitted co the Records Section for distribution. 7The original copy of the
CHR and a copy of the crime report will be sent to the Case Screening and Case Control
Section. The primary reaponsibilicy of this unit will be to review the CHMRs to insure
that the proper classification of the cases have been made by Patrol Officers. 1n ad-
ditlon, this section will have primary responufbilicy for case control of those cadses
which have been designated as “Needing follow-up by Patrol". This means that all re-
ports classified as “B" will be handled by Pacrol. 1Ihis sectlon will develup a systen
for distribuclon of those cases which pust be followed up by Patrol Offlcers during
the Second and Third Watcheu. Offlcers assigned for case follow-up will complete che
follow-up and resubmic the cades for review by the Case Control Section. In all such
cases, the inchdent will be reclassifled as: (A) Needing follow-up by lnvestigacions
or (C) No follow-up necessary.

Follow-up on Case Classified in "A" Category (lanvestjgations)

The Investigations Divislon widl recedve coples of all crime reports regardless
of clasuificarion. MNowever, i1t will be the primary responsibllity of the lavestigations
Diviston to follow up on crimes classifled as: (A) Needing follow-up by Investigations.
la addition to the estublished procedure in Investigations, the new aystem wii) require
a revisfon of the exisring asslgnment log and a new investlgator assignment record plus
a fora to be complercd by investigators on cases asslgned to them,d These new forms
have been developed to asubst fn keeping a record of cases assigned to favestigators
and progress wade on various cased assigned to lnvestigators, thnder the new. system,
jovestigative supuervisors will be expected to revicw case loads on a vegulay basis to
determine which cases are being worked and how wany hours are belng spent on various
catdes. This ls to lasure that case loads are wveuly divided and that fnvesclgators are
keeplag up with thelr work assignments.

SECTION IV

CONCLUSTONS AND RECOMMENDATIONS

Based upon studied doae on ocher police departments and whithin the vorkings of the
Stockron Police Depurtment, we believe that the proposed upgrade of the fonvesgigative
system will signlftcantly Increase the ef fectivencess ml efflclency of our curreat in-

JSec Appendix € for forms,

T

vasclgative process. A lottgf pre-fuplesentation planning has precceded the weiting of
this repore and will continue uncil the entire system 18 {mplemented, The status of
work completed to date tncludes: (1) Forming of a sicering comuittee to qveruee the de-
velopaent of ‘the fnvectligatlve systems upgrade; {2) The development of a Case Management
Recelpe formy () The development of investigative logging forms; (4) A study completed
on the time ayatluble for offlcers working Second Watch to conduct extended prelimioury
tnves(lgntlonék“ and, (5) This report outlining the proposal for the tnv@stigative sy~
stems upgrade has been subaltted to the Chief of Police for approval to lmplewenr the
favestigative systems upgrade project,

In terms of the ttems which will be necessary to implement this systewm, we anti-

clpate that the following will need to be done as soon as the propvsed system Iy approved

for implementacion: (1) RBevising the Report Hanual to include the Cnue Hanagement Re-—
celpr forw with lastructtons on how o £I1} out the form; (2) Trainlng of.offlcers in

the £1l14ng out of Case Mamagement Recelpts; (3) Establishuent of a Case Screening and
Case Control Unir; (4) Hodiffcation of the current paperwork flow for crime reports to
accomsmodate case serecning; (5) lncreasing the responsibility of Records personnel for
gsorting of reports and other materials golug into the Investigation Dlv;slon/Juventle

Section; (6) Tralning for fnvestigative personnel in the use of the new logging form;

(7) bevelopmenc of an actlvicy report from the Investigations Division-to the Chief of
Police outlining activities glnllar to the one submitted by Patrol Commanders on hours
worked, cuses assigoeed, ctc.

ASuu Appendix O fur resules.
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APPENDITES 1O MANAGING
CRIMINAL IRVESTIGATION

PATROL FOLLOW UP LNVESTICATIONS

Patrol follow up 14 belng tmpleacated in the Stockton Police Deparcmuent
to expund the patrol officera® role during the tuvestlgative process. Addl-
tionally, by conducting follow up, the Patrol Scctlon will assist Tavestiga-
tlons personnel ln coplug with today’s ever-increasing case load.

Pacrol officers will cenduct follow up Investigations on selecred felony
and wiadewcanor cases. Generally, patrol case follow up will be conducted
during Sccond or Third Watch, .

The following procedure was developed to assise Pacrol Scecton personne)
tn thelr new role:

1. A1l patrol officer follew up will be coordinated by the
Lase Screeniog Unit.

2. Cases requiring patrel follow up will be filed by beat ia
a hard cover folder and placed in a rack on the sergeant’s
table prior go roll call.

3. It will be incusbent upan the patrol sergeant to check for
case follow up prior to the starg of his shifr.

4. ‘e patrel sergeant will assign fullow up to the proper
beat caror flex unit. The type of unit assigomeat 18 up to
the Sergeant or Watch Commander. )

5. Upon belng asslgned'a case follow up, the patral officer will
complete a Case Asstgnsunt Record, P.b. Porm § , and turn
¢ into the Cage Screening Unit. ' (Thlas form wili be Included
by the Case Screening Unit o the case follow up folder.)

6. A patvol officer will have five working days to complete any
follow up on a case once it §8 assigned. ;

7.  1f an officer is going on his days-off or annial vacacfon, it
1s the offlcer's responsibility to notify his sergeant and the
Case Screening Unlc of this fact, The case will only be
reassigned under these clrcunstances.

8. Upon completing the follow up, the offfcer will do the following:

a. 1 no addittonal information (s developed, reclasuify the
case on the “Recontact Copy" of the Case Munagement Recelpt
to "Crime Analysiu”, status “lnactive”,

b. If uddigtonus) $nformation Is developed, the case will be
reclassified on the CHR from “Field Operations® to
Mpegectives®, with the status remafning “Active’,

c. If afcer obealaing this additional Informatiun the patrol

£ offfcer cannvl clear the cuse by arrest, the officer will

‘ complete a subsequent report contalniog all udditional :
taformation developed, The subscquent report and entire
cage folder will be placed into the.Case Screcning box at
the Beadquarters countuy,

d. ‘the Case Screening Unie will determine 1F the case has been
propecly clussi€led, Upon completion of the review, the
Case Screeaing Unle will then vhther reclassify the case or
forward the cose to lavestigat fops,

A,

a0

PATROL, SERGEANT REPORT REVIEW

The following procedure bs belng taplenented Lo lasvre reporting of fleers
are collecting the maximum amount of tnformation when the initlal report is
taken and shat the cepore icsell is complece.

Fhe vatrol Sergeant whall review cach crime or arrest report
and the Cuse Hanagement Recelpt before they are turned ln

at lleadquarters.

Bach repurt shall be veviewed for proper grasmar, spelling,
quality of investigations, etc.

Each Case Management Receipt shall be veviewed for complete—
wess and proper claasification, i.e., pecectives, Fleld Opera-
tlons or Crime Analysls, ete.

Upan approval, the Patrol Sergeant shall sign his nume and
budge numbes In the “Approved By" box located oa cuch repore
form.

If the reporting officer's shifr sergeant has secured from
duty,  the shift camuander shall see to Lt that the reporc is
revicwed and approved.

Reparts which have not been approved by a Patrvol Sergeant will
not be accepted by Meadquarcers personnel.

The reviewing Patrol Sergeunt along with the reporting officer
shall be held responsible und accountable for each report.

CASE SCREENING AND CONTROI, UNIT

e Coae Screenlng and Control Unic will coordinate each follow up laves-
tigation conducced by pacrol offfcern, A sergeant has been assigned to this
function and will act as a liaison with the Investigations Section.

1nlllnlky; the unit's duty hours will be 0700 to 1600, Hunday thraugh
Friday.
ts next to the Pacrol Rull-Call Roow,

The Cage Screcning and Concrol Unit will be located in Roow 116 which

REPORT REVIEW

2.

3.

PATROL FOLLUW Ui

i,

Kecords Pursonnel shall place a cnp§ of each crime/avcent report
and Case Managemeat Recelpt in the Case Screening Hox locaged at
Hleadquireerd, .

qhe Case Screening Unit will randomly veview crime/arrest repores
for gruwaar, spelling, puncteation, and qualicy of the invesciga-
tion,  Correctlve action will be taken on TEpOrEs as necessary.
Additlonally, each Case Management Recelpl shall be reviewed for
complecton and proper classiflcatlon, 1.eq, Detectiven, Fleld
Mperations, Crime Anulyula.

The Casu Serecutng Unlr shall coordinate each “Fleld Operations”
case follow up with dnvestigacious and patrol personnel.

ALl “Fleld Operations” cases will be followed up by patrol officers
primarily un Second or ird Wacch, However cases may be assigned
as clreumstances dlctate to other wacches,

e Case Screening Unlt will recurd for wonf tortng purposes each
cage asslgned follow up by patrol.

P——
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4.

5.

-
ot

Those cases assigned putrol Follow up will be in beat folders
jocated on the wergeants' table in roil call,

At the beginning of each ahifc the patrol serpeant In conjunceion
with the Case Screening Sergeant will assign any case follow up
to the appropriate beat of flex officer.

Upon cowpletion of the follow up, the Case Screcanlng Unit will
review the Recontact Case Hanagement Recelpt and/or subsequent
report for proper classificacion, etc.

1f the case is cloued by the patrol follow up officer, Case
Screening will notify che proper tnvestigations section and flle
the CHR in their office.

L€ addicional information is develuped, the patrol offfcers will
submit a subsequent report and re-classify the case to “betectives®.
Case Screenlng and Records Seccion will then forward all subse-
quent fnformatlon to the Investigatlons or Juvenfie Scctlion,

. STOCKTON POLICE DEPARTHENT
22 East Harket Street
Stockton, California 95202
(209) 944-8323 (Detectives)

(209) 944-8474 (Juvenite)

CASE MANAGEMENT RECEIPY

'_om D,
TYPE CRIME:

CRIME REPORT NO.:
NATURE OF LOSS/DAMAGE:

CLASSIFICATION: A0 s 3 ¢ O

STATUS OF REPORT:
Clesred -Active Inactive Juvenile_Involved

O -

1. Suspect named, known, identified
(A2, Suspect vehicle with Mcenss
3. Eyewitness able to I.0. suspoct

-
o
w
=
°

4. Suspect vehicle description
S. Eyewitness able to 1.D. vuhlcl;

Y
I

)
. 6. Traceable stolen property

1 4
(c 7. Victinm Conditlon/Urgency for action
8. Significant physical cvidence

|
I

(W9, Supervisory judgment
COMMENTS:

fteporving Officer
§ Ladge Ho, Shift Watch

Recontace OFficer
& Badge No. Shift flaxch

ORIGINAL

§
h

i bt i PO e et A e
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22 East Market Street
Stockton, Califernia 95202
(209) 944-1323 {Detectives)

(200) 944-8474 (Javeni le)

CASE HAMAGEMENT RECEIPY

DATE:,

‘

TYPE CRINE:

CRIHE ‘REPORT NO.:

RATURE OF LOSS/DAMAGE:

CLASSIFICATION: A0 e ¢ O

STATUS OF REPORT:
o g

L. Suspect named, kuown, identificd
2. suspect vehicle with license

Ye

"

|1

" 3. Eyewitaess able to 1.0, suspect

Cleared Active Inactive Juvenile_ Involved

. STOCKTON POIICE DEPARTH IENT ’ q

-~ 4. Suspect vehicle description

()5. Eycwitness able to 1.0. vehiclo

Q .

“6. Traccable stolen propexrty

x 7. Victim Condition/Urgency for accion

8. Significant physical evidence

gl
RERI NE

[——

"
P
g

(A)9. Supervisory judpment
CODENTS:

|

Reporcing OFFicer :
& Badge No. i Shift Watch

Recontact OfFficer
G Badpe No. _ShIft March

vieTin's copy

SEE REVERSE FOR INSTRUCTIONS °

2. CALIFORNIA GOVERNENT CODE/SECTION 13959 - AID

INSTRUCTLONS

- REVAIN THIS REPORT RECEIPT AS YOU MAY NCED THIS
INFOICLNTION FOR TIHE TOLLOWING:

A). ADDITYONAL CONFACTS WITH THE POLICE DEPART-
HENT .

B) YOUR INSURANCE REPORT
C) TAX PURPOSES

TO VICTIMS OF VIOLENT CRRES

If you have sustained PHYSICAL INJURY as a
direct result of a crime of violence, or are
lenally dependent for support uoon a person viho
has sustained PHYSICAL INJURY OR DEATM as

a direct result of a crime of violence, or, in
the event of a death caused by a crime of
violence, you have legally assumed or volun-
tarily paid the medical ar burial expenses
incurred as a direct result thereof, you may
qualify for indemnification by the State of
California for the out-of-pocket wages, medfcal
andfor burial expenses which you have incurred
as a result of the crime. Section 13959 et.
seq. of the Governwent Code has established a
proqgram to indemnify andeassist in the veha-
bilitation of residents of Califoraia who have,
as the direct result of a crime, suffered a
pecuniary loss vhich they are unable to recoup
vithout suffering serious financial hardship.
Claims mwnst be filed with the State Roard of
Control for the State of California.

for further information regarding this program,
please contact:

Vietims of Violent Crime Victims of Vivtent
froqran Cadiz Program

State boaxd 0 Controt Lagal Adviscn

926 "I" Stacet Stockton Police Dapt.!

Sudte 300 22 East daaket Staect
Sucaamento, CA 95614 Stockion, €A 95202
Talephonei 1915) 322-4426 Teleophano:

: f209) 944-8511

e

s
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VICTIM'S cory
SEE REVERSE FOR INSTRUCTIONS

i - ‘ :
F -
! i STOCKTON POLICE DEPARTHENT
i 22 East Market Street
] Stockton, California 95202
(209) 944-8323 (Detectives)
E (205) 944-8474 (Juvenile)
i CASE MANAGEMEMT RECEIPT
| DATE!
) -
| TYPE CRIME:
CRIME REPORT NO.:
H  NATURE OF LOSS/DAMAGE:
;
| CLASSIFICATION: Al s [ ¢ [
| STATUS OF REPORT:
H  Cleared Active InaEffve JuvenilE:fnvolved
oD O |
. Yes No
: 1. Suspect named, known, identified -
(M2, Suspect vehicle with license .
g 3. Eyewitness able to I.D. suspect
q 4. Suspect vehicle description .
; S. Eyewitness able to I.D. vehicle ’
. N _—
696. Traceable stolen property
or
697. Victim Condition/Urgency for action
R 8. Significant physical evidence L .
1099. Supervisory judgment
g COMMENTS:
H Reporting Officer
H & Badge No. Shift Watch
|
? Recontact Officer
F & Badge No. Shift Watch
i —
|
i

»
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INSTRUCTIONS

1. RETAIN THIS REPORT RECEIPT AS YOU MAY NEED THIS
INFORMATION FOR THE FOLLOWING: .

A)- ADDITIONAL CONTACTS WITH THE POLICE DEPART-

B) YOUR INSURANCE REPORT
C) TAX PURPOSES

2. CALIFORNIA GOVERNMENT CODE/SECTION 13959 - AID
TO VICTIMS OF VIOLENT CRIMES

If you have_sustained PHYSIC.{\L INJURY as a
direct result of a crime of violence, or are

legally dependent for support uoon a person who
has sustained PHYSICAL INJURY OR DEATH as

a direct result of a crime of violence, or, in
the event of a death caused by a crime of
violence, you have legally assumed or volun- -
tarily paid the medical or burial expenses
incurred as a direct result thereof, you may
aualify for indemnification by the State of
California for the out-of-pocket wages, medical
and/or burial expenses which you have incurred
as a result of the crime. Section 13959 et.
seq. of the Government Code has established a
program to indemnify and assist in the reha-
bilitation of residents of California who have,
as the direct result of a crime, suffered a
pecuniary loss which they are unable to recoup
without suffering serious financial hardship.
Claims must be filed with the State Board of
Control for the State of California.

For further information regarding this program,
please contact: g

Victims o4 VicLent

Vietims of Viofent Cnime !
Crnime Progham

Program

Legatl Adv.iscn
Stockton Police Tepi.
27 East Market Street:
Stockton, CA

Toﬂaphnno: .
{209) 944-8511

State Board 0§ Control
926 "J" Sitncel
Suite 300
Sacramento, CA . 95814
Telephone: (916). 322-44126

95207 |
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e INVESTIGATOR ASSIGMMENT RE

APPENDIX I

SUMMARY DATA
L Yata

SAN JOAQUIN COUNTY CAREER CRIMINAL PROJECT

Abstracted from:

FOURTH QUARTER REPORT - SECOND YEAR GRANT
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Baseline#* First Year Second Year
2=LEnc réar
Percent of Defendants in Custody
At Preliminary 64 86 93
At Trial 67 84 86
Percent of Defendants with Bail/
Bond Set
At Preliminary 87 96 100
Average Amount of Bail/Bond $6,549 $22,441 . $37,685
At Trial 89 98 100
Average Amount of Bail/Bond $8,273 §22,858 $44,691
Average Number of Charges per
Defendant 2.65 3.55 3.53
Average Number of Days from Arrest
to Conviction/Dismissal 87 102 77
Percent Guilty Defendants (Plea,
Jury, Court) 83 90 94
Percent of Defendants Sentenced to
State Prison 56 86 91
Average Length of Prison Term 2.84 years 4.19 years 4.68 years

*Career criminal t

gram began.

ypre cases/defendants prosecuted in San

184

Joaquin County before pro~
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