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PREFACE 

In 1976 the National Institute of Law Enforcement and Criminal 
Justice of the Law Enforcement Assistance Administration funded five 
separate po1ice agencies to develop, implement and evaluate a "t·1anaging 

.Criminal Investigation Program" featuring innovative changes in the 
organization and administration of the criminal investigation function. 
The Montgomery County Department of Police was one of five agencies 
to receive a grant to conduct this demonstration program. Also ~eceiving 
grants were the Birmingham, Alabama Police Department, the Rochester, N.Y. 
Police Department, the St. Paul, Minnesota Police Department, and the 
Santa Monica, California Police Department. 

The Managing Criminal Investigations Program was spurred by the 
publication of several nationally distributed research reports and 
documents highlighting the need for improvements in the internal management 
of criminal investigations. The five LEAA demonstration sites were charged 
with the task of addressing this need and designing and implementing 
program activities which would facilitate a more efficient and effective 
management system. Each site was also responsible for completing a 
comprehensive evaluation of the MCI experience. This evaluation was to 
include numerous data elements contained in an LEAA released "Request 
for Proposa 1/1 for the MCI Program. 

The Montgomery County Department of Police has endeavored to experi-
ment with several new 
investigations. This 
constructive changes. 

and innovative approaches to managing criminal 
commitment to experimentati on has resulted in several 
It has also provided considerable insight, pre-

viously not· available, into the administrative and managerial component 
of the criminal investigations function. 

This agency has also been corrmitted to completing a comprehensive 
evaluation of the MCI Program. The Department developed and utilized 
a thorough evaluation design to fully assess the strengths and 'weaknesses 
of each program component. This evaluation produced numerous findings 
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and recommendations for future action, all of which are presented in 
this document. It is sincerely hoped that other police agencies carefully 
consider the experiences of the Montgomery County Department of Poi ice 
in developing their own MGI Program. 
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EXECUTIVE SUM~1ARY 

In November, 1976, the Montgomery County Department of Police received 
an eighteen month grant from the National Institute of Law Enforcement and 
Criminal Justice of LEAA to implement and evaluate a demonstration program 
designed to improve the management of criminal investigations. This grant, 
entitled Managing Criminal Investigations, was formally implemented in the 
Silver Spring District in June, 1977. The Department initiated a compre
hensive twelve month evaluation (beginning in October 1977 and continuing 
through September 1978) to assess (1) to what degree program activities 
were implemented, (2) the results of program implementation on specific 
objectives, and (3) the overall impact of the program on performance. 

The Managing Criminal Investigations Program (MC!) was evaluated by 
comparing and contracting effectiveness and efficiency measures collected 
from the Silver Spring District with similar measures gathered from a pre
selected control area. The control area consisted of nine beats, the same 
number of beats that exist in Silver Spring. The control area in the 
aggregate provided a comparable match to the Silver Spring District in terms 
of crime rates and socio-economic characteristics. Several data sources 
were used in the evaluation, including a sample of 2,075 selected Part I 
cases chosen through a stratified sampling design over a twe'lve month period. 
These cases were traced through the entire investigative and adjudicatory 
process. Police officer attitudinal data and victim perceptions were also 
included as measures. 

The MCI program was structured with five distinct components. These 
components were: (1) Enhancement of the Patrol Role; (2) Case Screening; 
(3) Managing the Continuing Investigation; (4) Police-Prosecutor Relations; 
and (5) the Monitoring System. Collective'ly, program activities devised 
for each of these components were designed to introduce a new systems 
approach to -managing crimina,l investigations. 

This evaluation analyzes each of these components sepa~ately. The 
specific objectives formulated for each component are ,evaluated to determine 
if, in fact, they were achieved and if so what results were produced. 
Secondly,the evaluation indicates if planned program activities could 
be correlated with achieved results. The collective impact of all 



program components is assessed in an additional chapter. Impact is 
evaluated by analyzing four measures: arrests, clearance, prosecutions 
and convictions. In addition, the impact of selected program activities 
on officer attitudes and victim perceptions is also included in this 
evaluation. The overall organizational implications of MCI are assessed 
in the final chapter. Recomnendations are offered for integrating 
successful portions of MCI into the remaining operational units of the 
organization. 

The primary findings from this evaluation are described briefly 
in this summary. The reader is advised to consult the appropriate 
section of this evaluation for detailed analyses of program objectives. 
Specific recommendations regarding each program component have been 
formulated and are presented at the conclusion of each chapter~ 

Enhancement of the Patrol Role 

The primary findings for this component are presented by specific 
areas of emphasis. 

1. Improvement of the Preliminary Investigation Process. This 
evaluation indicates that Silver Spring patrol officers collected more 
information per event report than officers in the control beats. Speci
fically, Silver Spring officers collected and described more suspect 
descriptions for all crimes analyzed with the exception of rape, a 
greater frequency of m.o. pattern descriptions for burglaries and 
larcenies over $500, a higher proportion of witness identifications and 
interviews for robberies~ burglaries and the total number of crimes 
analyzed. 

The specific advantage of this increased data collection was verified 
by an analysis correlating the availability of data to higher solvability 
ratings. Moreover, these higher solvability ratings positively correlated 
with arrest. Thus, the utilization of the new structured event report 
form including solvability factors contributed to improved data 
collection and consequently improved performance. 

Other program activities within this component had less affect on 
this improved data collection (e.g., on-the-job patrol training in 
investigative techniques, call stacking by supervisors, and overall role 
changes by supervisors). 
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The resulting improvement in data collection was accompanied 
by an increased sense of responsibility among patrol officers and the 
perception that event reports were more thorough than pre-MGI experience. 
Furthermore, there was no negative impact on efficiency as measured 
from the standpoint of time required to complete the initial investiga
tion. 

2. Increased Patrol Involvement in the Follow-Up Investigation 
Process. The MGI Program featured a commitment on the part of management" 
to formally assign follow-up investigations to patrol officers. This 
objective was achieved despite several operational difficulties, specifi
cally concerning the shift investigator program - a program whereby one 
officer from each shift was selected to work cases gene'rated from his 
or her shift and be free for follow-up investigation responsibility. 
Patrol officers were successful in closing a satisfactory percentage of 
cases assigned for follow-up investigation. MGI, therefore, resulted j~ 
an expanded pool of qualified investigative personnel. This change also 
produced an increased sense of responsibility for patrol officers and a 
greater understanding of the investigative process. 

Experience has shown that it is difficult to successfully assure 
patrol involvement in investigations without negatively affecting the 
patrol capability to respond to calls-for-service. The current 4/10 
deployment system complicates this problem. Generally speaking, hours of 
peak patrol activity coincide with hours in which investigative activity 
is most likely to occur. In this regard, modifications to the current 
,deployment system would facilitate patrol involvement in the follow-up 
process. 

Through MCI, it has also been learned that the process of assigning 
cases to patrol officers is further complicated by communication problems 
across shifts and "peer pressure ll difficulties within shifts. The 
Silver Spring District has taken steps to resolve these problems. The 
key to effective management of these cases is close monitoring, not 
only by the shift lieutenant, but also by the MCI Case Screener/Investigative 
Coordinator. 

3. Increase Patrol Effectiveness in the Investigative Process. This 
objective actually served as a summary objective for the overall patrol 
enhancement component. Two measures of patrol effectiveness were selected 
to assess levels of achievement of this objective. First, patrol perfor
mance in the initial investigation in terms of arrests and clearances was 
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considered a measure of effectiveness. The second measure was performance 
in the follow-up investigation. Arrests and clearances by patrol officers 
working in a follow-up capacity were tallied for this purpose .. 

In the preliminary investigation, patrol officers in Silver Spring 
cleared more cases by arrest than their counterparts in the control area. 
(Silver Spring officers cleared 7% of all cases by arrest while control 
area officers cleared 4% of cases monitored - this represented a statis
tically significance difference). A statistically significant difference 
was also computed for the specific crimes of robbery (10% cleared by arrest 
in Silver Spring and 3% cleared by arrest in the control area) and aggra
vated assault (39% cleared by arrest in Silver Spring and 25% cleared by 
arrest in the control area). 

The previously mentioned correlation analysis of solvability factor 
weightings and case dispositions showed that there were positive relation
ships between solvability ratings and arrests in the initial investigation 
for the crimes of rape, robbery, assault, burglary and larceny. The key 
solvability factors contributing to such arrests were those pertaining to 

. de.~criJ.rtjQDS_bY w,itnesses, suspect descriptions and identifications,. a~~:_~.h~ 

availability of physical evidence. It was concluded, therefore, that the 
new structured report form with inclusive solvability factors, as well as 
attendant changes in the patrol role (e.g., recommending follow-up investi
gation, being afforded sufficient time to complete comprehensive investiga
tions) should be retained. 

The value of the patrol role in follow-up investigations was 
confirmed by evaluating the results of cases assigned to patrol officers, 
or in joint status with investigators. Patrol officers cleared by arrest 
21% of all cases assigned directly to patrol while clearing by arrest 
28% of those cases assigned in a joint capacity. Further, patrol officers 
produced clearances (arrest or exception) in 28% of all cases assigned. 
Total clearances for those cases assigned in joint capacity amounted to 
31%. These clearance figures closely matched overall clearance yates 
produced by detectives prior to Mel. 

By coupling patrol officer performance in the initial investigation with. 
results produced in a follow-up capacity, it is clear that patrol effective
ness was enhanced during the program. Patrol officers in Silver Spring 
were responsible, either directly or indirectly, for clearing by arrest 
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11% of all cases sampled. Patrol officers in control beats cleared 5% 
of all cases sampled by arrest. 

4. Increase Patrol Officer Motivation to be Involved in the 
Investigative Process. Strained relationships between patrol officers and 
detectives had traditionally inhibited patrol incentive to complete 
comprehensive initial investigations and participate in the follow-up 
investigation process. The Mel Program emphasized the need to break 
down many traditional communication barriers and misunderstandings between 
patrol offi cers and investi gators. The primary program focus to 
rectify these problems was improved working relations. The decentra
lized operational environment facilitated a smoother working relationship. 

An attitudina" survey administered to a sample of Silver Spring 
officers and a comparable group of patrol officers from other districts 
confirmed that working relations in Silver Spring were, in fact, more 
favorable than in other districts. Other findings from this survey 
provided further insight into this objective. Among these findings were 
results demonstrating that Silver Spring officers felt that perceptions 
of detectives had improved since decentralization and that the investiga
tive process became more effective with detectives working in the sa~e 
district. 

Furthermore, this survey indicated that patrol officers perceived 
"some increase" in investigative responsibilities with the advent of 
MCI. Officers were split in their analysis of ch~nges in incentive to 
complete a thorough preliminary investigation since Mcr. A total of 
47% of respondents stated that their incentive had "incY'eased somewhat" 
while 44% stated that their incentive had "remained the same." 

Establishment of the Case Screening System 

The findings for each objective formulated for this component are 
summarized in the following: 

1. Reduce the Number of Cases Assigned for Follow-Up Investigation. 
A greater percentage of cases were actually assigned in Silver Spring than 
in the control area. It was anticipated that Silver Spring would actually 
investigate a smaller percentage of cases due to the suspension of 
unworkable cases. (Silver Spring investigated a total of 4'4% of Part I 
crimes sampled while the two centralized units investigated 36% of all 
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such cases sampled). This was due to the existence of a larger pool of 
i.nvestigators (created by the policy of assigning cases to patrol officers), 
and the use of an informal screening system in the two centralized units. 
It was also due to the policy of not re-contacting victims on unworkable 
cases. Investigators in the MCI unit were not required to expend time 
making the$e phone contacts. 

When viewed strictly from the perspective of cases worked by detec
tives,MCr actually investigated a smaller percentage of cases than detectives 
in the Crimes Against Property and Crimes ~gainst Persons Division's. 
(This difference of 13% was determined to be statistically significant). 

Assignment decisions in Silver Spring were affected by several 
program changes. First, it was concluded that patrol officers we~e providing, 
for the most part, valid recommendations on the potential for case workability. 
The Case Screening officer thus had more information upon which to base 
his assignment decision. Screening decisions,were als'oaffected by the 
MCI practice of centralizing all case review and decision making in one 
office where uniform criteria could be consistently applied. This enhanced 
a more appropriate assignment process as the Case Screening officer was 
able to assign cases according to geographic and victim similarities, 
investigator aptitude and experience, as well as solvability. 

It was concluded that personal and administrative factors played 
an important role in case assignment. Certain cases were assigned through 
management direction or victim request, although little solvability was 
present. Moreover, a substantial percentage of cases were assigned 
according to investigator workload. An analysis of closure potential with 
case assignment decisions showed that a considerable number of cases 
with low solvability were assigned. These cases, in many instances, 
were assigned due to personal and administrative factors. The screening 
system was thus less than precise in segregating workable from unworkable 
cases (60% of all Part I cases sampled were screened correctly) based on 
the assumption that all cases are assigned based on the potential for 
arrest, and suspended cases are removed from active assignment due to the 
lack of solvability. 

The weighted screening system did not serve as a valuable tool in case 
assignment.. It did not discriminate accurately between potential for 
arrest and the likelihood of a case remaining open. An analysis of this 
system yielded the conclusi.on that the range of scores resulting in arrest was 
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too broad to warrant the adoption of a cut-off point above which a case 
would be automatically assigned. It is recommended that this system be 
refined and that a cut-off pOint be adopted. Options for working cases 
solely due to administrative or personal factors should not, however, be 
precluded. Such cases should be categorized as assigned due to secondary 
criteria and not based on solvability. 

Research suggests that little was lost in the way of investigator 
effectiveness or public relations by the new policy of not re-contacting 
victims on unworkable cases. Of a sample of 97 property crimes occurring 
during the Mel experimental year and resulting in call backs by members 
of the Crimes Against Property Division, only 2 or 2% of these cases 
produced new information leading" to arrest. 

A victim survey was conducted to assess the impact of this policy 
change on victim perceptions. A total of 96 burglaries and larcenies 
were selected from a pre MCI group of cases from Silver Spring). as well 
as during the MCI period. There was no substartial difference between 
years in victim satisfaction with patrol statements as to what would be 
done with the case following the preliminary investigation, although a 
smaller percentage of victims t'eported that a detective would re-contact 
the victim in the experimental year. There was a statistically signifi
cant difference in victim perceptions of the manner in which patrol 
officers handled the case. Victims included in the experimental year 
sample were less satisfied with the patrol officer's actions. In the 
pre MCI sample, 98% of the respondents were either very satisfied or 
satisfied with the way patrol officers handled the case. The comparable 
percentage for the experimental year was 87%. This loss in victim 
satisfaction, although statistically significant, must be interpreted 
in the proper context. The Silver Spring District achieved greater 
efficiency in investigations by adopting the no call back policy. Manage
ment must determine if this loss in victim satisfaction was worth the 
efficiency gained. It seems that the answer to this question is "yes" 
considering that the overwhelming majority of respondents still responded 
favorably. 

One additional questiori concerning the victim's perception of the 
department's overall response sheds further insight into this issue. There 
was a slight decrease in satisfaction during the experimental year, 
although not statistically significant. This tends to support the conclusion 

7 



that no irreparable harm was done to victim perceptions through the 
institution of the no call back policy. 

2. Re-enter Cases Previously Defined as Unsolvable Which are 
Redefined as Solvable. The MCI Program also sought to incorporate a new 
system for re-entering cases defined as unworkable. Traditionally such 
cases were re-entered only when multiple closures occurred. 

This evaluation concluded that this objective was never actually 
achieved. The percentage of suspended cases actually re~entered was 
quite low. Further, this percentage decreased as the evaluation progressed. 
There was never any routine process established for re-entering such 
cases. The various files (e.g., victim, m.o.) were searched periodically 
whenever a case occurred in which similarities to prior cases were noted. 
This di9 not represent, however, any systematic case review process. 

There is a definite need to integrate the case screening process 
of the MCI Program with the overall district crime analysis system. This 
would provide one uniform analytical system which could feature both patrol 
and investigation case analyses and pattern and trend identification. 

Managing the Continued Investigation 

Three specific objectives were assessed in this chapter. The major 
findings contained in this chapter are summarized below. 

1. Improve Performance Within the Follow-Up Investigation Process. 
There were no significant differences in follow-up investigation performance 
for either specific crimes or for all crime types between Silver Spring and 
the control area. Changes in case assignment and management, therefore, 
could not be correlated to any increase or decrease in either clearances 
by arrest or total clearances. This can perhaps be viewed as a positive 
result. MCI featured the assignment of cases to patrol officers as a 
means of freeing needed investigator time to work difficult cases and 
interact with patrol officers. An analysis of solvability scores as com
pared to assignment indicated that permanent investigators did, in fact, 
work cases with less solvability than patrol officers. Cases with the 

. . 

highest solvability were assigned in joint status with patrol and detectives. 
Conversely, investigators in the two central units 0assign~d cases from the 
control beats) continued to work virtually all cases including these with 

high ~.~lva~ility. 
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The r~CI Program, therefore, introduced a changed role for investigators. 
They were no longer asked to investigate all cases regardless of workability, 

. . . 

but focused on those cases with limited solvability and requiring investigative 
expertise. This was accomplished by removing cases with low solvability 
from assignment status (these cases were generally suspended) and assigning 
those cases with high solvability thus requiring,less' .expertise~ to patrol 
officers either independently or in conjunction with detective personnel. 
Additionally, a considerable portion of the investigator's time was devoted 
to training patrol rotation personnel in investigative procedures and in 
working cases in a training mode. 

The improved working relationships instituted under MCI obviously 
contributed to the obtained performance figures produced by Silver Spring. 
Patrol officers expressed a favorable view of detectives and demonstrated 
an interest in meeting with investigators regularly to discuss ongoing 
cases. This favorable relationship was enhanced by the working proximity 
of patrol officers and investigators and the management commitment to 
creating a harmonious working environment. Similarly, investigator know-
ledge of the community was enhanced by decentra'iiz'ation., " 

2. Reduce the Time Period Between Assignment of a Case and Case' 
Closure. This objective addressed the paramount need for improved efficiency 
in the continuing investigation. It was to be accomplished primarily 
through close supervisory monitoring of case assignments and the use of 
suspense periods for the return of assigned cases. 

There was no s'ignifi cant difference betw'een' th-e $i 1 ver 'Spri ng Di stri ct 
and the control area concerning days worked for all Part I 'crimes sampled. The 
~nly crime .. f.or which any significant difference was noted was assaults. 
Silver Spring returned such cases in an average of 12.1 days from assign-
ment while control area investigators returned such cases on the average 
of 22.1 days after assignment. 

There was a major decrease in the time required per investigation in 
MCI during the fourth quarter of the evaluation year. This was due to a 
concentrated emphasis on the part of the Case Screener/Investigative 
Coordinator to apply the suspense period more consistently. (It should 
also be noted that the suspense period was changed from 10 to 15 work days 
during this quarter to provide a more realistic time frame for investigation~. 

An analysis of time periods required for the investigation of cases 
eventually .. returned as suspended showed·that many such cases were held 

9 



for extended time periods by individual investigators. (In many instances 
these assignments were held for a period exceeding the normal suspense 
date) . 

(\ It was concluded, in addition, that 95% of all cases eventually 
cleared by arrest were cleared within 50 days of assignment. This finding 
confirmed the assessment that many cases were held beyond a point where 
any realistic potential of clearing the case by arrest actually existed. 

3. Reduce Redundancy in the Investigative Process Between the Patrol 
and Detective Functions. A critical drain on investigator efficiency was 

the unlJecessp.ry replica.tipn of patrol ~ctivitie,s completed during the initia1 , 
investigation. This p"robJem led the.MC.! PrQgram_te.am to minimjzf,! 
redundancy as much as possible in the follow-up investigation. This was 
to be accomplished by insisting that patrol officers document the results 
of investigative steps and that detectives build on solvability identified 
in the prelim'inary investigation. 

A review of detective activities yields the conclusion that numerous 
patrol investigative steps were actually replicated. This repiJ:Jtion _wi!s" 

neces,sa.ry. in some instances to provi de the fo UQ\,!-::..!lILJ nye$t i ~at9r wHh .. ____ . 

all the fQcts of the case. 
In spite of this replication, which'was similar to the practices of 

central investigative unit personnel, MCI investigators described either 
modified or new suspect and suspect vehicle information in a signi.ficantly 
greater proportion of cases than their counterparts in the two centra-
lized units. A statistically significant difference was observed between 

these, areas for the crime~ ~f bUTglary Jor,,~l!.?'Q~tc;:j:. descri ption? and 
robbery for suspect vehicle descriptions (Silver Spr'ing offi~ers described 
such information at a greater frequency,tban investigators in the two 
central units). The Crimes Against Property Division, on the other hand, 
j,d~,n~~fi~d mo,re. stole~. prope!"ty inf~rmation th~,n Silver $prjlJ9 inv,esti,gators ... 

for a ~tatJsti Gal ly s,igDifi cant greater percentaCle of burglary cases. ' 
The value 'of these findings was confirmed by correlating the avail-

ability of'such data with arrest potent~~l. It was discovered that the 
existence of such modified or new information in the follow-up investi
gation'contributes to the liklihood of an arrest. 

An' analysis of witness interviews in the follow-up investigation' 
indicated that there was no significant difference in re-interview rates 
between Silver Spring and the contro1 area. MCl, therefore, did not 
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produce any increase in efficiency in this respect. Similarly, in analyzing 
the percentage of cases containing any witness interviews, it was concluded 
that the're were no significant differences between the two areas. 

These findings suggest that performance can be enhanced without sacri
ficing the investigator's need to replicate certain patrol investigative 
activities. The challenge for management is to ensure that investigators 
replicate whel~e necessary, only tasks which have a solvability potential. 
As \'/as pointed'out ear'lier, MCI featured an improved ability of patrol 
officers to rate case solvability. These ratings undoubtedly helped inves
tigators not so much from the standpoint of telling them what was there s but 
by indicating which cases were not workable. Marginal solvability in many 
instances was expanded by investigators, as was indicated by the identifi
cation of modified and new information in a substantial proportion of 
Silver Spring cases. 

The working proximity and enhanced working relationships between patrol 
officers and detectives contributed to the noted change in the follow-up 
investigation. Detectives were able to develop acquaintances and easily 
solicit information not readily available in the event report~ 

Improving Police-Prosecutor Relations 

The primary findings for this component are presented in the followin"g: 
1. Increase the Number of Cases Accepted for Prosecution. This 

objective was formulated, in conjunction with the second program objective 
seeking increased convictions, to obtain more favorable case disposition 
results. It was presumed that increased quality in case preparation would 
produce these results. 

Research indicates that there was no significant difference between 
the number of cases accepted for prosecution in the Silver Spring District 
as compared to the control area. Of all cases sampled in Silver Spring and 
resulting in arrest, 48% produced indictments, whereas 40% of those cases 
resulting in arrests in the control area were prosecuted in the Circuit 
Court. A total of 83% of all Silver Spring arrests were prosecuted 
(coupling indictments with District Court acceptances). A total of 73% 
of control area arrests sampled resulted in prosecution at either the 
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Circuit ~r Disttict Court level. 
The program e~aluation of police-prosecutor activities indicated that 

the r~CI Program produced very little change in police-prosecutor relations. 
It wau unlikely, therefore, that positive change in case acceptance rates 
would occur. 

2. Increase the Number of Cases Resulting in Convictions.' By 
tracking case dispositions for arrests generated in Silver Spring and the 
control a!,ea,. ~t was determined that tl:ten~ was no statistically significant 
difference in guilty rates between the two areas. There was a percentage 
differ~ncp. between these clreas (27% of an cases prosecuted from Silver 
Spring resulted in guilty dispositions, either by plea or verdict, whereas 
17% of cases originating from the control area resulted in such disposi
tions). There were no statistically significant differences, in addition, 

'between the two areas forindtvidual crime types. Secondly, there was no 
significant difference in guilty dispositions between Silver Spring cases 
sampled from the 'experimental year .and a countywide sampl e of cases 
selected from a period of January ~975 - June' 1977. 

Further, juvenile cases resulting in arrest were tracked to determine 
if there was any difference in dispositi-on between Silver Spring and the 
control area .. No differences caul d be &s\certai ned. . 

It was concluded that it may have be~~l di:)'realistic to expect changes 
in conviction rates due to the existence ot m~nY' other factors in the 
court system and pertaining to the individual defendant which undoubtedly 
influenced dispositions. Moreover, the fact that no major changes in 
police-prosecutor relations were introduced as part of the Mel Program 
further reduced the chances of achieving this objective. 

3. Increase the Amount of Prosecutor Case Contact on Serious Cases 
Prior to Judicial Proceedings. This evaluation concluded that there was 
no major change introduced by Mel to increase the amount of police
prosecutor post arrest contact. The program featured a procedure whereby 
officers (patrol and'investigators) were required to meet with prosecutorial _ . . .~.-. - . - .. . .. . 

screening persennel ~'/ithin 7-17 days following the arrest to review all 
elements of"the case. This procedure 'W'aS''' never fully implemented d~e to 
communication and logistical problems between the police agency and the 
State's Attorneys Office. 
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4. Increase the Use of Prosecutor Feedback in ease Preparation. The 
Mel Program attempted to establish a more fonnalized and consistent methQd 
of obtaining case feedback on felony cases. This was desired to apprise 
the individual officer of case dispositions, to' identify policy or 
procedural difficulties, or pinpoint training-rleeds in the investigative process. 
This objective was never actually achieved. The Department developed a 
case feedback form to contain prosecution and disposition decisions, but 
this was never used consistently. Technical problems with the form regarding 
techni ques of entering the data and, more imporia-ritly, 1 ack of support 
from the State's Attorneys Office in articulating reasons for decisions 
prevented this form from being utilized effectively. 

The Mel Monitoring System 

This component was the final program link in the Mel system. It was 
envisioned as a tool to inform management on a regular basis of strengths 
and weaknesses in other program areas. Three specific objectives were. 
developed for this component. The evaluation findings for each are 
summarized below: 

1. Establish a I~Jnitoring System for the Criminal Investigation Function 
Based on MBO Principles. The initial impetus to develop an MBO based 
monitoring system was premised on the Department's experience with a 
broader, organizational focus on MBO. At the time MCI was initiated, the 
Department was involved in an overall organizational MBO development process. 
It was anticipated, therefore, that MCI would be incorporated into this 
system. Unfortunately, the agency wide MBO process never reached fruition. 
The MCI Program consequently was required to devise its own unique MBO 
formatted monitoring system. This system was devised by manually coding 
data on a variety of investigative activities and outcomes from a 
stratified sample of Part I cases, computerizing the data and analyzing 
results. Management was informed at periodic intervals of trends in Mel 
implementation progress and outcomes. This monitoring system can be best 
described as an executive and management level based infonnation tool. 
Very little infonnation was generated and distr'ibuted to supervisory and 
line levels due to resource constraints. 

2. Collect and Analyze Data on Investigative Outcomes, Activity· 
and Productivity. The MCI monitoring system incorporated data on 
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,:",:, investi gati ve outcomes, acti vity and producti vity. The four separate 
operati.cmal components of t4CI (preliminary investigation, case, screening, 
c'ontinUing investi'gati on and pO,l i ce-prosecutm' rel at; ons) were incl uded 
in thi,s system with appropriate data elements included for each. Data 
were collected manually and interpreted bya staff of three personnel 
situated ;~the Research and Planning Division. This group included ~he 
MCI Prog~am Evaluator and two staff assistants. No ongOing mechanism 

.df analyzing these data elements was incorporated into the regOlar 
management reporting system once the MCI grant was completed,. 

3. Interpret Analyses for Program Personnel. Thi s objective was 
implemented through analyses of MCI program strengths and weaknesses. 
Results were dissemi nated through the preparati on of management reports 
and the scheduling of special briefings for executive personnel (e.g., the 
Chief of Police, the Special Assistant to the Chief of Police, the 
Commander of Field Services) and MCI management personnel (e.g., the 
Silver Spring District Commander, MCI Director, MCI Case Screener/ 
Investigative Coordinator). Such analyses on several occasions resulted 
in modifications to program strategy, or the initiation of a new program 
activity. 

Mel Program'Impact 

The overall collective impact of the Me! Program was evaluated by 
tracking clearances by arrest, total clearances, prosecutions and convictions. 
Results for the latter two of these program measures were summarized in 
the previous discussion of the police-prosecutor relations component of 
the MCI Program. Findings pertaining to arrests and clearances are 
summarized in the following. 

1. Clearances by Arrest. An analysis of yearly clearances by 

arrest in Silver Spring and the control area for the experimental year 
and three years preceding inplementation demonstrated that there was 
vit'tually no c'hange in either group for the total number ,of Part I crimes 
sampled. (Cleal~ance by arrest rates varied from 9% - 12% in Silver Spring 
and from 11% - 13% in the control area). Similarly, there were no statis
tically !'\ignificant differenCes in arrest rates for the total year for 
any specific crime type. A decr~ase in rape arrests 'I,as noted in both 
Silver Spring and the control area. Th~re were too few arrests included 
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in the sample, however, to derive conclusive interpretations regarding 
these decreases. 

It was concluded that for all crime types, as well as total crime, 
there were only two statistically significant increases in quarterly 
arrest clearances for Silver Spring and no statistically significant changes 
in the control area. Quarterly arrest rates were pred';cted for the 
experimental year using a linear regression formula based on monthly data 
for the three years preceding MCI implementation. The only statistically 
significant changes (defined as instances where actual values either were 
greater or less than predicted) occurred in Silver Spring during the 
first quarter of the evaluation year. This district cleared by arrest 
a significantly greater percentage of burglaries and total crimes sampled 
than predicted during this quarter. 

This same regression analysis demonstrated that for the total year 
the observed arrest rate in Silver Spring exceeded the predicted value' 
for all crimes analyzed with the exception of robbery. In the control 
area, the observed value was less than predicted for all crimes analyzed. 

A trend in robbery arrest rates in Silver Spring coincided with the 
implementation of the MCI Program. This was the only crime for \'Jhich 
any specific trend could be identified in either Silver Spring or the 
control area. There was a definite positive trend in arrest rates for 
robbery beginning with the second quarter of 1977 (the quarter in which 
MCI was implemented). This trend continued through the first quarter 
of 1978. Observed clearance by arrest rates exceeded predicted values 
(by considerable percentages) throughout this time period. The trend 
did not continue throughout the remaining months of the MCI evaluation 

year. 
2. Total Clearances. The same methodology was utilized in assessing 

total clearance (arrest or exception) ratios for Silver Spring and the control 
area. This analysis indicated that there were no statistically signifi-
cant chang~s in clearance rates during the experimental year in either 
Silver Spring or the control area. In terms of overall crime, there was 
very '1 itt1e difference among the four years sampled in either group. 
There was a slight decrease in robbery clearances in Silver Spring during 
the experimental yeai~and a sl ight decrease in clearances for aggravate-d 
assault in the control area. These were the only variations which could 
be observed. 
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The linear regression of quarterly clearance rates indicated that 
fhe Silver Spring District produced statistically different clearance rates 
during three specific quarters of the evaluation year, although no 
statistically significant changes were observed for the total year. These 
changes were as follows: quarter 1 (Oct-Dec 1977) - a greater percentage 
of burglary cases were cleared than predicted; quarter 3 (April-June 1978) -
a greater percentage of aggravated assaults were cleared than expected; 
quarter 4 (July-Sept 1978) - a smaller percentage of total crimes sampled 
was cleared than expected. 

This analysis demonstrated that exceptional clearance rates were 
observed for only one quarter in the control area. During the second 
quarter of the evaluation year (Jan-March 1978), the percentages of 
aggravated ~~saults, .b~rg1aries and total c~ime sample~ actually cleared was 
less than expected. 

Since significant differences were noted in only unique quarters for 
specific crime types, it is not possible to conclude that the MCI Program 
had any significant impact on clearance rates. 

Organizational Implications 

Two final objectives were to be achieved through the decentralization 
of the investigations function. Each of those is discussed briefly below. 
In addition, a summary of the organizational impact of MCI (on the Silver 
Spring District and other units) is presented. Finally, recommendations 
for adoption of benef-icial aspects of the MCI Program are summarized. 

1. Establish Improved Working Relationships Between Patrol and 
Detective Units. This evaluation enumerated several examples whereby 
improved working relationships between patrol and de~ective units were 
enhanced through decentralization. The close working proximity~ common 
goals and objectives,and mutual understanding of each function were 
facilitated by the organizational structure introduced under the MCI Program. 

2. lmprovethe Overall Productivity of the Criminal Investigation 
Function. The MCl Program introduced several changes designed to achieve 
greater efficiency in the investigative process (e.g., not requirin~ 
detecti Yes to re-contact vi ctims on unworkable cases, encouragi ng patrol 
officers to focus specifically on solvability information in the follow-up 
investigation., involving patrol officers in th.e follow-up investigation 
to free investigator time to work on more d~fficult assignments). Increased 
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effectiveness is mDre difficult to. demDnstrate althDugh certain examples 
may be cited (e.g., the imprDved Dn-scene arrest rate by Silver Spring 
Dfficers cDrrelated to. imprDved data cDllectiDn effDrts in the initial 
investigatiDn). 

Overall prDductivity thus was enhanced through MCI, although impact 
data indicate little change in performance rates. In this respect, one 
criteriDn of improved productivity (improved efficiency) can definitely 
be identified whereas the secondary criterion (improved effectiveness) 
cannDt be illustrated except in certain instances. The ultimate conclu
siDn to be derived, therefore, is that MCI resulted in an improved 
utilization of resources with minimal impact on performance. This cDnclu
siDn must be interpreted in the proper context. The MCI Program introduced 
several needed changes in the management of investigations (to. better 
utilize persDnnel and apply a systemmatic management process). These 
organizational improvements had no major, discernable impact (either 
positive or negative). Thus, the beneficial changes introduced caused 
the Drganization to be more efficient and at the same time achieve relatively 
similar perfDrmance levels. 

3. Departmental Adoption of the MCI Program. Sufficient evidence has 
been presented to jus tify departmental adopti on of the MCI PrDgram. Two 
factors should be considered in making this decision. First, careful 
attention should be given to implementing the MCI systems view of 
managing the investigative process. Secondly, consideratiDn should be 
given to determining the ultimate benefits of decentrali~ation on the 
effective implementation of an MCI system. 

In terms of this first factor, evidence suggests that many MCI concepts, 
particularly those concerning case screening and case management have 
already been adopted by the central investigations units. These Ul1-its 

cDuld adDpt a well cDnceived MCI Program with Dnly limited additiDnal 
wDrk. There wDuld be little negative impact Dn the"se unifs prod"uced by· 
implementing a centrally based MCI system. Cert~in oth~rchan~es 

wDuld have to. be intrDduced in the patrDl function and the pDlice-prDsecutDr 
cDmpDnent to. cDmplete implementatiDn under this approach . 

. In analyzing these changes and carefully cDnsidering the MCI 
experience for these cDmpDnents, as well as case screening and case 
management, it was cDncluded that MCI can best be implemented under a 
decentralized structure. The emphasis Dn effective patrel-detective 
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working relations, the necessity for quick turnaroun~ in cas~. 

screening, the need for investigator knowledge of the community, and the 
importance of involvement of patrol officers in investigations (from the 
perspective of the MCI rotation and the assignment of cases to patrol 
officers), among other justifications, emphasize the need for decentra
lization. For these reasons, it is recommended that the current Crimes 
Against Property and Crimes Against Persons Divisions be disbanded and 
that MCI units be established at each of the district stations. These 
units should be responsible to the patrol district commander to further 
assure consistent application of the MCI concept. 

It is reco!11mended that a Major Crimes Unit be retained in headquarters 
to handle all death investigations and rapes, and other serious crimes 
that necessitate cross district cooperation in investigations. The 
rationale for this recommendation is based on (1) expertise and (2) 
workload iffipact. Because death investig~tions and rapes require a greater 
investment of investigative resources and more refined investigative 
skills, it would be beneficial to assign such cases to the specialized, 
centralized unit. 

A centralized coordination unit should also be situated in the Major 
Crimes Unjt to analyze case patterns and trends in the district stations 
and supervise cases with cross district trends. 

The district wide MCI units should be staffed according to workload. 
In this regard, more investigators would likely be located in certain 
station~ than in others. This investigator pool, moreover, could be 
further reduced by formally adopting a county wide policy of involving 
patrol (:)~"ficers in follow-up investigations. 
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CHAPTER I 

PROGRAM OBJECTIVES AND 
EVALUATION METHODOLOGY 

~roject Development and Description of Program Goals and Objectives 

In November 1976, the Montgomery County Department of Police received 
from the National Institute of Law Enforcement and Criminal Justice of 
LEAA an eighteen month grant to implement and evaluate a demonstration 
program designed to improve the management of criminal investigations. 
The program was spurred by several nationally reknowned research projects 
in the area of criminal investigations. Chief among these programs were 
innovations and research projects undertaken by the Rochester, New York 
Police Department, the Multnomah County, Oregon Police Department, the 
Stanford Research Institute, and the Rand corporation. l C~llectivelY, 
these studies and programs brought to the attention of police administra
tors throughout the country and in this department the need for improve
ments in the managem2nt of criminal investigations. LEAA, upon realizing 
this need, formulated the MCI program. 

Upon receiving this grant, this department initiated an analysis of 
the criminal investigation function. With the assistance of the University 
Research Corporation, LEAA's technical assistance contractor for the MCI 
program and selected consultants hired by this department, the MCI Project 
Director and other members of the MCI program team embarked upon a 
deveiopmentai process to structure a viable and innovative program. 
Critical to this process was the input provided by four task forces, each 
with specific program development responsibility. These task' fQrces were": 

lFor reference to these studies and programs, see a source listing 
at the end of this chapter. 
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1. The MCI Task Force on the Establishment of Case Screening 
Criteria and the Development of a "Screening Model Report 
Form Based on Perti nent Sol vabil ity Factors. II 

2. The MCI Task Force on liThe Improvement of Post Arrest 
Investigative Processes Through Establishment of Police/ 
State's Attorney Coordination/Cooperation Feedback System." 

3. The MC! Task Force for "Designing a Formalized Training 
Program Specifically Tailored to Investigative Techniques 
with Emphasis Placed on Reaching and Maintaining an 
Acceptable Level of Proficiency in the tonduct of 
Preliminary and Follow-Up Criminal Investigations." 

4. The MCI Task Force for IIDesigning an Internal MCI Project 
Monitoring System to Monitor and Evaluate Project Performance. II 

Each of these task forces was structured to provide a broad spectrum 
of input and recommendations. Representatives of patrol and investigations 
units were included on each task force. Those task forces with specific 
functional responsibility beyond the scope of police operations, such as 
the task force on police-prosecutor coordination/cooperation and the task 
force on internal monitoring also included members of non-operational 
units with particular responsibility for implementing the specific task. 
For example, the police-prosecutor group consisted of two members of 
the States Attorney's Office and the Departmentls States Attorneys 
Liaison Officer. Similarly, the monitoring task force included repre
sentati ves of the County's Management Informati on Servi ces Off; ce - that 
unit specifically charged with providing information system support for 
the department. 

These four distinct task forces met throughout the first few months 
of the grant to discuss and develop the key components of the MCI program. 
These groups received direction and coordination from an advisory group 
refer'red to as the IIMer Project Task Force.1! This group consisted of 
the. di rectors of the two major operati onal bureaus within the department. 
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Criminal Investigations and Patrol, the commander of the Administrative 
Services Bureau, all key MCI project personnel including the Project 
Director, the Project Coordinator (Commander of the Silver Spring District), 
the Program Evaluator and Case Screener, as well as the Special Assistant 
to the Chief of Police and the Director of Research and Planning. These 
discussions culminated with the production of the MCI Program Plan 
approximately six months after the grant was initiated. 2 The level of 
task force activity was reduced from this point forward although the 
"Monitoring Task Force" and the "MeI Project Task Force" continued to 
meet periodically.3 

The MCI program was thus structured with five distinct components. 
These components were: (1) Enhancement of the Patrol Role; (2) Case 
Screening; (3) Managing the Continuing Investigation; (4) Police-Prosecutor 
Relations; and (5) the Monitoring System. The interfacing of these compon
ents was described in the Program Plan. 

The goal of the Mcr program was to increase the number of arrests 
for serious crimes that are prosecutable and ultimately lead to a 
conviction. This goal was to be achieved through a management process 
designed to produce both increased quantity and"qualftj fn fnvesfigative·_···· 
operations. 

The overall goal itself, was broken down into six separate sub-goals. 
The sub-goals \'/ere then further defined and qualified by individual sets 
of objectives and sub-objectives listed in the following. This listing of. 
sub-goals and objectives also includes the various activities and tasks 
involved in implementation. Individual activities in many cases 
aided in the achievement of more than one objective and cannot, therefore, 
be directly linked to a specific objective or goal. 

2The final Program Plan was submitted to LEAA iQ September 1977 
together with an evaluation design. 

3The "Mo'nitoring Task Force" met at regul ar interval s (usually monthly) 
to review evaluation findings and develop recommendations for program 
modification. The Mcr Project Task Force met periodically to review 
grant milestones and task activity. 
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Sub-Goal I: To improve the patrol function in both preliminary and 
follow-up investigations through increased investigative 
responsibilities. 

Objectives: A. Improve the preliminary investigation data collection 
process. 

(1) Collect data not presently collected by patrol. 
(2) Establish guidelines not now readily available 

to aid the officer in conducting the preliminary 
investigation. 

B. Reduce redundancy in the investfgati ve process between 
the patrol and detective functions. 

C. Increase patr'ol involvement in follow-up investigation 
processes. 

D. Increase the effectiveness of the patrol function in 
the investigative process. 

(1) Increase the number of arrests made by patrol. 
(2) Increase the number of case closures made by patrol. 

E. Increase patrol officer motivation to be involved in 
the investigative process. 

Activities: 1. Define new patrol function responsibilities. 
2. Design a new event report to guide preliminary investi

gation data collection activities and identify case 
solvability. 

3. Train patrol officers in new investigative responsibilities. 
4. Train supervisors in new patrol responsibilities. 
~. Train investigators in the use of new report forms. 
6. Train patrol officers in the use of new report forms. 
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7. Refine procedure for collecting information on time 
devoted to preliminary investigations. 

8. All ocate time for patrol offi cers to conduct more 
complete preliminary investigations and follov/-up 
investigations. 

9. Assign patrol officers to Managing Criminal 
Investigations on a periodic basis to learn 
investigative techniques and gain experience. 

10. Assign cases to patrol officers for follow-up 
investigations on an as needed basis. 

Sub-Goal II: To improve the process of selecting cases for further investi
gation through the design and implementation of a case 
screening system. 

Objectives: A. Reduce the number of cases assigned for follow-up 
investigation. 

B. Identify as qui ckly as possi ble for re-entry cases 
previously defined as unsolvable which are re-defined 
as potentially solvable. 

Activities: 1. Establish and define the responsibilities of a case 
screening position. 

2. Designoa case screening system based on solvability 
factors, urgency for action and identified crime patterns. 

3. Prepare and print case screening forms. 
4. Define procedure for re-entering suspended case§. 
5. Screen cases and suspend cases which do not initially 

merit further investigation. 
6. Define procedure for assigning patrol officers to 

follow-up investigations. 
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Sub-Goal III: To improve the management of cases assigned for follow-
up investigation through the desi~n and implementation of a 
case management system. 

ObjectJves: A. improve performance within the follow-up investigation 
process. 

(1) Increase arrest rate per case. 
(2) Increase case closure rate per case. 

B. Reduce the time period between assignment of a case 
and case closure. 

(1) Increase the number of case suspensions made 
within a ten day period from assignment for 
unsolvable cases. 

(2) Increase the number of case suspensions made 
after a ten day period from assignment. 

Activities: 1. Train investigators in methods of using solvability 
factors. 

2. Assign cases by priority ~<; determined through case 
screening. 

3. Implement a system for on-going review of assigned 
cases based on established reporting and review dates. 

a. Set suspense dates for different types of cases, 
b. Collect data on case assignments and outcomes. 

Sub-Goal IV: To increase the quality of case preparation and investigations 
through improved police-prosecutor relationships. 

Objectives: A. Increase the number of cases accepted for prosecution. 

B. Increase the number of cases resulting in a conviction. 
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Activities: 

Sub-Goal V:. 

Objectives: 

C. Increase the amount of police prosecutor case contact· 
on serious cases prior to judicial proceedings. 

D. Increase the use of prosecutor feedback in case 
preparation. 

1. Determine case elements necessary for a successful 
prosecution. 

2. Prepare a checklist listing those elements of an 
investigation necessary for successful prosecution. 

3. Establish a system for conducting conferences within 
ten days of arrest between investigators' and prosecutors 
on all felony cases. 

4. Train police officers in important elements of case 
necessary for prosecution. 

5. Develop a system for informing officers of case 
disposition and reasons for the disposition. 

To improve the criminal investigation process through 
decentralization of the detective function. 

A. Establish working relationships between patrol and 
detective units. 

B. Improve the overall productivity of the criminal 
investigation function. 

(1) Increase the number of arrests. 
(2) Increase the number of case closures. 
(3) Increase the case acceptance rate for prosecution. 
(4) Increase the number of convictions for serious crimes. 
(5) Increase the efficiency of the investigative process-.-
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Activities: 1. Decentralize the detective function. 
2. Select those individuals for decentralized assignment. 
3. Define new investigative responsibilities. 
4. Train investigators in their new responsibilities. 
5. Schedule visits by investigators to roll-call sessions. 
6. Jointly assign follow-up cases to patrol officers and 

investigators. 

Sub-Goal VI: To promote the successful performance of other project 
components through the design and implementation of a 
monitoring system. 

Objectives: 

Activities: 

A. Establish a monitoring system for the criminal 
investigation function based on MBO principles. 

B. Collect and analyze data on investigative outcomes, 
activity and productivity. 

C. Interpret analyses for program personnel. 

1. Define data requirements to be incll l ded in monitoring 
system. 

2. Identify data sources. 
3. Develop reporting format for the monitoring system. 
4. Establish computerized system for reporting monitoring 

information. 
5. Implement monitoring system in accordance with MBO 

framework. 

Specific details concerning methods of imolementing these objectives 
are addressed further in the applicable chapters of this report. Each 
component of the MC! program is evaluated using this matrix of goals and 
objectives as a guideline. 
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As an overview of how these goals, objectives and activities are 
inter-related the Mel program staff, with the assistance of the Urban 
Institute, the National Mel program evaluation contractor, formulated 
an Mel program model. This flow chart, which appears as Figure 1-1 
in this chapter, delineates the linkages between.al1. program components 
except monitoring in operational terminology. The monitoring process is 
depicted in a similar flow chart appearing in Chapter 6: The Monitoring 
System. 

Figure 1-1 is also useful in depicting case processing methodology 
under the MCI concept. This flow chart depicts the typical case flow 
originating with the initial ca11-for-service and terminating with police
prosecutor interface in preparing a case for judicial processing. 

program Implementation 
To test these intended changes in investigations management, the 

Department opted to implement the MCI program in one district only for 
an experimental period. The Silver Spring District was selected for 
pilot implementation, primarily because of its high crime rate. It 
was determined that it would be most beneficial to allow program per-· 
sonne1 to work out the- bugs in· the pro'gram and eval uate resu1 ts before 

any serious contemplation were given to countywide implementation. 
The program was formally implemented in the Silver ·Spring"-nistri ct 

in June 1977. It was initially to remain in operation for a twelve month 
experimental period wherein the final evaluation of its benefits would be 
made and the progr-am would either be terminated or implemented throughout 
the remainder of the Department. Delays in hiring the Program Evaluator, 
finalizing the program eva"luation design, as well as receiving formal 
start up approvals from LEAA pushed back this timetable. The evaluation 
year started October 1, 1977 and was completed September 30, 1978. 

Evaluation Methodology 
During the latter stages of the MCI program planning period, the 

Department employed a full time evaluator to work with project personnel 
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in formulating an evaluation design and establishing a monitorHigsystem 
to provide feedback to program personnel on the degree to which project 
goals and objectives were achieved. The evaluator also assumed primary 
responsibility for completing the final evaluation of the program. 

To accomplish these tasks the evaluator and members of the MCl 
1I~1onitoring Task Force ll developed an evaluation matrix which depicted 
the elements of the evaluation design. 4 These same data elements formed 
the basis of the monitoring system which is discussed further in Chapter 
6 of this report. This matrix, which is included as Figure 1-2 appearin'g at 
the en-d of this chapter, was modffied throughout the, project, but dio remain 'as-

the foundation, for this evaluation. Alterations to this matrix are-explained 
:', 

in the pertinent chapter of this report. 
Several data sources were used as referenced in Figure 1~2, in complet~ 

ing the evaluation. The primary sources were: 

(1) Data derived from a monitoring sample of selected Part I cases 
(homicide, rape, robbery, aggravated assault, burglary and 
larceny over $500) for a twelve month evaluation period begin
ning October 8, 1977 and terminating October 7, 1978. Cases 
were sampled from both the Silver Spring District and a pre
selected control area consisting of nine beats from the 
three remaining police districts. 

,(2) Several pre-implementation data extracted from the Department's 
automated data base. Comparable samples to the above referenc~d 
monitoring sample of reported crimes were selected from this 
database for the three year period of October 1974-September 
1977. Also extracted from computer based files were disposition 
data for prior years. 

--:-----------_ .. ,,,.... ------4 
The evaluation design wa.'s finalized in conjunctioif with the program plan 
and presented to LEAA in September 1977. 
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(3) Data collected in a police officer attitude survey conducted 
in January - February 1978 with a sample of Silver Spring . 

. officers and a matched sample of officers from other patrol and 
investigative units. 5 

(4)' Data collected from a victim survey for both a pre-Mel-implementa
tion period and ~ period subsequent to implementation. This 
survey included random samples of victims of burglaries and 
larcenies. It was designed primarily to assess victim 
perceptions of differences in complaint processing attributed to 
the Mel program. 6 

These variety of data sources were combined in many instances to 
provide diversified measures of particular program objectives. It was 
essential to collect such varied data since the Mel project intended. 
to affect officer morale and working relationships, as well as opera~ional 

procedures. The measure of victim perceptions was dictated by the need to 
determine what affect, if any, chang~.? in operational procedures ha.s on 
client perceptions. Collectively, these measures yield a comprehensive 
assessment of this program. 

It was decided to use a control area to provide a comparison 
. between the Si 1 ver Spring Di stri ct and the remai nder of the Department. 
Neither of the other three districts in the Department resembled Silver 
Spring in crime rate, geography, population, or socio-economic character
istics. The only means of comparing Silver Spring to non MCI operational 
units, therefore, was to select a control area consisting of several beats 

___ from Qth~r di.sJricts. 
This decision:was favorable for one additional reason. The selected . .. 

control beats were not publicized throughout the Department. They 

5 
The complete results of this survey were analyzed in a report entitled 
Managing Criminal Investigations Police Officer Attitudinal Survey. 
This report was printed in December 1978. Several findings are 
integrated in this evaluation report. 

6The victim survey results were never formally examined in a document. 
Descripti.ve results are included. however, as Appendix I to this evaluation 
report. 
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were only discussed by members of the evaluation team and the "Monitoring 
Task Force". This prevented any unnecessary bias in sampled data. It 
would not have been possible to absolutely assure the lack of such bias, 
if an existing district had been chosen for a control area. 

The control area beats were selected by first comparing crime 
statistics for a variety of nine beat areas. Upper county beats were 
excluded from this selection since they were too distinctive with re~pect 
to crime, population and geography. Once the number of samples was 
narrowed to a relatively small group, socio-economic data were compiled an~ 
contrasted for all remaining beat combinations. These data were extracted 
from the 1970 Washington, D.C. SMSA Census of Population and Housing. 

After applying the possible groupings of beats through several 
fitness tests, which are described in detail in the MCI Evaluation 
Design published in September 1977, a control area was selected. Initially, 
the control area was to include three beats from each of the other three 
districts. The following nine beats and their respective districts 
constituted this control area: 

(1) Wheaton/Glenmont District - Beats 410, 412, and 413 
(2) Bethesda District - Beats 211,212, and 213 
(3) Rockville District - Beats 110, 111, and 113 

This selection, however, was modified prior to collecting data for 
the twelve month evaluation year. The three Rockville District beats 
were located in the city of Rockville. At the time MCI was implemented, 
this city's police department and the county police were experimenting 
with a burglary crime prevention program. This presented an opportunity 
for bias in data analysis since such crimes were processed differently 
than cases forwarded to the centralized Crimes Against Property 
Division. One alternative Rockville beat, located in the city of 
Gaithersburg, was selected as a replacement for the three Rockville 
beats. In addition, one extra beat was selected from both the Wheaton/ 
Glenmont District and the Bethesda District. The final control area 
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configuaration thus was structured as follows: 

(1) Wheaton/Glenmont District - Beats 410, 412, 413,and 414 
(2) Bethesda District - Beats 210, 211, 212, and 213 
(3) Rockville District - Beat 115 

While this hypothetical area to Silver Spring does not provide an 
exact match, it does allow for the closest possible comparison in terms 
of crime data and socio-economic characteristics, such as population, 
minority population, income level, education and geography. The existence 
of this control area aided the evaluation team by making it possible to 
control for variations in the above mentioned crime and socio-economic 
characteristics when making comparisons between Silver Spring and the 
remainder of the Department. 

To control for fluctuations in crime rates, a sampling design was 
created for the collection of monitoring data from both the Silver Spring 
District and the control area. It was used because of the need for 
ongoing analyses and feedback. It would not have been possible to 
provide feedback if all reported crimes were coded and analyzed due 
to the volume of data. 

As discussed in Chapter 6, data on all phases of the MCI program were 
tabulated, analyzed and computerized throughout the evaluation year. 
Data for specific crimes were coded as they became available. Information 
on specific activities undertaken by follow-up investigators, therefore, 
were extracted from supplementary reports, analyzed and added to the 
initial case through automated data processing. This process by necessity 
demanded the investment of numerous manhours. Thus, it was imperative 
that only a small, and yet representative number of cases be selected for 
monitoring. The sampling design was prepared to allow for a representative 
number of cases and at the same time facilitate expediency in data collection 
and analysis. 

The specific sampling design attempted to' match crime rates in 
Silver Spring and the control area by accounting for variations in past 
yearly data. The selected proportions were based on reported crime data 
for calendar year 1976. The proportions that were chosen are set forth below. 
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SILVER SPRING CRn1E CONTROL AREA 
100% Homicide 100% 
100% Rape 55% 

45% Robbery 100% 
84% Aggravated Assault 100% 
50% Burglaries 43% 

100% Larceny Over $500 100% 

This sampling allowed for representativeness in all crime categories. 
The number of crimes sampled for the entire year for each group are 
specified in Chapter 7, "NCI Program Impact.". In addition, references 
are made to the number of specific crimes sampled in discussions ,of MCI' 
program components. 

The following chapters analyze the results of tracing these cases 
and analyzing several measures of efficiency and effectiveness. Together 
with other data sources, this information provides a three-fold evaluation 
of the MCI program: 

(1) Program Evaluation - This form of evaluation, as used in this 
report, indicates whether the intended program activity was 
ever implemented. Such an evaluation was based on several 
data inputs, such as personal interviews, and on quantitative 
information, such as the amount of information gathered in the 
preliminary investigation. In essence, it provides a basis 
for determining if what was supposed to happen actually did take 
place. It is used in the evaluation as a means of determining 
if the several MCI program objectives were, in fact, implemented. 

(2) Impact Evaluation - This form of evaluation was used to ascertain 
the ultimate results of implementing certain changes. It 
provides a mechanism for analyzing the outcome of new operational 
changes and other internal police agency changes. In terms of 
this report, impact is measured from a strictly case processing 
context as stipulated in the program goals. Impact is defined as .-. 
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any change in clearances by arrest, total clearances, prosecutions 
and convi cti ons. Impact measures I.<lere also def; ned as 
perception/attitude changes among officers and citizens. 

(3) Process Evaluation - This form of evaluation w&s used to 
measure the relationship between the achievement of program 
objectives and the impact of such change. It informs the 

, 
policy maker if there is any reasonable cause to believe 
that the change in policy or procedure actually produced the 
desired result. To illustrate, a process evaluation describes 
the relationship between accomplishment of a specific objective 
such as improved data collection by patrol and increased 
arrests by patrol. 
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FIGURE 1-2 

DATA COLLECTION/EVALUATION DESIGN MATRIX 

1-17 



FIGURE 1-2 

DATA COLLECTION/EVALUATION DESIGN Ml\TRIX 

SUB-GOAL I: TO IMPROVE THE PATROL FUNCTION IN BOTH PRELIMINARY AND FOLLOW-UP INVESTIGATIONS THROUGH INCREASED INVESTIGATIVE RESPONSIBILITIES 

OBJECTIVES 

A. Improve Preliminary 
Investigation,Data 
Collection Process 

--' 
I 
--' 
(Xl 

MEASURES 

1. Amount of Data 
Collected During Pre~ 
liminary Investigation 

2. Thoroughness of Pre
liminary Investiga-
tion . 

DATA 

Frequency of Identifi
cation of Traceable 
Property 

Frequency of Identifi
cation of Physical 
Evidence 

Frequency/Value of 
Property Recovered in 
Preliminary Investiga
tions 

Amount of Investiga
tive Activities Con
ducted during Pre
liminary Investiga
t ions; Witness 
Identification, De-
scriptions; Stolen 
Property Identified; 
Recovered; Vehicle 
Information; !1.0. 
Identification 

Number of Event 
Reports Returned for 
Further Investiga-
tion/Information 

DATA SOURCE(S) 

Event Reports/Supple-
mental Reports 

Event Reports/Supple-
mental Reports 

Event Reports 

Event Reports 

Event Reports 

Number & Frequency Event Reports 
of Patrol Classifica-
tion Changes by 
Detectives 
Number Follow-Up In- Event Reports/Supple-
vestigation Reports mental Reports 
Not Containing New 
Information 

·EVALUATION METHODOLOGY 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Bet~een Experimental & Control 
Districts 

,. 

Comparison Between Experimental ~ Control 
Districts 

Comparison Beb!een E'xperimental & Control 
Districts 

Comparison Between Experimental & 'Control 
Districts 
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SUB-GOAL 1 (CONT.): TO IMPROVE THE PATROL FUNCTION IN BOTll PRELIMINARY AND FOLLOW-UP INVESTIGATIONS THROUGH INCREASED INVESTIGATIVE RESPONSIBILITIES 

OBJECTIVES 

B. Reduce Redundancy fn 
Investigative Process 
Beb/een Patrol & 
Detective Functions 

C. Increase Patrol In
volvement in the 
Investigative 
Process 

D. Improve Patrol Func
tion Performance in 
Investigative Pro
cesses 

E. Increase Patrol 
Officer Motivation To 
Be Involved in the 
Investigative Process 

MEASURES 

1. Preliminary Investiga
tion Activities Re
peated by Detectives 
during Follow-Up In
vestigations 

1. Patrol Function In
volvement in Investi
gations 

1. Numbers of Arrests by 
Patrol 

2. Number of Case 
Closures by Patrol 

1. Patrol Officer Role
Perception of the 
Investigative-Process 

DATA DATA SOURCE(S) 

Amount of Investigative Event Reports/Supple-
Activities Conducted by mental Reports -
Patrol & Replicated by 
Detectives: Witness 
Identification, Inter-
views; Suspect Identi-
fication, Description; 
Stolen Property Identi-
fied, Recovered; 
Vehicle Identification, 
M.Q. Identification 

Number of Cases Assign- Investigation ASSignment 
ed to Patrol for Files/Event Reports 
further Investigation 

Percentage of Time 
Spent by Patrol in 
Investigative Activi-
ties 

Number/Frequency/ 
Arrests and I~arrants 
Issued 

Nwnber/Frequency/ 
cases cleared/Type 
clearances, Cases 
Accepted for Prose
cution, Convictions 
Patrol Officer Atti-

-tudes Toward: Prelimi
nary Investigative 
Process; Relationships 
with Detectives; Prose
,:ution Processl Impor
tance of Job, uuties 
and Responsibilities 

Event Reports/Investiga
t-Ive Assignment Files 

Event Reports/Investiga
tive Assignment Files 

Structured Questionnaire/' 
Structured Interview 

EVALUATION METHODOLOGY . 

Compari~on Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Di stricts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Cor,trol 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 



SUB-GOAL II: TO IMPROVE THE PROCESS OF SELECTING CASES FOR FURTHER INVESTIGATION THROUGH THE DESIGN AND HIPLEMENTATION OF A CASE SCREENING SYSTEM 

OBJECTIVES MEASURES DATA DATA SOURCE(S) EVALUATION METHODOLOGY 

A. Reduce the Number of 1. Number/Frequency of Number/Frequency an~ Investigation Assignment Comparison Between Experime~tal & Control 
Cases Assigned for Cases Assigned for Types of Cases Assign- Files Districts 
Follow-up Investiga- Further Investigation ed for Follow-up In-
tion vestfgatfon 

2. Number/Frequency Cases Number/Frequency of Event Report/Investiga- Comparison Between Experimental & Control 
Recommended for Follow- Cases with Demon- tion Assignment Files Districts 
up Investigation by strated Solvability 
Patrol Suspended Early Potential Suspended 

Early 

8. Identify as Quickly as 1. Number/Frequency Cases Number/Frequency of Investigation Assignment Comparison Between Experimental & Control 
Possible for Re-entry Re-entered Following Cases Re-entered for Files Di stricts 
Cases previously Oe- Early Suspension Follow-up Investiga-
fined as Unsolvable tion 
Which are Re-defined 
as potentially 
solvable 

-' 
I 

2. Time Lapse Between Re- Date of Re-entry/Date Investigation Assignment Comparison Between Experimental & Control N 
0 entry of r.ase and of New Information Files/Structured Inter- Districts 

Identification of New Obtained views 
Information 



SUB-GOAL I I I : TO IMPROVE THE QUALITY OF FOLLOW-UP INVESTIGATIONS THROUGH THE DESIGN AND HlPLH1ENTATION OF A CASE MANAGEMENT SYSTEM. 

OBJECTIVES MEASURES DATA DATA SOURCE(S) EVALUATION ~£THODOLOGY 

A. Improve Perfonmance 1. Arrest Rate Per Number/Frequency/ Event Reports/Investiga- Comparison Between Experimental & Control 
Within the Follow-up Cases Assigned Arrests tive Assignment Files Districts 
Investigation Process 

2. Closure Rate Per Number/Frequency/Cases Event Reports/Investiga- Comparison Between Pre and Post Imple-
Cases Assigned Cleared/Type Clearances, tive Assignment Files mentation Periods in Experimental District 

Cases Accepted for 
Prosecution, Convic-
tions 

B. Reduce Time Period 1. Investfgative Time Average Investigative Investigative Assignment Comparison Between Experimental & Control 
Between Assignment of Spent Per Case Prior Per Case Prior to Files Districts 
a case and case to Closure or Sus- Closure or Suspension 
Closure pension 

2. Nurnbe"/Frequency of Number Frequency & Investigation Assignment Compari,son Between Experimental & Control 
-' Cases Susp:!Oded Types of Cases Sus- Files Districts 
I Within 10 days of pended Within 10 N 

,. 
..... Assignment days of Assignment 

3. Humber/Frequency of Number Frequency and Investigative Assignment Comparison Between Experimental & Control 
Cases Suspended after Types of Cases Sus- Files Districts 
10 days of Assignment pended after 10 days 

of Assignment 



SUB-GOAL IV: TO INCREASE THE QUALITY OF CASE PREPARATION AND INVE~TIGATIONS THROUGH IMPROVED POLICE-PROSECUTOR ~ELATIONSHIPS 

OBJECTIVES MEASURES DATA DATA SOURCE(S) EVALUATION METHODOLOGY 
A. Increase the Nulli>er of. 1. Number/Frequency & Number and Types of Arrest Reports/Prosecutor Comparison Between Experimental &·Control 

cases Accepted for Types of Cases Cases Accepted for Feedback Form Districts 
Prosecution Accepted for Prosecu- Prosecution 

tion 

B. Increase the Number of 1. Number/Frequency & Number and Types of Prosecutor Feedback Form Comparison Between Experimental & Control 
Cases Resulting in· Types of Cases Re- Cases Resulting in Districts 
Conviction sulting in Convic- Convicti'ln 

tion comparison Between Pre and Post Implemen-
tation Periods in Experimental District 

C. Increase the Amount of 1. Number. of l'imes Number/Frequency of Investigative Assignment Experimental District Only. 
Police-Prosecutor Case Pol iCt! ri~;~t with Contacts Files 
Contact on Serious Prosecutor Prior to 
Cases Prior to Judicial Judicial Proceedings 
Proceedings 

..... 2 • Elapsed Time Bet~/een Elapsed Time Event Reports/ Investi- Experi.menta 1 District Only 
I Arrest Date and Con- gative Assignment File 

N 
N ference Date 

.. Increas~ the Use of 1. Number of Cases Incor- Number of Times Police Prosecutor Feedback Form Experimental District Only u. 
Prose,c'ltor Feedback in porating Prosecution Receive Case Feedback 
Case Preparation Feedback 

2. Number of Checklist Number and Types of Investigator Assignment Experimental District Only 
Items Completed During Check 11 st Items Files 
Investigation 



. SUB-GOAL V: TO IMPROVE THE CRIMINAL INVESTIGATION PROCESS THROUGH DECENTRALIZATION OF THE DETECTIVE FUNCTION 

-' 
I 

N 
W 

OBJECTIVE 

A. Establish Working 
Relationships Between 
Patrol and Detective 
Units 

B. Improve the overall 
Productivity of the 
Criminal Investfga-
tive Function 

MEASURES 

1. Number of Arrests Made 
on Individual Effort as 
Opposed to Team Effort 

2. Officer Perceptions of 
Cooperation 

1. Increase Number of 
Arrests 

2. Increase Number of 
Case Closures 

3. Increase Case 
Acceptance Rate for 
Prosecution 

4. Increase Number of 
Convictions for 
Serious Crimes 

5 •. Increase Efficiency of 
Investigative Process 

DATA DATA SOURCE(S) 

Number of Arrests Re- Event Reports/Arrest 
sulting from Joint Reports 
Operational Activities 

Survey Data on Per- Structured Questionnaire 
ceived Cooperation 

Number/Frequency of Event Reports/Arrest 
Arrests Reports 

Number/Frequency/Cases Event Repcrts/lnvestlga-
Cleared/Type Clearances tive Assignment Files 

Number/Frequency/Cases Prosecutor Feedback Form 
Accepted for Prosecu-
tion 

Number/Frequency/ 
Conr.;:ictions 

Time Expended Per 
Investigation 

Man-Hour Costs Per 
Investigation 

Prosecutor Feedback Form 

Investigative Assignment 
FOes 

Investigative Assignment 
Files 

EVALUATION METHODOLOGY 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Pre and Post Implemen
tation Periods in Experimental Oistrict 

Comparison Between Experimental & Control 
[)istricts 

Comparison Between Pre and Post Implemen
tation ~eriods in Experimental District 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 

Comparison Between Pre and Post Implemen -
tation Periods in Experimental District 

Comparison Between Experimental & Control 
Districts 

Comparison Between Experimental & Control 
Districts 
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CHAPTER II 

ENHANCEMENT OF THE PATROL ROLE 

One of the primary goals of the MCI Program was an altering of the 
traditional role of the patrol officer in the criminal investigation 
process. Traditionally, the patrol officer within this Department has 
be~n responsible only for report taking" The standard operating procedure 
dictated that the patrol officer respond to an incident, secure the scene 
and complete a preliminary report which oftentimes overlooked, or minimized 
key evidentiary facts. The patrol officer's involvement was discontinued 
once an investigator responded to the scene, or the case was processed 
to the appropriate investigative unit. Any follow-up investigation 
activity was undertaken solely by detectives. 

There were several obvious weaknesses in this procedure. In· 
addition to the problem of patrol officers overlooking information, 
there was an overlap in patrol and investigative roles. Detectives 
frequently were required to re-interview witnesses, modify suspect 
descriptions or duplicate other steps previously conducted by the patrol 
officer. Coupled with this inefficiency was the negative morale factor 
associated with the traditional patrol role. Some patrol officers tended 
to view detectives with disdain. There was a strong sentiment that patrol 
officers would do all the work involved in the investigation and then be 
pushed aside to watch detectives grab the glory associated with making 
an arrest. 

Collectively, these problems were to be addressed by the MCI sub-goal 
of improving the patrol function in both the pteliminary and follow-up 
investigation. This sub-goal was to be achieved through five measurable 
objectives: 

A. 'Improve the Preliminary Investigation Data Collection Process 
B. Reduce Redundancy in the Investigative Process Between the 

Patrol and Detective Functions 
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C. Increase Patrol Involvement in the Follow-up Investigation 
Process 

D. Increase the Effectiveness of the Patrol Function in the 
Investigation Process 

E. Increase Patrol Officer Motivation to be Involved in the 
Investigation Process 

The degree of implementation of each of these objectives with the 
exception of objective B is assessed in this chapter. It was determined 
that this second objective could best be addressed in Chapter 4 concerning 
case management as it pertains to investigative activities, as well as 
the role and tasks of the initial investigator. A variety of data 
sources were utilized in analyzing the degree of implementation of 
these objectives (including cases contained in the monitoring system, 
data on time expended in preliminary investigations as extracted from 
the radio dispatch computerized system, patrol attitudes regarding their 
role, and victim perceptions of patrol officer performance in conducting 
initial investigations). 

Three evaluation questions are included in this and succeeding 
chapters. The first two of these questions constitute program evaluation 
measures. First, a qualitative assessment of the degree to which planned 
program activities were actually implemented during the MCl Program was 
completed. Provided that there is sufficient reason to believe that the 
activities were instituted, the second evaluation question is answered. 
Thi s program eval uation measure assesses the obtained results for each 
objective. The final evaluation question centers on the relationship 
between the implementation of planned activities and achieved results. 
This process evaluation measure indicates whether implemented activities 
can logically be linked to obtained results. Throughout this and succeed
ing chapters no attempt is made to complete a process evaluation unless 
there is reasonable certainty that the planned activities were implemented. 
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OBJECTIVE A. IMPROVE THE PRELIMINARY INVESTIGATION 
DATA COLLECTION PROCESS 

Program Evaluation 
A vaf'iety of new activities were planned and implemented within the 

Mcr program to achieve this objective. These activities are briefly 
described below. A further description of these attivities is included 
in the MCI Regional Technology Transfer Conference Report. 

1. Program Activities - This objective was to have been accomplished 
through a redefinition of the patrol role, training in investigative 
techniques, supervisory training (Sergeants and Corporals) on the 
new role of patrol officers, and the use of a new single event 
report form. Each of these activities did take place throughout 
the course of the MCI experiment. A sixteen hour intensive training 
course in investigative procedures and the MCI concept was conducted 
for all patrol officers within the Silver Spring District during 
the month of June 1977. Special supervisory training'sessions 
were conducted to emphasize the importance of allowing maximum ' 
time to c~mplete a thorough preliminary investigation, as well as 
ensuring that a'll solvability information on the report form was 
completed. 

In addition, supervisors were instructed via a memorandum 
from the Chief of Police to use whenever necessary their previously 
existing authority to stack calls-for-service to allow ample time 
for intensive preliminary investigations. 

A new single event report form was instituted in October 1977 
and remains in use today. The new report form replaced three 
previously used forms: The Incident Report Form; The Crimes Against 
Property Report Form; and The Crimes Against Persons Report Form. 

, The new form was -altered in structure~ it also included ten solva
bil ity factors and a check block whet'€ the offi cer was requi red to 
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indicate the need for further investigation. It was organized 
into sections with a victim/complainant seCtion, a witness 
information section, a suspect information section, a suspect 
vehicle section, and a m.o. section. Within these sections 
information elements were blocked to improve data processing 
efficiency. It \"/as felt that this new organization and structuring 
of data elements would aid officers in completing the form and 
arrivirl9 at recommendations regarding the need for further 
investigation. 

Patrol officer performance in the initial investigation was 
also to have been enhanced through a new on the job training program 
through which patrol officers were assigned on a bi-monthly besis 
to the Silver Spring MCI unit. During this rotation, officers 
received further instruction in the MCI concept and proper investi
gative procedures. At approximately the mid point of this training 
officers were assigned follow-up investigations, initially to be 
worked jointly with a permanent MCI investigator. A majority of 
officers assumed primary responsibility for such investigations 
before the end of their rotation. The importance of this training 
has been stressed by the District Commander's decision to continue 
to rotate officers through the program beyond the grant expiration 
date. As of this writing, approximately 50% of Silver Spring District 
officers have participated in the training. 

2. Result Indicators - It is evident that sufficient efforts were 
expended by MC! pro,ject personnel to accompiish this first objective. 
To determine the results of instituting these activities, an analysis 
of preliminary investigati~~ thoroughness was conducted. The measure 
of thoroughness was a C0fup&rison between sampled event reports 
from the control area and those originating from Silver Spring for 
the.experimental year. Six data elements were identified as measures 
of thoroughness. Each of these measures is discussed in the fallowing: 
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(1) witness canvasses 
(2) suspect descriptions 
(3) suspect vehicle descriptions 
(4) m.o. descriptions 
(5) physical evidence obtained 
(6) stolen property identified and recovered 

Table 2-1 presents findings for statistically significant 
differences in the average number of data elements identified in 
reports generated by Si 1 ver Spri ng offi cers as compared to repot'ts 
originating from the control area. This analysis was conducted to 
ascertain any difference in the level of detail in the initial 
investigation. Five data elements were analyzed to ascertain sig
nificant differences: average number of witnesses identified; average 
number of witnesses interviewed; average number of suspect d~scriptors 
reported (of a possible 13 items); average number of suspect vehicle 
descriptors (of a possible 8 items); and average number of m.o~ 
pattern descriptors (of a possible 4 items). lThose differences 
that were statistically significant are presented. A t test is used, 
in thi sana lysi s to measure the di 1 :', :~ence between average number of 
descriptors observed. The column headed IIDFII indicates the degrees 
of freedom. 2 The significance level depicts the likelihood of 
obtaining the same result simply by chance. Only differences with 

lThe following specific data items were analyzed; Suspect descrip
tions (13) - address, race, sex, date of birth, age, height, weight, 
build, ha.ir color, hair style, eyes, complexion and clothing; 
suspect vehicle descriptions (8) ~ used in crime or known to operate, 
year, make, body style, body color, license number, license state 
or year and distinctive characteristics; m.o. pattern descriptions 
(4) - weapons or tools, point of entry, distinctive action or 
trademark and route of escape. 

2A t test is a statistical technique used to measure the significance 
between average srores. The term degrees of freedom refers to the 
variability in any set of data. It is us~d to determine the signifi
cance level for obtained t values, among other statistics. 
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TABLE 2 ... 1 
STATISTICI\LLY SIGNIFICANT DIFFERENCES IN AVERAGE DESCRIPTORS 

IN PRELIMII~ARY INVESTIGATION FOR SILVER SPRING AND CONTROL AREA 

Prel imina ry Silver Spring Control Area 
Investigation Data Time Period ~ Average Average °T Val ue DF Si9. Level 

Avg. # Witnesses 
[ill Identified Quarter 2 Burglary .05 -2.75 219 .006 

Total Year Burglary OD • , 1 -2.38 1119 .017 

Avg. # Witnesses 
[§D Intervie\'led Quarter 4 Burglary .30 2.13 128 .035 

Avg. # Suspect 
[iJI] N Descril"'tors Quarter 1 Burglary 6.12 -3.69 54 .001 

I 
0'1 

Quarter 2 Robbery ~ 7.09 ~2.6S 53 .0lD 

Assault ~ 5.57 -3.04 15 .008 

Larceny Is.70 I 4.62 -4.00 16 .001 

Total Crime \S.90\ 6.56 -5.22 150 .000 

Quarter 4 Assault ~ 8.10 -3.50 36 .001 
"-

IS.so i 
, 

Burglary 7.21 ~2.01 58 .049 

Larceny ~ 5.27 -3.75 26 .001 

Total Crime ~ o 7.36 -4.89 190 .000 

Total Year Robbery ~ 7.61 -3.96 217 .000 

Assault ~ 7.79 -5.22 136 .000 

Burglary ~ 6.77 -A.78 216 .000 

Larceny ~ 6.25 -5.06 84 .000 



a 
1 

1 

TABLE 2-1 (continued) 

Pre 1 iminary Silver Spring Control Area 
Investigation Data Time Period Crime Average Average T Value OF Sig. Level ---,..-

Average # Suspect Quarter 3 Robbery 4.00 ~ 4.84 10 .001 
Vehicle Descriptors 

~ Total Crime 5.09 3.29 43 .002 

Quarter 4 Robbery 4.40 [DTI 2.30 11 .040 

Larceny [7.401 4.00 -3.47 4 .026 

Average # m.o. 
GJI) Pattern Descriptors Quarter 1 Burglary 2.70 -4.76 248 .000 

Total Crime ~ 2.69 -4.15 346 .000 

N Quarter 2 Assault ~ 0.00 -11.00 3 .002 I 
'-l 

Burglary ( 3.281 2.72 -5.32 202 .000 

Total Crime [[ill 2.78 -4.04 292 .000 

Quarter 3 Assault 2.25 ~ 2.35 8 .047 

Burglary 13.08 ] 2.41 -6.78 265 .000 

Larceny 12.481 1.90 -3.17 95 .002 

Total Crime 2.96 2.36 -6.83 397 .000 

Quarter 4 Total Crime 13.041 2.52 -6.18 506 .000 

Total Year Burglary ~ 2.63 -5.92 341 .000 

Larceny 12.491 1.88 -3.31 93 .001 



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

a significance value of .05 were used inthis"analysis. This 
means that ali of the noted differences would only have occurred 
by chance 5 out of 100 times. 

The average number of data elements for both Silver Spring and 
the control area are depicted in the table with the highest average 
indicated with a box. Of the 31 differences which are statistically 
~ignificant, 26 were for Silver Spring generated reports. This 
finding supports the conclusion that Silver Spring officers collected 
more information in the initial investigation than officers in 
control beats. 

The highest frequency of statistically significant differences 
was noted for suspect descriptions and m.o. descriptions. Silver 
Spring officers documented more information for a variety of crime 
types and for most quarters of the evaluation year for these measures. 

An additional analy~is was carried out to yield one further 
measure of preliminary investigation thoroughness. Previous measures 
concerning witnesses focused on the numbers of witnesses either 
identified or interviewed. It was deemed appropriate to compare 
the proportion of cases having witness identifications and interviews 
in Silver Spring with reports generated in the control area. The 
intent of this analysis was to assess quality rather than quantity. 

All reports from each area were analyzed by quarter and crime 
type to complete this analysis. Statistically significant differences 
between the two areas are shown in Table 2-2. A Chi Square test 
was used to assess statistical difference. 3 This table shows that 
there were statistically significant differenc(~s for robberies, 
burglaries and total crime. It is quite apparent from this analysis 
that Silver Spring officers both identified and interviewed a greater 
proportion of witnesses than control area officers. 

3A Chi Square test is a statistical process used to test for differences 
in frequencies or percentages in two separate samples. 
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TABLE 2-2 

STATISTICALLY SIGNIFICANT DIFFERENCES IN 
PROPORTION OF CASES WITH WITNESS 

IDENTIFICATIONS AND INTERVIEWS FOR 
SILVER SPRING AND CONTROL AREA 

SILVER CONTROL CHI· 
SPRING AREA S~UARE 

WITNESS INFO. TH1E PERIOD CRI~lE PROP. PROP. V LUE DE. LEVEL 
Witness Quarter 3 Robbery 60% 25.% 5.30 1 .021 

Identifications Total Crime 20% 13% 4.07 1 .044 

Total Year Robbery 43% 30% 3.73 '1 .053 
Burglary 14% 8% 9.38 1 .002 
Total Crime 19% 14% 7.86 1 ' .005 

Witness 
Interviews Quarter 3 Robbery 60% 25.% 5.30 1 .021 

Total Year Robbery 43% 28% 4.93 .026 
Burglary 13% 7% 8.54 .003 
Total Crime 18% 13% 9.07 1 .003 

A similar analysis was conducted for four other measures: ' (1) stolen 
property identified; (2) stolen property recovered; (3) iatents processed; 
and (4) photos taken. The results for the analysis of physical evidence 
are depicted for the total year in Table 2-3. This analysis was also 
conducted by quarter with the finding that ther~ were no differences 
between areas, nor was there a substantial deviation from the totai 
yearly percentage. 

There were no significant differences be'tween Silver Spring 
and the control area concerni ng percentages of cases -wlth stolen 
property information included or cases with stolen property 
recovered. A Chi Square test was used to -ass'e-ss significance. Silver-
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Rape 

- ~- ---- ~- -- - - ---------

Spring officers identified stolen property in 19% of all cases 
sampled while control officers reported identifying stolen property 
,in 14% of all cases. The percentages for burglary and robbery 
cases were burglary - 14% for Silver Spring and 8% for the control area 
and robbery - 43% for Silver Spring and 30% for the control area. 

Silver Spring officers recovered property in 18% of all cases 
while. control areas recovered pr'operty in 13% of sa,mpled cases. For 
burglary, the percentages were 13% for Silver Spring and 7% for the 
control area. A total of 43% of all Silver Spring robbery reports 
included stolen property recovery information while 28% of the control 
area cases contained this information. 

The percentage of cases including latents and photo processing 
was computed to assess differences in physical evidence collection. 
The obtained differences are displayed in Table 2-3. There was 
very little difference in the percentage of cases containing each 
type of information. 

TABLE 2-3 

FREQUENCY OF PHYSICAL EVIDENCE 
COLLECTION (PCT. OF CASES) IN PRELIMINARY 

INVESTIGATION: SILVER SPRING AND CONTROL AREA 

SILVER SPRING CONTROL AREA 
Latents Photos Latents Photos 

24 58 30 54 

Robbery 15 20 17 23 

Aggravated Assault 7 23 0 14 

Burglary 18 4 14 3 

Larceny Over $500 3 1 2 1 
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The noted differences were subjected to a Chi Square statistical 
test to ascertain significance. Through this test it was determined 
that there were no statistically significant differences between 
Silver Spring and the control area. (Meaning that there were no 
findings which could have occurred by chance alone less than 5 times 
out of 100). 

Thus it can be concluded that Silver Spring officers collected 
more descriptive information than their counterparts in controi beats, 
particularly concerning witnesses and suspects. Silver Spring 
officers, however, did not process a greater quantity of evidence. 

The question of whether or not these preliminary investigation 
data collection patterns were affected by program activities is 
addressed in the following process evaluation discussion. 

Process Evaluation 
There is substantial evidence to indicate that actual change occurred 

during the twelve month evaluation period. A process evaluation was 
conducted and is reported in this section to determine reasons for this 
change. This process evaluation was undertaken to determine if the new 
event report, the on the job MC! training, the supervisory call stacking 
and/or the change in supervisory roles contributed to this change. Each 
of these is discussed in the following. 

1. New Event Report - The utility of ,the new event report was 
assessed by seekinq offi cer input as ,l~ the advantages of the new 
event report and secondly by asce~taining the actual relationship between 
use of the report and improved df:{ta collection efforts. Finally, the' 

I 
time involved in completing m9'(~ thorough investigations was evaluated. 
to determine if the noted i~rease in report quality was accompanied 
by decreased efficiency. /1he police officer attitudinal survey 
conducted during the e~:\!f~rimental year indicated that officers felt 
that the new event r~,port contributed directly to officer incentive 

/ 
/ 
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in completing thorough investigations. As presented in the survey 
analysis report, officers in Silver Spring perceived more thorough
ness in reports generated from their district station than was 
expressed by a comparable group of officers in other districts. 4 

These same officers indicated that they preferred the new event 
report form over the three forms it replaced and that the report was 
helpful in completing a thorough preliminary investigation. 5 

Moreover, officers in Silver Spring reported that they were clearly 
able to evaluate case solvability and that the solvability factors 
were somewhat useful in determining preliminary investigation 
thoroughness. 6 

Input from the MCI Monitoring Task Force supported this 
conclusion. Officers indicated that the report actually was easier 
to use s~nce the report did not require lengthy narrative discussions 
about the incident for those cases with 'f'kQ solvability information. 
This opinion was not held at the onset of the MCI program. Certain 
officers were of the opinion that the use of a structured report 
with check blocks would not be useful. This attitude changed, however, 
over time. 

A second process measure was the degree to which the use of the 
report led to improved data collection efforts. A correlation 
analysis between data elements and solvability factors was conducted 
to test this relationship. This analysis sought to determine if there 
was any merit to the assumption that increased data elements 

4See Managing Criminal Investigations: Police Officer Atti'tudinal 
Survey. Published by Montgomery County Department of Police, p. 2. 

5 . 
Ibid, p. 13. 

6Ibid 
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could be correlated to high solvability ratings, or whether the 
absence of data elements correlated with a "none" rating on the 
solvability factors. 

Significant correlation results are depicted in Table 2_4. 7 As 
can be concluded from this table, the existence of data elements at 
the crime scene correlated directly with solvability ratings for 
a majority of crimes for five of the ten solvability factors (solvabil
ity factors 1, 2, 3, 9 and 10). There were only limited correlations 
(for one crime only) between data elements and solvability ratings for 
solvability factors 5 and 6. This indicates that patrol officers 
consider other variables when rating these solvability factors. 
Ratings for solvability factors 7 and 8 could not be correlated to 
data elements. 

The significance of these findings can be interpreted by comparing 
these results to those depicted in Tables 2-1 and 2-2. The data in 
these tables demonstrate that for selected crime types officers in 
Silver Spring identified a greater number of witnesses, interviewed 
more witnesses, provi ded more in-depth suspect and suspect vehicle 
descriptions and provided more detailed m.o. descriptions. The 
use of solvability factor weightings can thus be attributed to all 
of these results with the exception of m.o. data and suspect vehicle 
descriptions. 

The noted improvement in preliminary investigation data collec
tion is meaningful. This change, however, must bej.nterpreted in 
the proper context. There is a continual sense of urgency within 
the Department to respond to calls-far-service as quickly as possible. 
Thus large increases in the time required to complete preliminary 
investigations f,lay possibly detract from the patrol officer's ongoing 
responsibil ity of responding to calls. 

7The statistic Cramer's V is used to test the strength of a relations~12-
between two variables. The strength of relationship is measured within 
a range +1.0 - 0 with a score of 1.0 indicating direct correlation. Only 
those scores of .30 or greater, indicating a moderate relationship, were 
used in this analysis. 
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TABLE 2-4 

RELATIONSHIP ~EnJEEN DATA ELEMENTS 
AND 

SOLVABILITY WEIGHTINGS 
(Correlations Significant at .O~ o~· 

. Better iJ"sirig Crameris V) 

Solvability Factors Larceny 
and Data Elements Rape Robberi: Assault Burglar~ Over $500 

]) Is There a Witness 
I witness identification .48 .30 .52 .40 .47 • witness interviews .71 .43 .40 .58 

2) Is a Suspect Named 
I suspect identifications .82 .68 .63 .46 .53 

3),'Is a Suspect Known 
I suspect descriptions .95 .57 .65 

4) Is a Suspect Described 
I suspect descriptions .68 .52 

5) Can a Suspect be Identified 
I suspect descriptions .74 

6) Can a Suspect Vehicle be 
Described 

I vehicle descriptions .59 

7) Is There a Distinguishable 
m.o. 

I m.o. descriptions no relationships identified 

,8) Is a Pattern Present 
• m.o. descriptions no relationships i dentifi ed 

9) Is Stolen Property Traceable 
• amount of property stolen .37 .71 .36 .40 
• amount of property recovered no relationships identified 

10) Is Physical Evidence Present 
I latents processed .44 .60 .56 .52 
• photos processed 

.79 

2-14 



An analysis of event service time was conducted to determine if 
substantial time differences were evident for Silver Spring incidents 
occurring subsequent to the implementation of MCI. A twelve month 
sample of cases for events occurring in the year prior to MCI, imple
mentation was compared to a comparable sample for the experimental 
year. The number of cases for each sample and the median event times 
are depicted in Table 2-5. The median was determined to be a more 
representative figure since the range of event times, specifically for 
crimes such as rapes and assaults varied dramatically. The mean 
(average), therefore, would tend to be skewed by those cases 
consuming extraordinary time. 

Rape 
Robbery 
Assault 
Burglary 

TABLE 2-5 

EVENT TIMES IN MINUTES FOR CALLS-FOR-SERVICE 
FOR BEFORE AND DURING MCI PERIODS 

Before MCI During Mer 
N Median N Median 
30 117 26 132 

162 52 164 56 
39 73 42 76 

968 55 1068 53 

There is no overwhelming difference in these event times for 
Part I crimes with the exception of ra~~. Caution should be used in 
interpreting this difference for rapes too literally, however, in 
that the number of cases sampled (N) is small. 

Therefore, it can be concluded that the increase in thoroughness 
was obtained without any s ubstanti all os sin effi ci ency. The event 
report contributed to this \result as officers were not required to 
initiate lengthy narrative reports on a significant percentage of events. 
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2. On the Job MCl Training - One fundamental objective of the MC! 
rotation was improved investigative ability, both as a preliminary 
investigator and as an individual charged with follow-up responsibility. 
Officers were expected to improve their report writing ability and 
investigative skills once they returned to their shift. 

To determine if this actually occurred, an analysis of investiga
tive thoroughness for a sample of officers participating in the 
rotation was conducted. A total of 59 t~ses from both pre rotation 
training and 59 cases from post rotation training were randomly selected. 8 

These cases were chosen for officers participating in the rotation 
during the period of January - June 1978 (three actual rotations). 
Equal numbers of Part! crimes were included in each sample as 
follm'is - rapes::;: 'I, robberies = 9, assaults = 5, burglaries = 38, 
larcenies over $500 = 6. This proportion represented the total 
crime sample monitored throughout the evaluation year. For each 
group (pre and post), an analysis of the percentage of cases including 
witness identifications, witness interviews, susp~ct descriptions, 
suspect vehicle descriptions, and m.o. descriptions was conducted. 
The results of this analysis are presented in Table 2-6. As is 
depicted, there were no substantial increases in the post training 
sample with the exception of witness interviews. Officers once 
exposed to the Mel training interviewed a greater proportion of 
witnesses than prior to the training. It should be remembered in 
analyzing these data that these witnesses are non-victims. 

Secondly, the quantitiy of descriptions and other data elements 
was analyzed to determine if these same officers gathered greater 
quantities of information after being exposed to the training. 
Such an ana1ysis indicates, for example~ if the number of suspect 
descriptors (for those cases having such descriptions) actually increased. 
The average number of descriptors for each data element is portrayed 
in Table 2-7. A t test was used to determine if these average 
differences were statistically signHicant. 9 The t valLIe and signifi-

8These samples each represented approximately 6% of cases sampled from 
Silver Spring during the ev'luation period. 

9lt should be remembered that the mcximum number of suspect descriptors 
is 13, maximum number of susect vehicle descriptors is 8 and the 
total possible m.o. descriptors is 4. 
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TABLE 2-6 

PROPORTION OF CASES WITH SELECTED 
DATA ELEMENTS IN PRELIMINARY INVESTIGATION: 

PRE AND POST MCr TRAINING 

PRE 

N % 

Witness Identification 58 98 
Witness Interviews 15 25 
Suspect Descriptions 23 39 
Suspect Vehicle Descriptions 11 19 
M.O. Descriptions 49 83 

TABLE 2-7 

T TEST OF DIFFERENCE IN AVERAGE 
NUr~BER OF DATA ELEMENTS INCLUDED PER 

CASE IN PRELIMINARY INVESTIGATION: 
PRE AND POST MCI TRAINING 

PRE AVG. POST AVG. 

Witness Identifications .46 .29 
Witnes~ Interviews 1. 73 .58 
Suspect Descriptions 9.78 8.87 
SusEect Vehicle Descri~tions 5.63 1.67 
M.O. Descriptions 3.10 2.98 
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POST 

N '% 

55 93 
26 44 
16 27 
3 5 

49 83 

SIG. 
T VALUE OF. LEVEL 

1.07 111 .288 
3.47 39 .001, 
1.01 37 .321 
4.38 12 .001 

.65 96 .517 



cance levels are included in the table. 

The noted change in the average number of descriptors was 
unexpected. There were actually two instances in which the 
average number of such descriptors decreased following the training. 
Such a result was noticed for witness interviews (officers inter
viewed less witnesses per case after training) and suspect vehicle 
descriptions (again more descriptions were included in the pre~training 
~ample). There could be several reasons for this finding 
including the possiblity that officers became more selective in 
their investigations after receiving the training. 

In the final analysis, these data do not suggest that patrol 
officer data gathering, as measured in the~e analyses, improved 
after completing the training. This is not to say the training was 
not effective. There were perhaps other less tangible results 
produced by such exposure to·MCI concepts. 

3. Call Stacking and Changes in Supervisory Responsibilities -
Supervisors wer.e continually made aware of their changed role under 
MCl. Because of their day to day involvement with calls-for-service 
activity and other duties, however, there was a tendency for 
supervisors to only superficially review event reports for complete
ness and accuracy. This subject was addressed throughout the course 
of the Mcr experiment through district meetings and memoranda from the 
District Commander and the Mel Case Screener. It is a subject which 
requires continuous management review, for the quality of the pre
liminq.ry investigation largely influences the final outcome of the 
case. Therefore, supervisory training and role re-orientation are 
of critical importance. 

Supervisors have not utilized their call stacking authority 
extensively. There is a strong feeling among supervisors that this 
is a luxury which rarely can be utilized because of workload levels 
and a sense of uy'gency to il1ll1ediately respond to a call. In this 
sense, the supervisory roll has not been altered significantly. 
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Whereas the MCI concept dictates the need for improved thorough
ness, it does nothing to actually re-prioritize incoming workload. 
Supervi sors, therefore, sti 11 feel the pressure to" get a car to the 

scene a~ quickly as possible. For a supervisor to allow an officer 
extensi ve time to conduct wi tnessess ca'nvas'ses Or evfdence searches' _. 
means that during certain times of the day he carinotrespClnd' -, . ,-- ... -~ ..... . 

immediately to other calls. Increased thoroughness thus must be 
achieved within available time parameters. As alluded to previously, 
officers collected more in-depth information within these time limita
tions. 

The attitude survey completed in January - February 1978 
confirms the conclusion that the supervisory role changed only 
slightly under r~CI. When asked to what degree methods of super
vision were changed since MCI was implemented, most officers 
re'sponded that there was no change' in how patrol work was supervised. 10 

Secondly, most officers indicated that they rarely if ever confer 
with supervisors about' case solvability.ll Coupled with an additional 
finding suggesting that supervisors rarely stacked calls to' permit 
more thorough investigations, these results support the overall 
evaluation finding that the supervisory role has not been altered 
dramatically under MCI. 12 

OBJECTIVE C. INCREASE PATROL INVOLVEMENT IN THE 
FOLLOW-UP INVESTIGATION PROCESS 

Program Evaluation 
The second objective selected to enhance the patrol officer's role 

was to increase patrol involvement in the follow-up investigation process. 
It was anticipated that once patrol officers were trained in investigative' 

lOManaging Criminal Investigations: Police Officer Attitudinal Survey, 
Ibid., p. 14. 

llIbid. 

12See Chapter IV, Objective B for a discussion of supervisory responsi
bilities in monitoring cases assigned for follow-up investigation. 
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techniques that they would demonstrate-a contirfOed interest in participating 
in follow-up investigations. The specific MCI program decision to assign 
cases to patrol officers was based on this need. The initial method 
of reaching this objective was to create a "shift investigator's position" 
within each patrol shift within the Silver Spring District. This position 
was 1 ater di. sbanded due to practi ca 1 reasons. Patrol offi cers di d, however, 
conti nue to invest.i gate cases un del" the MCl system throughout the 
experimental year. 

1. Program Activities - In November 1977, the Silver Spring District 
adopted a new standard operating procedure whereby patrol officers 
could formially conduct follow-up investigations. Cases were assigned 
back to patrol officers either dh1ectly by t~e Case Screening Officer 
upon consi,deration of several factot:s including the type of case, 
other cases of a similar or related pattern, workload of permanent 
personnel and officer motivation and ability. Secondly, cases were 
assigned back upon request of the beat officer. Such requests were 
first approved by the beat officer's supervisor and the MCI Case 
Screening Officer. 

To falcilitate patrol follow-up investigations, the beat structure 
in the Silver Spring District was reconfigured to free one roving 
patrol officer, free of primary call-for-service responsibility, to 
conduct fallow-up investigations. This officer was designated the 
shift investigator. Individuals to fill this role were selected by 
shift lieutenant from the available group of officers who had 
completed the MCr rotation. The shift investigator position was 
to be rotated among shift members. Patrol lieutenants were directed 
to permit variations in working schedules and the wearing of civilian 
clothes by the shift investigator to facilitate follow-up investigations. 

There were three intended benefits of thi s program. The first 
was the aforementioned desire to enhance officer morale through 
participation in follow-up investigations. The second was the 
interest in expanding the increased investigative knowledge 
gained by patrol officers among their shift. The shift investigator 

2-20 



was to respond to crime scenes, much as an investigator, to assist beat 
officers in case pr.ocessing. It was felt that this would instill among 
the entire shift improved investigative ability. Finarly, the shift 
investigator concept was to improve productivity in investigations. 
By assigning those cases with greater clearance potential, or those 
cases which required less investigative skills to patrol officers, 
detectives would be able to spend more of their time on the more 
complex, involved cases which better matched their skill 1evels. 13 

Initially, cases were assigned back to the individual officer by the 
Mcr Case Screener. This decision was altered, however, following a 
Silver Spring District meeting in January 1978. Shift lieutenants and 
sergeants expressed an interest in designating individuals to work 
cases. It was their contention that they needed to have this control 
in order to coordinate case work across shifts and to ens.ure best use 
of personnel on their shifts. 

The shift investigator program was operational for eight months 
(November 1977 - June 1978). It was discontinued for several reasons, 
principly communication problems and "peer pressure" among shifts. 
Because case assignments could not always be concluded during a patrol 
officer's tour of duty, assignments frequently had to be carried across 
shifts. This required one shift lieutenant informing the on-coming 
lieutenant of the status of all on-going assignments. This proved 
difficult to manage effectively. Secondly, the practice of assigning 
one officer as shift investigator created "mora1e problemsll on the 
shift. Through experience, it was determined that the shift investi
gator oftentimes had difficulty in relating to other beat officers. 
This was caused, in part, by lack of seniority (beat officers were 
often senior to shift investigators), and lack of investigative 
experience in working cases independently. Although the shift 
investigator did have two months experience working cases, they were 
by no means "seasoned investigators". 

Upon the termination of the shift investigator program, the MCI 
Case Screener continued to assign a proportion of cases back to the 

13A more detailed analysis of case assignment patterns is presented 
in Chapter 3, The Case Screening System, pps. 3-14 through 3-18 
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shifts, either arbitrarily or at the request of the beat officer. 
Thus, specific program activity to accomplish this second objective 
did continue throughout the duration of the grant period. 

2. Result Indicators -~ith the advent of the shift investigato.r 
program a significant po.rtion of cases were assigned to patrol 
officers for follow-up investigation. Table 2-8 indicates the number 
·of sampled cases assigned to patrol officers by calendar quarter. Case 
assignments are shown for Silver Spring and the control area. As 
is demonstrated by these data, officers in Silver Spring participated 
formally in many more cases in a follow-up capacity than their 
cOIJnterparts in other districts. 

It should be noted that cases were tallied as assigned to 
patrol, or in a combined status 'if there were any indication on the 
event report form, i nvesti gati ve assi gnment forms, or the supplementary 
report that patrol officers partiCipated in the follow-up investigation. 
The increase in patrol participation in persons crimes within the control 
area (rapes, robberies, assaults) occurred halfway through the MCl 
evaluation year. This was due, in part, to the establishment of a Case 
IScreeDer/Crime Analyst position in the Crimes Against Persons Unit 
in February 1978 and an adoption by this unit of certain portions 
of the MC! concept. 14 

Within the Silver Spring District, the frequency of patrol 
involvement varied with workload. During those times that workload 
levels were higher (Quarter 1 and Quarter 4), more cases were 
assigned to patrol. This was a logical decision since one benefit 
of patrol involvement in follow-ups was improved use of manpower 
and thereby increased productivity. During those times when 

14The Director of the Crimes Against Persons Division, responsible 
for centralized investigation of such crimes for the control beats, 
attended an MCI training conference in April 1978 and expressed 
support of many MC! concepts, including the use of a screener/analyst 
to monitor crime patterns. 
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SILVER SPRING 
Homicide 
Rape 

N Robbery 
I Aggravated Assault N 

W Burglary 
Larceny Over $500 
Total Crime 

CONTROL AREA 
Homicide 
Rape 
Robbery 
Aggravated Assault 
Burglary 
Larceny Over $500 
Total Crime 

TABLE 2-8 

FOLLOW-UP CASE ASSIGNMENTS TO PATROL OFFICERS 
SILVER SPRING DISTRICT AND CONTROL AREA 

Quarter 1 Quarter 2 Quarter 3 Quarter 4 
Oct.-Dec. Jan.-Mar. Apr.-June July-Sept. 

Patrol Comb. Patrol Comb. Patrol Comb. Patrol Comb. 

0 2 0 0 0 0 0 0 
0 1 0 1 0 0 0 0 
2 2 0 2 3 0 3 2 

12 2 4 4 4 1 6 3 
19 2 10 2 14 1 22 3 

7 0 1 0 5 0 7 1 
40 9 15 9 20 "2 38 9 

0 0 0 0 0 0 0 0 
0 0 0 0 1 0 1 0 
0 0 0 0 4 0 9 0 
0 0 1 0 1 0 3 0 
1 1 1 0 1 0 0 0 
0 0 0 0 0 0 0 0 
I I 2" 0 "7 0 13 0 

Total 
Year 

Patrol Comb. ----

0 2 
0 2 
8 6 

26 10 
65 8 
20 1 

119 29 

0 0 
2 0 

13 0 
5 0 
3 1 
0 0 
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workload levels were at a peak, pel~anent investigators were more 
likely to need assistance in working those incoming cases. At 
other times when workload decreased, these same detectives were 
more likely-to receive assignments for "most workable cases II 
since their overall caseload decreased. 

Process Evaluation 
A quantitative process evaluation is not appropriate for this 

objective. The mere fact that cases were assigned to patrol indicates 
that the objective was accomplished. Instead, a qualitative assessment of 
patrol involvement is presented as a means of ascertaining the operational 
consequences of introducing this change in case assignment. This practice 
was not a totally ne\'1 phenomenon to the Department as successful patrol 
officers for years have found time to work cases during their regular 
patrol rotation. What is new is the formal process of assigning these 
cases to patrol officers with suspense dates. It is this practice which 
is assessed in the following. An analysis of the impact (in terms of arrests) 
of this formal involvement is presented in the discussion of Objective D 
(patrol effectiveness in the investigative process). 

There were actually two methods of patrol involvement that were 
tested under the Mel experiment. The initial approach was to assign 
cases to those officers with demonstrated investigative aptitude and 
ability, as ascertained through the MCI rotation, or -to beat officers 
who expressed a particular interest in formally working the case. 
This second level of assignment was continued throughout the MCI experi
ment while the first approach was altered. As was discussed earlier, 
officers were-assigned by shift lieutenants beginning in late January 
1978 and continuing through June 1978. 

In terms of assignments to non beat personnel, the practice of -
individual assignments is deemed more effective. This process guaranteed 
greater control of case processing since the MCI Case Screener, charged 
with ultimate responsibility for case progress, could interact directly 
with the assigned investigator. Under the second approach, whereby 

-lieutenants would assign the case,_ the Case Screening Officer frequently 
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was not apprised of who was working the case. This created several 
inefficiencies in case processing. Cases would, for example, tend to sit 
in the lieutenants incoming assignment box for several days before being 
worked. Further, there was little case monitoring with the result that 
cases would "stay active" much longer than necessary. These problems were 
caused by scheduling problems (i .e., shift lieutenants on annual leave or 
on temporary assignment) and the existence of other pressing priorities. 
The shift commander1s job entailed more than case assignment and monitoring. 
Frequently, this task was perceived or treated as less important than 
other ongoing tasks. The net result was that investigative quality suffered. 
Any time delay in investigations can be critical. Inefficiencies associated 
with shift assignments only prOVided a greater opportunity for such time 
de 1 ays to occur. 

In retrospect, the shift investigator program may have placed unreason
able expectations on the patrol officer. The average beat officer did not 
fully comprehend the intended working relationship between the shift 
investigator and other shift members. Several senior patrol officers were 
not receptive to the shift investigator1s advice concerning techniques of 
conducting investigations. The shift investigator, moreover, could not 
fUnction as a detective in that he or she did not actually have an office 
to work in to make telephone calls or interview individuals, and still 
was responsible on occasion for calls-for-service. It may be more workable 
to achieve the objective of increased patrol involvement ~~ investigations 
through alternative operational configurations, two of which are discussed 
below. 

First, specific types of cases (e.g., residential burglaries with no 
patterns or larcenies over a certain dollar figure) could arbitrarily be 
assigned to the beat officer. Such cases would have to be the type of cases 
that could be worked while on regular patrol. It would be unworkable to 
expect the beat officer to travel to another jurisdiction, for example, to 
secure a warrant or to interview a witness. Permanent investigators would 
have to assist by performing these duties when required. The advantage of 
such a change is that patrol officers could still respond to calls and when 
not busy work cases. The disadvantage would be that the Case Screener/ 
Investigative Coordinator would be required to monitor case assignments 
closely and perhaps change assignments once an officer went on regular days 
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off. Such a change would have less impact, however, if the case were 
given to the officer working the same beat. In this regard, a system 
of beat accountability, rather than shift accountability as used 
presently would foster greater cooperation and coordination in working 
cases. 

Secondly, the policy of patrol involvement could be better implemented 
·if patrol shifts were divided into two groups - one for responding to 
ca~ls-for-service and one for working cases. This practice, implemented 
'in several police agencies, would encourage increased productivity as 
adequate cali response would be assured and investigative resources 
would be made available when needed. 15 This system will only work 
effectively, however, if (1) patrol managers are provided with timely, 
accurate data on deployment so as to be able to identify time periods 
in which patrol resources could be diverted to investigations, (2) patrol 
managers become oriented with means of using deployment in decision making, 
and (3) patrol shift configurations are made more flexible - the current 
4/10 system is not conducive to frequent changes in patrol assignments. 

Either of these approaches will likely produce a better managed 
system of involving patrol in investigations. There are practical 
problems to be overcome, however, with either concept. The challenge to 
management is to find means of resolving these problems. The Mel Program 
has demonstrated that patrol officers can effectively work cases. Other 
recent research has shown that there is time within patrol to engage in 
more than traditional call-for-service tasks. 16 With an ever diminishing 
resource pool to perform necessary police functions, these findings become 

15See for example, James M. Tien, James W. Simon and Richard C. Larson. 
An Evaluation Report of An Alternative Approach in Police Patrol: . The 
Wilmington Split-Force Experiment. Cambridge, Mass., Public Systems 
Evaluation, Inc., 1977. 

16A recent evaluation of patrol deployment patterns tomp1eted as part of 
the seven shift deployment assessment bY -the Research and Planning Divi
sion suggests that there is considerable non-committed time with'in patrol. 
Thet;.urrent 4/10 patrol deployment system was determined to be an 
ineffective scheduling system from the standpoint of matching personnel 
to workload. 
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even more important. The department will ultimately feel continuing 
pressure to use existing resources more effectively. Involving patrol 
officers in investigations is one such method of responding to such 
pressure. 

03JECTIVE O. INCREASE PATROL EFFECTIVENESS 
IN THE INVESTIGATIVE PROCESS 

Program Evaluation 
This objective actually serves as a summary objective for the entire 

subgoal of ~nhancing the~atro1 role under the MCI program. No specific 
activities were directed only at increased effectiveness. Instead, the 
sum of all program activities described thus far, as well as the impact 
of detective decentralization was to be increased effectiveness. 

1. Program Activities - The various program acti vities- described 
previously were all intended to produce increased patrol effectiveness. 

- - - -" 

2. Result Indicators - Two result indicators were selected as 
measures of patrol effectiveness. As the MCI program was designed, 
each of these two measures, or results, were expected to be direct 
outcomes of achieving objectives A and C. Objective A addressed 
pat.ro1 performance in the initial investigation. The desired impact 
of improved-performance is obviously increased arrests and clearances. 
The same logic applies to objective C. Increased patrol involvement 
in the follow-up investigation was expected to result in increased 
patrol arrests and clearances. The net result, therefore, of 
achieving both of these activities was expected to be a more productive 
patrol force. 

Patrol performance in the preliminary investigation was evaluated 
by monitoring the proportion of cases resulting in arrest subsequent 
to completing the initial investigation. Included in Table 2-9 
are the results of this analysis. Both the actual number of arrests 
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SF VER SPRING 

iV 
Homicide 

I Rape 
IV Robbery ex> 

Aggravated Assault 
Burglary 
Larceny Over $500 
Total Crime 

CONTROL AREA 
Homicide 
Rape 
Robbery 
Aggravated Assault 
Burglary 
Larceny O-.rer $500 
Total Crime 

TABLE 2-9 

PATROL ARRESTS IN PRELIHINARY INVESTIGATION 
SILVER SPRING AND CONTROL AREA 

Quarter 1 Quarter 2 Quarter 3 
Oct.-Dec. ,Jan.-Har. Apr.-June 

N % N % N % 

1 33 0 0 
2 22 0 00 2 18 
5 15 4 17 1 04 

10 38 8 40 4 27 
10 07 4 03 6 04 

1 01 0 00 1 03 
29 11 16 08 14 06 

0 0 0 
0 00 0 00 0 00 
2 07 0 00 0 00 
3 16 3 18 3 18 
5 04 4 04 6· 04 
3 06 2. 07 1 01 

13 06 g- 05 10 Oif 

Quarter 4 Total Year 
July-Sept. 

N % N % 

0 1 "'}"'} 
oJ oJ 

1 10 5 15 
2 06 12 10 

10 48 32 39 
4 02 24 04 
1 02 3 02 

IS 06 77 07 

0 0 
0 00 (\ 00 
1 04 3 03 
0 00 9 12 
3 0'2 18 04 
3 05 9· 04 
"7 03 39 04 



and the percentage of arrests over all sampled cases are included 
for both the Silver Spring District and the control area. 

Officers in the Silver Spring District cleared more cases by 
arrest in each quarter of the evaluation year than their counter
parts in the control area. The percentage difference between the 
two areas for each quarter and the total year are as follows: 

• Quarter 1 83% 
• Qua~ter 2 - 60% 
• Quarter 3 - 50% 
• Quarter 4 - 100% 
• Total Year - 75% 

In terms of specific crimes, Silver Spring officers consistently 
~leared more robberies and aggravated assaults by arrest than 
officers in the control beats. The percentage of burglaries cleared 
by arrest in the preliminary investigation was virtually equal in 
Silver Spring and the control area. 

Whereas the pe~centage of cases cleared' by arrest remains mostly 
static across the evaluation year in the control area, there is 
a definite indication in Silver Spring that more arrests were made 
in the preliminary investigation at the initiai stages of the 
evaluation year. The arrest rate drops off from 11% to 8% and then 
holds at 6% for the last two quarters. 

To test the significance of differences between areas, a Chi 
Square test was applied to arrest data for both groups. The Chi 
Square test determines the likelihood of obtaining the same results 
(percentage clearances by arrest) by chance alone. This test was 
applied for all sampled crime types and for separate time periods. 
This analysis demonstrated that several obtained results were 
statistically significant thus indicating that the observed difference 
between S'ilver Spring and the control area was significant. Those 
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differences that were significant are presented in Table 2-10. 
Only differences that were significant at a .05 level or better 
are depi cted. 

TABLE 2-10 

STATISTICALLY SIGNIFICANT 
DI FFERENCES· IN PRELIMINARY 

INVESTIGATION CLEARANCES BY ARREST: 
SILVER SPRING AND CONTROL AREA 

Chi 
Time Crime % Cleared %Cleared ·Square DF Si g. 
Period Sil ver SErin9. Control Area ValuEL- Level 

Qtr. 4 Assault 48 0 7.68 .008 

Total Cri!re 6 3 21. 38 1 .000 

Total Robbery 10 3 5.49 1 .019 
Year 

Assault 39 25 17 .07 .000 

Total Crime 7 4 8.78 .005 

This table indicates that there were five specific instances 
in which Silver Spring cleared a significantly greater percentage 
of cases by arrest than officers in control areas. The most 
important instance was the difference in arrest rates for the total 
year for all sampled crime. This demonstrates that there was, in 
fact, a substantial difference in preliminary investigation perfor
mances. 

The second measure of patrol performance is the resul ts of 
patrol follow-up investigation activity. As was discussed in the 
assessment of objective C, S11ver Spring officers did participate 
in a substantial proportion of follow-up investigations. The 
percentage of cases cleared by arrest and the percentage of total 
clearances for these cases are presented ill Table 2-11. Cases 
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are tallied either as "paty·o1" or "combined" in this table. 
Those cases referred to as "patrol" represent cases which were 
directly assigned to patrol officers for follow-up. Combined 
investigations are those which were assigned jointly to a patrol 
officer and a permanent Mcr investigator. 

These data provide strong evidence that patrol officers can 
successfully work cases as follow-up investigators, although 
assigned to uniform. Further, there is sufficient justification 
to conclude that patrol officers can successfully investigate a 
y'ange of crime types. These data suggest that patl"ol officers are 
capable of effectively investigating aggravated assaults, and 
burglaries. There were too few robberies actually investigated 
to derive this conclusion although other sources, largely informal 
input, indicate that patrol officers did successfully work these 
cases once they become aware of the specific characteristics 
important to robbery investigations. 

The differences in quarterly closure rates were interesting 
considering the change in assignment decisions from individual 
officers to shifts. As is indicated, patrol officers were more 
successful in working those cases assigned during the first two 
quarters of the evaluation year. The decision to assign cases to 
shifts was implemented in the latter portion of January 1978. Thus, 
during the first quarter and portions of the second quarter officers 
were directly assigned cases by the Case Screening Officer. This 
gives further support to the notion that patrol investigations should 
be assigned directly by the Case Screener rather than the shift 
1 i eutenants. 

These data when combined with the data presented in Table 2-9 
provide ample quantitative information to conclude that patrol 
effectiveness was indeed increased under the MCr program. By 
adding the clearance by arrest data contained in Table 2-11 (follow
up investigation perfonnance) to those data in Table 2-:-9 (preliminary 
investigation results) it is evident that patrol productivity 
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TABLE 2.11 

PATROL AND COMBINED CASE ASSIGNMENTS 
CLEARANCES BY ARREST AND TOTAL CLEARANCES 

SILVER SPRING DISTRICT 

Quarter 1 Quarter 2 Quarter 3 Quarter 4 Total Year 
Oct.-Dec. Jan.-Mar. AEr.-June JulrSeEt. 

Cleared Total Cleared Total Cleared Total Cleared Total Cleared Total 
Arrest Cleared Arrest Cleared Arrest Cleared Arrest Cleared Arrest Cleared 
-1i _% -1i _% -1i -_% -1i _% -1i _% -1i _% .1i --! -1i _% -1i % -1i _% 

N 
Homicide 

I Patrol 
w Combi.ned N 

Rape 
Patrol 
Combined 0 00 a 00 0 00 0 00 

Robbery 
Pdtrol 1 50 1 50 1 100 1 100 a 00 2 67 0 00 0 00 2 25 4 50 
Combined 2 100 2 100 1 50 1 50 0 00 0 00 3 50 3 SO 

Aggravated Assault 
Patrol 0 00 0 00 2 50 2 50 0 00 2 50 1 17 3 33 3 9 7 21. 
Combined 1 50 1 50 0 00 0 00 0 00 0 00 1 10 1 10 

Burglary 
Patrol 10 5:i. 11 58 2 20 2 20 3 21 4 28 3 15 3 15 18 28 20 '31 
Combined 2 100 2 100 0 00 0 00 0 00 1 100 2 10 2 10 4 40 5 50 

Larceny Over $500 
Patrol 2, 28 2 28 0 00 0 00 0 00 0 00 0 00 0 00 2 10 . 2 10 
Combined a 00 0 00 0 00 0 00 

Total Crime 
Patrol 13 33 14 35 5 33 5 33 3 15 8 40 4 17 6 19 25 21 33 28 
Combined 5 55 5 55 1 11 1 11 0 00 1 100 2 22 2 22 8 28 9 31 



was improved significantly under Me!. Patrol officers in, Silver 
Spring were thus responsible, either directly or indirectly for 
clearing by arrest 11% of all cases sampled. As a contrast, 
officer's in other districts (represented by the control area) 
only were responsible for clearing by arrest 5% of all cases 
sampled. The specific impact of MCr on patrol activity for 
specific crimes i~ demonstrated in Figure 2-1 in which total 
clearance rates by patrol (either directly or in conjunction with 
investigators) is portrayed. 

The differences reflected in this table depict the overall 
impact of Mer on patrol performance. In most instances, the 
clearance by arrest rates are affected predominantly by cases 
cleared during the preliminary investigation. (A comparison of 
Figure 2-1 with Table 2-9 provides this conclusion). Nevertheless, 
patrol performance in fol1o~-up investigations cannot be disregarded. 
The criwe of burglary provides an excellent example. If patrol 
officers were not assigned follow-up burglary investigations, the 
performance rate in Silver Spring would be equal to that of officers 
in other districts. 

Process Evaluation 
The three primary MCI activities designed to enhance the patrol 

role were analyzed in relationship to the actual increase in effectiveness. 
This analysis was undertaken to determine to what degree, if at all, each 
of these activities contributed to the change. The three activities 
analyzed were (1) the new event report; (2) on the job Mer training; and 
(3) changes in supervisory responsibilities. In addition, one other 
variable was analyzed. The frequency of Mer investigator response to 
crime s~enes and thereby participation in investigations was analyzed. 
In this sense, the benefits of decentralization were evaluated. 

1. Event Report Form - It has already been shown that Silver Spring 
officers identified and described more information in the initial 
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FIGUF~E 2-1 

CLEARANCES BY ARREST BY PATROL 
(either directly or in c.onjunction with detect ives) 
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investigation than officers in the control area. Further, it has 
been demonstrated that solvability factors were used correctly. As 
an analysis of effectiveness, it is imperative to ascertain if these 
changes contributed to the noted increase in patrol effectiveness. 
A correlation analysis between solvability weightings oand arrest was 
conducted to determine if improved data collection efforts and 
solvability weightings could be attributed to the increase ;n arrests. 

The analysis was undertaken for all Silver Spring cases included 
in the monitoring sample. The importance of comparing solvability" 
weightings to arrest can be discussed in light of previous findings. 
It was demonstrated that increased thoroughness (in terms of data 
elements) was positively correlated with high solvability ratings. 
Therefore, a high solvability rating represents, in most instances, 
a greater availability of evidence present at the crime scene. 
Therefore, a correlation analysis between solvability ratings and 
arrest is actually a correlation between evidence at the crime scene 
and aorrest. Such a correlation test was accomplished using Cramer's 
Vs. a statistic which depicts the strength of a relationship. Only 
statistically significant correlations (significance level of .05 
or better) were identified and used to analyze the relationship 
between solvability. and arrest. Only those i~elationships of . .10 or 0 

better are included indicating moderate to strong ~elationships. 
The results of this analysis are portrayed in Table 2-12. 

As could be expected, significant correlations between solvability 
and arrest were obtained for those factors addressing suspect criteria 
(solvability factors 2, 3, 4, 5). High correlations were also 
identified for solvability factor 1 (concerning Witnesses) and arrest 
for the crimes of assault, burglary and larceny. Similarly, high 
correlations were detected for solvability factor 10 and arrest foro 
the crimes of robbery, assault and burglary. Suspect vehicle 
solvability information was found to be important for the crimes of 
robbery and burglary - m.o. information and arrest were correlated 
only for assaults. 
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TABLE 2-12 

RELATIONSHIP BETWEEN SOLVABILITY WEIGHTINGS AND 
CLEARANCE BY ARREST IN PRELIMINARY INVESTIGATION 

(Correlations Significant at .05 Using Cramer's V) 

LARCENY 
SOLVABILITY FACTOR RAPE ROBBERY ASSAULT BURGLARY OVER 

$500 

1. Is There a Witness? .39 .50 .44 

2. Is'a Suspect Named? .81 .74 .54 .56 

3. Is a Suspect Known? .81 .71 .46 .56 

4. Is a Suspect Described? .59 .37 .51 .33 

5. Can a Suspect Be Identi-
fied? .47 .31 

6. Can a Suspect Vehicle 
Be Described? .40 .30 

7. Is There a Distinguish-
able M.D.? .35 

8: Is a Pattern Present? No relationships identified. 

9. Is Stolen Property Trace-
able? No relationships i dentHi ed. 

10. Js Physica1 Evidence 
i-'r'esent? .42 .34 .31 
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These findings support the notion that increased thoroughness 
contributed to arrest. As was demonstrated previously~ Silver 
Spring officers collected more information concerning witnesses 
and suspects. These data elements were positively correlated 
with arrest 

The noted relationships between arrest and solvability ratings 
for suspect vehi cles can be attri buted to data collected and reported 
on the event report for burglaries, but not for robberies. There 
was no correlation between actual report information and solvability 
ratings for robbery. 

A similar conclusion can be drawn for m.o. solvability factors. 
There was a relationship between m.o. and arrest for assaults, 
however, this relationship cannot be inter'preted as due to the 
event report. (No relationship between event report data and 
solvability was identified in Table 2-4.) 

There were significant relationships between stolen property 
information and arrest. This relationship did not carry through to 
arrests for any crime type. The opposite finding occurs for physical 
evidence. The noted relationship between solvability and evidence 
collection has a bearing on the corl"elation between solvability factor 
10 and arrests. 

These findings support a conclusion that the event report did, 
in fact, improve effectiveness. Specifically, event report and 
solvability information concerning witnesses, suspects, suspect 
vehicles and physical evidence can be correlated with arrest. This 
suggests that these information elements be retained in the report 
form and included as solvability factors. 

There is-less justifi cati on, however, for retaining currently 
captured m.o. data. These data were not considered in evaluating 
solvability and had no measurable affect on performance. It is 
suggested, therefore, that these data elements either be modified or 
removed from the event report. 
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Stolen property so1vability information, similarly, has little 
IOOasurab.leimpact on performance. These data should still be 
captur~d for record keeping and insurance purposes, but should 
not be included as solvability factors. 

2. On the Job. 'MGl Training - In the discussion of results of the 
MGI rotation, it was concluded that there was no tangible difference 
in report thoroughness following completion of the two month training. 
To ascertain if effectiveness, in terms of arrests, actually increased, 
the same sample of cases was monitored to discern preliminary case 
status. 

The rE~sults of this analysis are depi cted in Table 2-13. Of the 
59 cases sampled in each group, 5 or 8.4% resulted in arrest at the 
time of the initial investigation for the before training sample, 
and 4 or 6.8% resulted in arrest for the post training sample. 
These data suggest that there was no change in effectiveness 
produced by the training. 

TABLE 2-13 

ARRESTS IN PRELIMINARY INVESTIGATION 
PRE AND POST MGI TRAINING 

Pre Training 
N .% 

Cleared Arrest 5 8.4 

Open 54 91.6 

Secondly, for the same group of officers 

Post Training 
N % 

4 6.8 
55 93.2 

cases were analyzed to 
determine if officers once exposed to training performed more 
effectively in follow-up investigations. Performance results for these 
officers were compared with overall results for cases investigated by 
officers who had not participated in the Mel rotation. Two analyses 
were conductAd. Fi rst, lev!" 1 of effecti veness was measured by 
comparing arrest and clearance rates for the two groups. Secondly, 
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elapsed time to complete investigations was assessed to determine 
,efficiency levels. 

Table 2-14 depicts the results of this first analysis. It is 
evident that although there were percentage differences in results 
there was no statistical difference in the performance of officers 
who had undergone the training as opposed to officers who had 
participated in the rotation. (A Chi Square test of statistical 
difference between groups showed a Chi Square value of .64 for 
cases cleared by arrest with 1 degree of freedom - A Chi Square 
value of 3.84 is required to demonstrate significance. A Chi 
Square value of .46 with 1 degree of freedom was computed for total 
clearances). It should be pointed out that an equal distribution 
of crime types was included in this sample thus eliminating any 
potential for bias by case type. 

TABLE 2-14 

.EFFECT OF MCI TRAINING ON 
PATROL PERFORMANCE IN FOLLOW-UP 

INVESTIGATION: 

No Training 
Number of Cases 59 
Unfounded 0 (0.0%) 
Cleared Arrest 7 (11. 9%) 
Cleared Exception 2 (3.4%) 
Total Cleared 9 (15.3%) 

*Note: Clearance percentages exclude 

Training 
37 
2 (5.4%) 
6 (17.1%) 
2 (5.7%) 
8 (22.8%) 

cases cleared as unfounded: 

The second form of analysis compared the time expended on case 
assignments for officers who had undergone MCI training with those 
who had not. Two measures were taken. The average days expended 
were computed for cases suspended after assignment, as well as for 
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those actually worked to completion and returned as open or cleared. 
The results, as depicted in Table 2-15 illustrate that officers who 
had participated in the rotation were more efficient in working 
cases while in patrol. In fact, the vast difference between average 
days for cases suspended after assigned demonstrates that officers 
who had undergone training were more aware of the suspense policy and 
thus returned unworkable cases sooner. 

TABLE 2-15 

AVERAGE DAYS EXPENDED PER CASE: 

Suspended after 
Assignment 

Total Case10ad 

COMPARISON OF OFFICERS WHO HAD 
RECEIVED MCI TRAINING WITH 

THOSE WHO HAD NOT 

No Training 

35.7 
24.6 

Training 

13.2 
17.3 

The conclusion to be derived from these analyses is readily 
apparent. Officers became more efficient once exposed to training 
although their output levels (in terms of arrests and clearances) 
did not change dramatically. 

3. Change in Supervisory Responsibilities - The role of the first 
line supervisor was not changed dramatically under MCI. Similarly, 
call stacking was not used extensively under MCI to permit either 
more in depth preliminary investigations or to allow time for follow
up investigations. Therefore, there is little reason to believe that 
modifications to the supervisory role affected patrol performance. 
Specifically, there is little justification to link the noted 
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increase in effectiveness to specific supervisory activity. The 
only activity that could possibly be linked was report checking for 
solvability recommendations and report thoroughness. Demonstrated 
difficulty in performing this function, as reported by the Monitoring 
Task Force does not support a link between this activity and results. 
On the contrary, the difference in arrests seems to have occurred 
despite insufficient review of reports by supervisors and difficulty 
in managing cases assigned for follow-up .investigation. 

4. Investigator Response to Crime Scenes - This process measure 
was added to detect additional feasible reasons for improved. 
performance. It was anticipated that Mel investigators because of their 
proximity would be able to respond more quickly to crime scenes, 
genera 11y speaki ng, than i nvesti gators in centra 1 i zed units. . All 
cases included in the monitoring data base were analyzed to detect 
if this greater frequency of response actually occurred. It was 
discovered that for Silver Spring cases investigators responded 
to 15.6% of all cases included in the sample. For the control sample, 
investigators responded to 12.9% of all cases. 

The significance of this difference was determined by utilizing 
a Chi Square test to ascertain the chance of observing such differences 
in response rates. A Chi Square value of .135 was obtained with one· 
degree of freedom. This value was not statistically significant. 
(A value of 3.84 or greater would have shown significance). Thus, 
it can be concluded that there was no difference in investigator 
response to crime scenes by Silver Spring investigators. 

This.is not to say that the improved rapport between investi
gators and patrol officers, as demonstrated by the attitudinal 
survey did not affect the noted improvement. Officers responding 
to this survey, as well as other officers communicating informally 
expressed the sentiment that Mel investigatol"S were helpful in 
completing initial investigations and that there was an improved 
rapport between investigators and patrol officers since MCI was 
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implemented. 17 The only conclusion, therefore, is that the informal 
rel ati onshi ps bu; lt through personal contact and working prw<imity 
obviously had some impact on patrol performance although it ~s 
difficult to substantiate this impact. The effect did not, however, 
result from increased responses to crime scenes. 

OBJECTIVE E. INCREASE PATROL 
OFFICER MOTIVATION TO BE INVOLVED 

IN THE INVESTIGATIVE PROCESS 

One of the primary program interests of MCI personnel was the 
breakdown in working relationships between patrol and investigative 
personnel. Many patrol officers were cynical about the investigative role 
largely because they did not fully understand what investigators did. 

______ ~ ___ furt~~rL.there was a strong sentiment that detectives would wait until 
patrol officers had completed all the difficult investigation work 
involved with a.case and then snap up the case and claim arrest. This 
problem was due in part to centralization. Patrol officers rarely 
communicated with investigators except on a formal basis. Management saw 
this negative relationship as a detriment to patrol officer incentive to 
pe involved at a greater level in the investigations process. 

,Mor~9v~r" theTe was little opportunity for patrq1 officer~'to 

p'articip~J~~in iny~~ti,g~tions. The patrql offil;~r's role was simply a 
report taker. When it came to follow-up investigations, this was the 
province of the detective. 

Program Evaluation 

1: Program Activities - Shortly after detectives were decentralized 
to Silver Spring, an in-service training session was held for all 
patrol officers to orient them in the MCI program. A critical 
dimension of this orientation was the working relationship between 
patrol officers and detectives. The District Commander, MCI Project 

l7Managing Criminal Investigations. Police Officer Attitudinal Survey" 
Ibid., p. 12. 
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· Director and other management personnel stressed the necessity for 
utmost cooperation in working relationships. This training set the 
stage for overall, improved working relationships between patrol 
and investigations. 

Throughout the Mel project, patrol officers and detectives 
alike were informed that none of the traditional animosity in 
working relationships would be tolerated. This was emphasized in the 
Mel rotation training, roll call training (for both ;investigators and 
patrol officers) and interpersonal conferences. In addition, the Mel 
Project Dir.ector was prompt to step into any situation where working 
reJations·were strained. Such situations if not rectified would 
have tended to fester thus causing resentment of detectives by 
patrol officers. Moreover, the interest of Mel project leaders in 
creating an atmosphere favorable to positive interaction was demonstrated 
by the frequent consultations concerning crime trends and patterns 
between patrol personnel and the Mel Case Screener or other members 
of the Me! unit. Such favorable working conditions were not existent 
pri or to Mel. 

Previously described role changes for patrol officers provided 
the climate for increased officer motivation. The OPPol"tunity for 
recommending follow-up investigations and actually conducting 
follow-up investigations with management approval created an 
atmosphere in which ambitious and capable patrol officers could 
upgrade their job from an initial report taken to an investigator .. 

2. Result Indicators - The. fundamental measure of working 
relationships under Mer was the attitude sUt~vey. Patrol officers 
in Silver Spring and in other districts were asked to rate working 
relationships between patrol office'rs and detectives. While officers 
in Silver Spring rated these relations as good, officers in other 
district stations evaluated relations as poor to fair. 18 In addition, 

l8Ibid., p. IV-10 

2-43 



Silver Spring officers reported that perceptions of detectives 
had improved since decentralization and that patrol-detective 
interaction had increased moderately since decentralization. 
Finally, a majority of patrol officers in this district indicated that 
effectiveness of the investigative process was improved significantly 
with detectives working in the same district. 19 

The attitude survey also demonstrated that officers perceived 
an actual role change under the Mel program. Silver Spring 
officers reported "some increase" in investigative responsibilities 
since Mel was instituted and stated that their incentive to complete 
a thorough preliminary investigation had either increased somewhat or 
remained the same under Mel. 20. For this last measure, officers 
were spl it in theii~ perceptions of change. A total of 47% indicated 
that their incentive had "increased somewhat ll while 44% indicated 
that their incentive had remained the same. 

These quantitative results demonstrate that there was a definite 
change in police-detective working relationships under the Mel Program. 
Further, the same results indicate that officer morale was improved 
essentially from the perspective that their role was changed from· 
only a report taker to a patrol officer responsible for critical 
investigative tasks. 

Process Evaluation 
ltis quite obvious that patrol-investigator working relationships 

improved since decentt'alization. Formal analyses of officer attitudes, 
as well as informal indicators support this conclusion. Decentralization 
has a direct bearing on this improvement. It provides a more favorable 
atmosphere for working jointly on cases and generally understanding both 
the patrol ~nd investigations function. 

Decentralization alo~e, however, could not have produced the 
favorable results obtained under Mel. The positive approach to beneficial 
working relations was an equally important if not more important factor. 

19Ibid ., p. V-3 

20Ibid ., pps. V-8, V-10 
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This approach was fostered by the District Commander and carried out 
in practice by the MCI Project Director and the Case Screener. Such 
commitment to improved working relations was d~monstrated time and time 
again throughout the duration of the project. 

Breaking down some of the traditional barriers between patrol and 
investigations obviously contributed to increased officer motivation 
in the investigative process. In essence, it was the first necessary 
ingredient to instilling greater motivation. The opportunity to be involved 
at a level heretofore not possible also was a major factor in the improved 
motivation. Officers who did have the interest in making recommendations 
about continued investigation, or in participating in follow-up investigations 
were provided this opportunity. 

In summary, a variety of operational and procedural changes led to 
the improved motivation and hence an enhanced role for patrol officers. _ 
True there were some officers who did not wish to take part in, or benefit 
from opportunities for greater participation in the investigative process. 
It can safely be concluded, however, that this was not caused by any 
deficiencies in the MCI program. 

CONCLUSIONS AND RECOMMENDATIONS 

The sub-goal of enhancing the role of the patrol officer was accomplished 
through several innovations introduced as part of the MCI Program. This 
evaluation has demonstrated, both quantitatively and qualitatively, several 
improvements in the patrol role. It has been shown that the Silver Spring 
District has been more effective in collecting and processing key prelimin- . 
ary investigation information, particularly concerning witnesses and 
suspects. The use of a new single event report containing structured data 
elements and solvability factors has been correlated with this improvement. 
Additionally, more thorough preliminary investigations have been produced 
with no substantial loss in efficiency during the preliminary investigation. 
Other changes, such as the MCI rotation for patrol officers and intended. 
changes in the supervisory role have had less overall imp~ct on the improved 
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data collection results. 
The patrol role in the investigative process was also enhanced under 

Mel. Patrol. officers were given greater responsibility in the preliminary 
investigation in that they were expected to recommend either case suspension 
or follow-up investigation. This change also contributed to the noted 
improvement in initial investigation data collection. Further,. patrol 
officers were afforded the opportunity to participate in follow-up 
investigatlonsboth as a temporary member of the Mel un.it and upon 
~eturning to patrol. 

These changes in the patrol role directly contributed to a significant 
improvement in patrol effectiveness. Silver Spring officers cleared a 
significantly greater percentage of cases by arrest in the initial 
investigation than officers in control area beats. Officers from this 
district also were successful in clearing a substantial proporti,on of cases 
by arrest in the follow-up investigation despite several operational problems 
'experienced in assigning cases to patrol. 

Finally, a noted improvement in patrol officer morale was documented 
in this evaluation. This improvement was due to several factors including 
decentralization, the change in patrol role and the commitment to successful 
patl~ol-detective working relations fostered by Mel Program personnel. 

In conclusion, this component of the Mel program can be categorized 
as quite successful in achieving its intended aims. It is recommended, 
therefore, that several of the concepts introduced be implemented on a 
county-wide basis. In carrying out this implementation, several other 
recommendations should be heeded. These are listed below. 

1. Continue to use the single, structured event report currently 
utilized in the Silver Spring District - This report form, which 
combines three previou~ly used forms, has been satisfactorily into
duced in Silver Spring with the result that improved thoroughness 
in the initial investigation was achieved. 

2. Retain the solvability factors on the event report - The current 
weighted system has proved to be successful in affording the 
patrol officer the opportunity to render a decision concerning 
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the need for follow-up investigation. Thought should be given 
to improving officer ability to rate solvability concerning 
m.o. trends an~ pattern~. If this cannot be accomplished, 
consideration should be given to removing these two solvability 
factors. Similarly, the rating of solvability concerning 
stolen property information should be examined. This factor does 
not appear to enhance investigative effectiveness. 

3. Continue to practice the preliminary investigation patrol role 
changes implemented under MCI - Patrol officers should be 
provided time to complete thorough investigations and 
expected to render a decision concerning follow-up investigation. 

4. Consider retention of the policy of involving patrol officers in 
follow-up investigations - This policy was shown to be effective 
in adding additional investigative resources capable of successful 
clearing Part I cases. The operational problems experienced with the 
shift investigator concept ~hould be examined and careful thought" 
given to developing new operational procedures of assigning and 
monitoring patrol case assignments. A key issue which requires 
resolution in order for this to work effectively is manpower deploy
ment. The current patrol deployment system (4/10) is not conducive 
to involving patrol officers in follow-up investigations. 

5. Retain the Mel rotation training - This training is useful in 
exposing patrol officers to investigative concepts and encouraging 
improved patrol-detective working relations. Although no measure
able impact on effectiveness was noted as a result of this change, 
efficiency in patrol follow-up investigations was produced. 
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CHAPTER III 

ESTABLISHMENT OF THE CASE SCREENING SYSTEM 

The second sub-goal of the Montgomery County Department of Police 
MCI Program sought an improvement in the approach to assignihg cases for 

- -
follow-up investigation. It was realized that the current.system was 
not totally effective in that no uniform criteria were applied to the 
case screening process. Consequently, many cases with little or no 
investigative leads w~re assigned to detectives. Further, responsibility 
for case assignment was not charged to anyone individual. It 'was 
shared by a number of supervisors within investigative unit$. The net 
result was that there was no formal system for assigning cases. Each 
supervisor applied individual criteria, oftentimes based primarily 
on factors such as investigator workload and the nature or value-of 
the item stolen rather than the possibility of case clearance. 

Investigators also were given the task of contacting victims on . 
all property cases which contained no leads, or solvability information. 
These "not assigned cases" were distributed randomly to officers within 
the Crimes-Against Property Division. The investigator then performed 
a "double check II of the facts of the case to ascertain if any information 
was lleft off the event report, or if the responding patrol offi cer . 
overlooked any crucial information during the initial investigation. 
There were in actuality two purposes served by this contact. First, 
it was maintained that additional information could be discovered 
through the contact, normally via telephone, which ultimately could lead 
to a case clearance. Secondly, this contact was viewed as a public 
relations factor. Patrol officers had always informed the victim that 
a detective would follow-up the case. This ·re-contact on "notassigned" 
cases served this purpose in that the victim was informed that if nothing 
else, in terms of information, became available the case would not 
receive any fUi'ther investigation. 
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Finally, it was recognized at the outset of the MC! Program that 
investigative units had no effective means for re-entering or reassigning 
cases once it was determined that all investigative leads had been 
exhausted and the case was returned to file. NoY'mally such a case would 
not receive any further investigation unless a multiple clearance 
took place and similarities to filed cases were identified. 

These basic deficiencies in the case assignment: process were to be 
rectified through this second sub-goal. Two sp@ci"ric objectives were 
formulated to accomplish this objective. These objectives were: 

A. Reduce the Number of Cases Ass; gned for FoHow·Up Investi gati on 
B. Identify as Quickly as Possible for Re-entry Cases Previously 

Defined as Unsolvable which are Re-Defined as Potentially Solvable. 
The degree of implementation of each of these objectives is assessed 

in this chapter using the same evaluation methodology applied in Chapter 2. 

The primary data sources for tlli s portion of the eval uation were case 
assignment tracking cards developed for the MCl project (for Silver 
Spring cases), a similar case tracking form developed and used for 
purposes o~ tne MCI evaluation by the Crimes Against Persons Division, and 
case assigmx~nt log books utilized by the Crimes Against Property Dfvision. 

OBJECTlVE A. REDUCE THE NUMBER OF CASES 
ASSIGNED FOij FOl1.0W-IIP llliLESIlGATION 

Program Evaluation 
The MCI Task Force on "The Establishment of Case Screening Criteria 

and the Development of a Screening Model Report Form Based on Solvability 
Factors" (generally referred to as the Case Screening/Report Form Task 
Force) identified that one of the basic detriments to investigative 
quality was caseload. Detectives carried a far too heavy workload 
and were expected to "clear" as many cases as possible. Because many 
cases carried no investigative leads, the investigator invariably placed 

. these at the bottom of the "work basket" and concentrated on those 
cases with greater clearance potential. This informal case screening 
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system resulted in inflated workloads where an investigator was actually 
working only a small percentage of those cases assigned. 

Moreover, lack of supervisory continuity in case screening 
exacerbated this problem. Supervisors often looked at "workload" 
figures rather than true work tasks or work assignments. Such lack of 
uniformity led to fragmentation in case processing as detectives. 
frequently would be assigned a case generated' from the'same geogra'phic 
area as other cases being worked by a different investigator, or 
assigned cases with m.o. patterns common to other cases beihg worked in 
the same office. 

1. Program Activities - Several approaches were developed for 
addressing these problems. First, it was determined that one 
supervisor should be given authority for all case assignments " 
within the Silver Spring District. This authority was given to the 
Case Screening Officer (also referred to as the Investigations 
Coordinator). His function was to ensure coordination and use of 
valid, uniform criteria in case assignments. 

Secondly, patrol officers and shift supervisors were formally 
brought into the case screening process by mandating the patrol 
officer to either recommend that the case be followed up by an 
investigator or that the case receive no further investigation unless 
additional information was obtained. The patrol officer in making 
this decision was directed to inform the victim of his recommendation. 
If the offi cer was prone to recomme,nd case suspensi on he or she was 
to inform the victim tactfully that no further investigation would 
take place due to the absence of solvability factors, and that the 
victim should contact either that same patrol officer or the MCr unit 
if additional information became available. The shift supervisor 
was to review the officer's recommendation and either indicate 
concurrence or disapproval. In the event that the supervisor felt 
additional investigation was required he would so indicate to the 
patrol officer. 
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As an additional and yet perhaps most significant change, the 
Case Screening Officer was given the authority to withhold from 
assignment those cases which did hot include sufficient solvability 
i nformati on, or were deemed II unworkab 1 e" for other t"'easons. These 
suspended cases would thus remain inactive until such time that 
additional leads were developed to merit "re-entering" the case. 

A related option in the case screening process was the require
ment that the Case Screener assign the case according to investigative 
ability. This was considered an important program activity since 
MCr assumed responsibility for investigations of nearly all crimes 
'occuring within the Silver Spring District. This option permitted 
discr-ction in the case screening process. The Case Screener could 
assign the case to individuals with demonstrated. abilities in' 
working a particular geographic area or with proven capability in 
working a specific type of case (e.g., s~rong arm robberies). 
Additionally, the Case Screener was to bring patrol officers into, 
the investigative process. by assigning those cases with greater 
solvability potential to patrol officers, either individually, 
or through a combined assignment with an investigator. 

Fi na lly, the Case Screeni ng/Report Form Task Force agl'eed to 
experiment with a weighted solvability system whereby the Case 
Screening Officer would apply numerical values, based on solvability 
factor weightings given by patrol officers, to the case for consid
eration.in the assignment process. It was determined that this 
system would best be used in a trial mode to a3sess its utility 
in case assignment. The weighted system was designed by th~ Case 
Screening Officer and used throughout the duration of the MCI project. 

2. Result Indicators - The primary measure of accomplishment for this 
first objective is the number of cases actually assigned for follow-up 
investigation. This objective was assessed from three perspectives: 
(1) the total number of cases assigned (despite to whom they were 
assigned); (2) the total number of cases assigned to detectives;· and 
(3) the total number of cases assigned for "call back" purposes only. 
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Such analysis was required in order to provide a true picture of 
investigative workload. Prior to MCl, very few cases were,actually 
assigned to patrol for follow-up investigation. The perception 
of heavy investigative workload was thus based on detective case 
assignments only. Secondly, detective workload in the Crimes 
Against Property Division included "victim call backs,". These 
cases did require a considerable time investment although th~ 
were not actually carried as follow-up assignments. 

a. Total Case Assignments - Table 3-1 depicts the assignment 
pattern for all cases included in the monitoring sample. These 
figures indicate that the Silver Spring District under the MC! 
concept actually assigned a greater percentage of sampled cases (44%) 
than did the Crimes Against Persons and Crimes Against Property 
Divisions for control beat cases (36%). It should be pointed out, 
that these data represent all case assignments, including patrol and 
combi ned ass i gnments for MC!. They do not, hO\'lever, include 
property crime cases assigned for call back purposes only. 

A similar pattern in quarterly assignment trends "is evident 
for both Silver Spring and the control area. The highest percentage 
of cases were assi gned during the second quarter of the eval uation 
year (56% in both areas). Incoming workload in both areas was at 
its lightest level for the entire year during this quarter. It is 
also evident that the percentage of cases assigned decreased in 
the latter quarters of the evaluation year. The Crimes Against 
Property Division, for example assigned only 19% of newly reported 
burglaries from the control beats for the last quarter of the year. 
Similarly, the percentage of robberies and aggravated assaults 
assigned by the Crimes Against Persons Division decreased duri'ng the 
last two quarters. A substantial number of the aggravated assaults 
were originally classified as simple assaults. These events were 
changed to aggravated assaults by the Report Review Section of the' 
Information Services Division. 
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SILVER SPRING 
Homi ci de 
Rape 

w Robber" 
I Aggravated Assault . !J' 

Burglary 
Larceny Over $500 
Tot 3. 1 Crime 

CONTROL AREA 
Homicide 
Rape 
Robbery 
Aggravated Assault 
Burgl ary 
Larceny Over $500 
Total Crime 

Quarter 1 
Oct. -Dec. 

TABLE 3-1 

FOLLOW-UP INVESTIGATION CASE ASSIGNMENTS 
SILVER SPRING ANDCONJROL AREA 

Quarter 2 Quarter 3 
Jan.-Mar. Apr.-June 

Rep. Asgnd. --..L . ~ Asgnd. % ~ Asgnd. % 

3 3 100 0 0 
9 9 100 3 3 100 11 9 82 

30 25 83 23 20 87 25 17 68 
22 21 95 17 16 94 14 8 57 

147 60 41 122 62 51 142 39 27 
57 17 30 41 15 37 38 8 21 

268 135 50 206 116 56 230 8T 35 

1 1 100 0 0 
3 3 100 4 3 75 2 2 100 

29 26 90 34 32 94 28 22 78 
19 18 95 16 11 69 17 6 35 

127 43 34 100 48 48 136 42 31 
52 12 23 29 9 31 74 2 3 

231 '103 44 183 103 56' 257 74 29 

Quarter 4 Total Year 
July-Sept. 
~ Asgnd. % ~ Asgnd. % 

0 3 100 
10 9 90 30 91 
31 27 87 89 82 
19 13 68 58 80 

.209 55 26 216 35 
50 15 30 55 30 

319 119 37 451 44 

0 1 1 100 
4 3 75 13 11 85 

23 16 70 114 96 84 
23 6 26 75 41 55 

141 27 19 504 160 32 
62 2 3 217 25 12 

253 54 2T 924 334 36 



Within the Silver Spring District, the number of cases assigned 
dropped dramatically from the second to the third quarters of the 
evaluation year (from 50% to 35%). This decrease was continued in 
the fourth quarter (37% of cases assigned). The decrease was 
1 argely due to reduced pe,rcentages of aggravated assaults and 
burglaries assigned during these two quarters. The percentage of 
burglaries assigned decreased from 51% to 27% between the second and 
third quarters and remained at 26% for the final quarter. The 
percentage of aggravated assaults assigned decreased from 94% to 
57% between the second and third quarters and then rose slightly to 
68% for the fourth quarter. 

In comparing Silver Spring to the control area it is apparent 
that a greater percentage of aggravated assaults and larcenies 
over $500 were assigned by MCL Similar percentages of cases were 
assigned for other crime classifications. 

b. Affect of Patrol Involvement in Investigations on Follow-Up 
. Case-A'ss:ignment Process '- To determine the impact' or patrol inv01ve

ment in follow-up investigations, the number of cases either assigned 
solely to patrol or in a combined status with investigators were 
subtracted from the total number of cases assigned. This analysis, 
as shown in Table 3-2, indicated that permanent Me! investigators 
were assigned 67% of sampled Part I crimes while investigators in the 
Crimes Against Persons and Crimes Against Property Divisions were 
assigned 93% of all cases assigned from the control beats. By calcu
lating the total number of cases assigned to detectives only out of , 
all cases reported (presented in Table 3-3), it can be concluded that 
the percentage of cases assigned to t4CI personnel (30%) was slightly 
less than the total percentage of cases aSSigned to Crimes Against 
Persons and Crimes Against Property Division personnel (,34%). 

Thi s difference was appl ied to a Chi Square test to ascertain 
if the obtained percentage difference was statistically significant. 
A Chi Square value of 4.57 with one degree of freedom was calculated 
thus indicating statistical significance at the .0362 level. 
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TABLE 3-2 

PERCENTAGE OF TOTAL CASE ASSIGNMENTS 
TO DETECTIVES ONLY 

SILVER SPRING AND CONTROL AREA 

SILVER SPRING 

TOTAL ASSIGNED 
ASSIGNED DETECTIVES % 

ONLY -

Homi ci de 3 0 00 
. Rape 30 28 43 
Robbery 89 75 84 
Aggravated Assault 58 22 38 
Burglary 216 143 66 
Larceny Over $500 55 34 62 
Total Crime 451 -302 67 

TABLE 3-3 

PERCENTAGE OF TOTAL REPORTED CASES 
INVESTIGATED BY DETECTIVES 

SILVER SPRING AND CONTROL AREA 

SILVER SPRING 

TOTAL ASSIGNED 
ASSIGNED ·DETECTIVES % 

ONLY 

Homidde 3 1 33 
Rape 33 28 85 
Robbery 109 15 69 
Aggravated Assault 72 22 30 
Burglary 620 143 23 
Larceny Over $500 186 34 18 
Total Crime T023 303 30 
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CONTROL AREA 

TOTAL ASSIGNED 
ASSIGNED DETECTIVES 

ONLY 

1 1 
11 .11 
96 83 
41 36 

160 156 . 
25 25 

334 ill 

CONTROL AREA 

TOTAL ASSIGNED 
ASSIGNED DETECTIVES 

ONLY 

1 1 
13 11 

114 83 
75 36 

504 156 
217 25 
m m 

% 

100 
100 
86 
88 
98 

100 
93 

% 

100 
85 
73 
48 
31 i , 
2 f~ 

34 



It can be concluded, therefore, that the decision to involve 
patrol officers in the investigative process substantially altered 
the case' assignment process in Silver Spring. Although it may 
be said that a portion of those cases assigned to patrbl or in a 
combined status would have been assigned directly to detectives 
had not these alternative options been available it is unlikely 
that all such cases would have been assigned. The net consequence 
of patrol involvement is thus increased case assignments for 
follow-up investigation and reduced workload for detectives. 

c. Affect of Call Back Assignments for Property Crimes - One major 
program change witR. MCI was the deci 5i on not to re-contact vi ctims 
on unworkable cases. The Crimes Against Property Division continued 
its policy of telephoning victims subsequent to case assignment 
to determine if additional information could be obtained on apparent 
unworkable cases. This policy was in effect for the duration of the 
evaluation. 

The case assignment figures in Table 3-1 do not include II not 
assigned ll or IIcall back cases". If added to workload figures these 
cases would definitely produce a greater workload for the Crimes 
Against Property Division than Mel. Since all burglaries and 
larcenies would in effect be assigned and require some work by 
detectives'the total assigned percentage would jump from 36% to 94% 
(870 of 924 events). The difference between this figure and workload 
figures for MCI is obvious. 

The total effect of these call-backs on workload is difficult 
to assess. Some officers treat such assignments superficially 
while others spend considerable time talking with the victim. Even 
if a minimum time were expended in call backs, however, the net 
impact would be significant when compared with MCI. Investigators 
in this unit did not have to invest any time on such cases. 

d. Overall Assessment: Objective 1 - It is clear that investigator 
workload was reduced under Mel. Detectives received a statistically 
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significant smaller percentage of case assignments than investigators 
in the two central units. This change was produced by two program 
activities: (1) the decision not to re-contact victims.on property 
crimes which would not be worked and (2) the decision to formally 
i~volve patrol officers in the investigative process. It did not 

. result from the decision to suspend unworkable cases from assignment. 

Process Evaluation 
Because it is evident that the case assignment process was directly 

-affected by MGI program changes, it was deemed appropriate to complete 
a process evaluation to determine the relative merits of program activities. 
Five particular program activities, each of which is discussed below, 
are assessed in completing this process evaluation: patrol officer 
and super'visory recommendations for follow-up investigation; centralized 
investigative authority within the Silver Spring District; case assignment 
critieria; the weighted solvability system; and the victim no call back policy. 

1. Patrol Officer and Supervisory Recommendations for Follow-Up 
Investigation - The concept of a patrol officer determining whether 
specific cases warrant follow-up investigation was tested under MGr. 
The Department was interested in ascertaining whether patrol officers 
could accurately assess case workability from a follow-up investigation 
perspective. 

Patrol accuracy in completing this recommendation was measured by 
first comparing the patrol officer's recommendaUon witPt the supervis
ory decision (either concurrence or non-concurrence), and then comparing 
the patrol officer's recommendation with the ultimate case screening 
decision (either assign or not assign). 

Information on the percentage of patrol officer recommendations 
for follow-up investigation and the percentage of cases in which 
supervisors concurred with such recommendations is presented in 
Table 3-4. As depicted, there is very little difference in percentage 
of r-ecommendations for follow-up across the evaluation year. 
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Similarly, supervisory experience in reviewing these recommendations 
is consistent. The high degree of compatibility between the patrol 
officer1s recommendation and the supervisory decision suggests that 
officers are, for the most part, providing valid recommendations. 

TABLE 3-4 

PATROL RECOMMENDATIONS FOR CASE FOLLOW-UP 
AND SUPERVISORY CONCURRENCE 

(PART I CASES) 

Total 
Oct.-Dec. Jan.-Mar. Apr.-June July-Sept. Year 

Percent of cases with 
patrol recommendations 
for follow-up 

Percent of cases with 
supervisory concurrence 
with patrol recommendation 

55 

85 

49 

87 

48 51 51 

82 86 85 

All recommendations were comp~red with case screening decisions 
to assess the overall accuracy of the patrol decision. The results 
of this analysis are depicted in Table 3-5. Patrol officers were 
correct in their recommendation for 69% of all cases sampled. This 
computation was derived by adding the number of cases recommended 
for assignment which ',."ere actually assigned to the number of cases 
recommended for suspension which were, in fact, not assigned. Patrol 
officers were more accurate in recommending case suspensions (77%) 
than assignments (62%). 

Thus, it can be inferred that patrol officers perceived that a 
greater percentage of cases should have been assigned than did the Case 
Screening Officer. Of course the typical patrol officer, due to lack 
of experience, and other factors, may be likely to view certain 
evidence as more critical than lhe Case Screening Officer. 
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TABLE 3-5 

RELATIONSHIP BETWEEN PATROL OFFICER 
RECOMMENDATION AND CASE SCREENING 

DECISION REGARDfNG CASE ASSIGNMENT 

Patrolrecorrrnendation 
for follow-up 

Patrol recommendation 
for suspension 

Assigned 

266(62%) 

94(23%) 

Percent Accurate= ~ = 69% 

Suspended 

161(38%) 

309(77%) 

Total 

427 

403 

830 

These data provide empirical evidence that patrol officers 
can accurately judge case workability and determine the need for a 

follow-up investigation. Coupled with this finding, was the attitud
inal survey result demonstrating that over 60% of Silver Spring Officers 
reported f~~ling confident in evaluating case solvability.l 
Further, 57% (a majority) of respondents stated that solvability 
factors were somewhat useful in evaluating case thoroughness. 2 

Together, these findings demonstrate that patrol officers were both 
capable and confident in their decision making ability. This 
program activity thus can be determined to be a critical element 
of the case screening process. It is an important dimension because 
patrol officers have the capability of rendering a first hand 
judgement on the workability of the case. This judgement call serves 
as one additional piece of information available to the Case Screening 
Officer in making his decision on case assignment. 

lManaging Criminal Investigations Police Officer Attitu~inal Survey 
Published by Montgomery County Department of Police, December, 1978, p.V-61. 

2Ibid . 
__ 0 
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2. CentralIzed Authority for All Silver Spring Case Assignments - At 
the outset of the MCI program, it was decided that case screening 
would work most effectively if centralized in one office where 
standard, uniform criteria could be applied in reviewing incoming 
cases. The Case Screener would have maximum control of case 
processing in such a system and consequently would be in a better 
position to monitor continuing investigations. The Case Screene~ 
acted more as an Investigations Coordinator in this respect. It was 
his responsibility to direct and monitor all investigative activities 
initiated subsequent to the preliminary investigation. 

The MCI pri nci p 1 e of ass i gni ng cases based on sol vab; 1 ity and 
investigative ability was directly en,hanced by the decision to 
centralize case assignment and monitoring in one office. Had case 
assignment responsibility been shared by more than one individual 
it would not have been possible to realize in practice the uniform 
application of multiple considerations in case screening and assignment. 
The Case Screener combined many variables including case solvability, 
investigator ability, distinct modus operandi, distinct patterns 
(by victim, time or geography) and administrative decisions. 

In addition, cases were distributed during the MCr experiment 
to many individuals throughout the district (investigators and patrol). 
The Case Screener/Investigative Coordinator also had the responsibility 
of monitoring such cases. This element of his job wa~ critical to the 
case assignment process. In essence, it was essential for hlm to 
become familiar with the available skills and abilities of patrol 
officers working various shifts. This knowledge provided 1nvaluable 
assistance in case screening/assignment for the Case Screener became 
familiar with the officers generating the cases. Consequently, 
he was able to integrate such knowledge into the case review 
process. After a relatively brief passage of time he was thus able 
to determine much information about report quality and validity by 
simply checking the officer's name., This is another intangible 
result of incorporating centralized case screening and monitoring in 
one district office. 
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Another similar result is that the Case Screener was able to 
develop a positive working relationship with shift personnel, 
including lieutenants and,sergeants. The result of fostering such 
a relationship was that shift personnel felt free to visit the MCI 
office and discuss possible crime trends or patterns, or single 
incidents which could possibly have a bearing on investigations. 
Based on this input, many new assignments were initi~ted, and 
information on ongoing cases was passed on to'detectives. 

In conclusion, it is evident that case screening authority and 
responsibility as practiced under the MCI program was critical to 
a smooth and effective exchange of information throughout the 
district. The centralization of case screening authority in one 
office within the district guaranteed that such information was 
channeled into the case screening process. This centralization of 
authority was imperative given the various screening decisions 
available. 

3. Case Assignment Criteria and Use of the Weighted Solvability 
System - The Case Screening Officer, as alluded to above, applied 
a variety of criteria in the case assignment process. It is difficult 
to prioritize these criteria by importance as the significance of 
each varies according to the situation. Nevertheless, it is 
possible to divide such criteria into two categorie~: (1) those 
directly relating to the particular event or related series of 
events; and (2) those related to personal or administrative factors. 

Case solvability fa,ctors d~rectly influenced the first set, or 
primary criteria. Other considerations falling in this category 
were m.o. patterns, victim patterns, and geographic patterns. 
This information was generated from the incident case or from informa
ti on produced either formally or informally ft"om patrol offi cers or 
investigators, witnesses, informants, victims and suspects. All 
such information was integrated into the solvability system. If 
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pertinent to the incident case, such infonnation was considered in 
the original case screening process. The Case Screener had the 
option of either downgrading or upgrading the patrol officer's 
initial solvability scoring. The availability of other information 
would invariably lead to an upgrading of particular solvability scores. 

Secondary criteria as utilized by the Case Screener included 
personal influence criteria such as a direct call from the victim or 
other person associated with the case, or a direct order to investigate 
the case for public relations purposes. Such orders were received from 
the MCI Project Director or the District Commander, or iD certain 
instances from other Commanders in the Department. When applied, 
these criteria often outweighed solvability criteria. Numerous 
cases were investigated, at least superficially for such reasons. 

Administrative criteria also were applied in case screening .. 
This category included policy criteria and workload criter·ia. Policy 
criteria applied to certain highly sensitive or publicized crimes 
such as rapes and homicides which would automatically be assigned 
for investigation despite solvability. A related example would be 
the instance in which a victim was in grave condition (e.g., a 
strong arm robbery or assault) and yet"l ittTe evi dent; ary .i n"formation 

was available. Workload criteria were also utilized. Cases were 
often assigned despite solvability when workload levels were low. 

In assessing the use of these criteria, it is clear that the· 
first set, solvability infonnation, is most important within the 
MCI concept. The practice of assigning cases with little or no 
solvability, although other personal influence factors are present, 
is not directly in tune with the MCl principle of using solvability 
infonnation as a basis for assignment. There was a practical trade-off, 
however, which was necessary in assigning those cases where either 
personal influence or policy matters dictated assignment. The district 
and the overall Department could not afford the luxury of not assigning 
such cases. 

3-15 



In practice, however, logic dictated that the number of cases 
assigned through personal influence or policy criteria would be 
relatively low. The number of homicides, rapes, and serious 
armed robberi.es, all automatically assigned, wa~ small when 
compared to' other crimes. Similarly, the situatio~ wherein 
personal influence dictated assignment should have a relatively 
minor impact on overall workload. The Case Screening Officer has 
often supported this notion. Case assignment, therefore, should 
have been influenced less by such factors than by solvability. 

. _. . 
Workload levels indirectly influenced case assignment. As 

a practical matter~ it was necessary to maintain a fairly consistent 
workload level within the investigative unit. The assigning of 
cases with little or no solvability just to keep workload levels at 
a constant rate, however, is not compatible with the MCI concept. 
Therefore, this factor should have had only a minor influence in 
cas.e assignment. 

To determine the significance of each criterion in case 
assignment, an analysis of solvability scores for assig~ed and suspended 
cases was conducted. This analysis sought to ascertain whether 
cases with high solvability ratings we~e assigned and cases with 
low solvability ratings were suspended from investigation. As was 
demonstrated in Chapter II, there ;s a direct relationship 
between solvability rating and potential for arrest. Therefore, 
those cases with high solvability would warrant more consideration 
in assignment than cases with low solvability. 

The range, mean (average) and standard deviation in solvability 
scores were calculated for specific Part I crimes to complete this 
assessment. It was necessary to compute the standard deviation, as 
well as the mean since this statistic can be used to identify the 
range in which a majority of cases fell. In this instance, the 
standard deviation was used to calculate the range for 2/3 of all 

. t 3 case asslgnmen s . 

. 3In all distributions of such data, the range of 2/3 of all scores 
can be calculated by defin1~g the mean and identifying the range 
of cases falling within one standard deviation (plus and minus) from 
the mean. 
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The results of this analysis are portrayed in Table 3-6. The mean, 
standard deviation (S.D.) and range in which 2/3 of all cases were 
located are identified by crime type for MCI assignments, patrol 
assignments, combined assignments, and total assignments. The same 
data are also depicted for suspended cases. Homicides were 
excluded from this analysis since there were so few of these cases 
during the experimental year. A not applicable (NA) was included if 
no cases fit the specific cell. 

These data support the notion that solvability was a prim~ 
consideration in case assignment. The mean (2.9) and range for 
suspended cases (0.0-9.5) is considerably lower than the mean 
(24.7) and range (8.4-41.0) for assigned cases. Similarly, it 
confirms the practice of assigning cases with greater workability 
potential (i.e., those cases which required less investigative skill) 
to patrol officers. The range for patrol assignments is higher 
than for MCI assignments. The range for co~bined assignments is 
also higher than the range for patrol assignments. Moreover, this 
trend is applicable for most crime types. 

The ranges for these assignments are, however, quite broad 
indicating that a variety of factors were considered in assignment 
'other than solvability. Had solvability been the only criterion 
the range of 2/3 of all assigned cases, for example, would not have 
been as low as 8.4. This suggests that numerous cases were assigned 
with low solvability. Obviously, criteria such as personal influence, 
policy considerations and workload were considered in assignment. The 
net effect of this practice is that investigative workload was in 
all likelihood greater than necessary. Thus, it can be concluded that 
solvability played an important but not primary role in case assignment. 

In relationship to the objective of reduced workload, therefore, 
two patterns emerge. The first is that cases were more effectively 
assigned according to investigator appititude and experience. The 
second is that too many cases were actually assigned due to the fact 
that criteria such as personal influence and investigator wo~kload 
play~J an overly important role in assignment. 
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TABLE 3-6 

SOLVABILITY RATINGS FOR CASE ASSIGNMENTS AND SUSPENSIONS 
SILVER SPRING DISTRICT 

ASSIGNED ASSIGNED ASSIGNED TOTAL SUSPENDED 
MCI PATROL COItHNED ASSIGNED CI\SES 

Mean S.D. 2/3 Ran.!l..e Mean S.D. 2/3 Range Mean S.D. 2/3 Range Mean S.D. 2{3 Range Mean S.D. 2{3 Range 
Rape 20.0 12.9 7.1-32.9 NA NA NA 40.0 0.0 -40.0- 20.7 13.2 7.5-33.9 NA NA NA 

w Robbery 24.1 12.6 11.5-36.7 26.6 16.2 10.4-42.8 40.2 15.6 24.6-55.8 25.3 13.5 11.8-38.8 9.9 9.0 0.9-18.9 I 
-' 
co Aggravated Assault 28.5 18.3 10.2-46.8 39.7 10.4 29.3-50.1 44.1 13.0 31.1-57.1 36.4 15.0 21.4-51.4 12.2 15.8 0.0-38.0 

Burglary 19.3 14.9 4.4-34.2 26.9 1:i.5 7.4-46.4 29.7 20.4 9.3-50.1 22.2 17.1 5.1-39.3 2.6 5.9 0.0- 8.5 
Larce.IY Over $500 21.0 16.5 4.5-37.5- 23.8 13.4 10.4-37.2 20.0 10.7 9.3-30.7 22.4 14-.7 7.7-37.1 2.6 7.2 0.0- 9.8 
Total Crime 21.5 14.7 6.8-36.2 29.3 17.4 11. 9-46. 7 37.7 16.0 21.7-53.7 24.7 16.3 8.4-41. 0 2.9 6.6 0.0- 9.5 



This second conclusion was verified by conducting a test of the 
accuracy of the Case Screening system. All case screening decisions 
were compared with follow-up investigation results. Investigative 
outcomes were classified as either arrest or open for this analysis. 
Cases eventually cleared by exception were categorized as open as 
were cases ultimately unfounded. This classification was based on 
the premise that exceptional clearances or unfounded outcomes were 
not priority considerations in case assignment. A case was usually 

.... -.- .. .. ~ - ~ ... -~ .... -. - ...... - ... - .--

assi~ned with the intention of making an arrest. The results of this 
analysis are displ,ayed in 'Table 3-7. 

These data were used to compute case screening a'ccuracy as 
follows. A case originally assigned and culminating in arrest 
was categorized as an accurate decision. Additionally, a case 
initially suspended and remaining open was taken as an accurate 
dechion. The first percentage in each cell reflects'the p'roportion -of 
assigned cases falling in each category. The second percentage 
indicates the proportion of cases eventually resulting in arrest 
or carried as open which fell in each assignment cell. 

Cases Assigned 

'Cases Suspended 

TABLE 3-7 

CASE SCREENING ACCURACY 
SILVER SPRING DISTRICT 

Cleared 
Arrest Open 

53 398 
11.8% 88.2% 
84. 1% 41.4% 

10 562 
1. 7% 98.3% 

15.9% 58.5% --
63 960 

615 
Accuracy Prediction 53 + 562 = --- = 60.1% 

1023 
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Adding the two accui"atedecisions results in an accuracy figure 
of 60.1X·and an inaccurate ratio of 39.9%. The precision of the 
case screening system must be questioned based on this result. 
Specifically, there appear to be too many open cases which actually 
were. assigned .. A relatively high percentage would be expected 
due to the MCI philosophy of assigning cases with limited solvability 
to detec;tives and those with higher solvability to patrol. The 

. question which must be asked, however, is whether this practice 
can still be retained and a more accurate case screening system devel
oped.Such a system would more likely decrease the amount of open 
cases actually assigned (currently 88% of assigned cases). 

4. The Weighted Solvability System - The weighted case screening 
system was used primarily in an experimental mode during the MCI 
project. At no point in the program did the Case Screener opt to 
apply cut-off points which would dictate certain case assignment 
decisions. Instead, it was decided to let experience be the fundamen
tal factor in assignment. One reason for this decision was the 
perception that the weighted system did not allow latitude for personal. 
influence, administrative or workload factors. It was deemed important 
to integrate these criteria into the case screening system. 

An analysis of solvability scores for cases leading to arrest in 
the follow-up investigation was conducted to assess the application 
of weighted' solvability. The mean and standard deviation of weighted 
scores were computed for all crime types and a range of scores in which 
2/3 (67%) of all cases resulting in arrest were located. A 95% range 
was also computed. It'was also anticipated that cases resulting in 
arrest would follow a pattern (i.e., would fall within a certain range 
of scores). If this were true, a minimum solvability score could be 
identified for screening out cases with little or no probability of 
arrest. The results of this analysis are presented in Table 3-8. 

These data demonstrate that the weighted system e as presently 
used, does not lend itself to any arbitrary cut-off point. The range 
of scores in which cases resulting in arrest were located is too broad 

3-20 



to justify such a decision. Applying a cut-off, of 15 for example~ 
would mean not assigning approximately 15% of all cases which actually 
resulted in arrest. A cut-off score should be a cut-off point 
above which 90-95% of solvable cases are located. To do this with the 
current system would necessitate assigning any case with a score over 
1.0. This in essence would mean assigning a case over the entire 
spectrum (0-60). This, in fact, occurred during the experimental 
year. Many cases with little or no solvability (as indicated by the 
weighted system) were assigned and cleared by arrest. 

The data in Table 3-8 indicate that the current weighted 
system is of li,tt1e utility in overall case assignment. Only for the 
crimes of assault and larceny could this system be used with any 
preclslon. To illustrate, any assault with a score of 13 or less. 
could be suspended with the net effect that Mel would risk not 
working 5% of those cases which could be cleared by arrest. 
The same example could be demonstrated for larcenies over $500 using 
a cut-off score of 45. In actuality, however, the number of assaults 
and larcenies assigned is small when compared with robberies and 
burglaries. The weighted system cannot be used for these crimes as 
it does not discriminate between cases with arrest potential and non 
arrest potential. 

Rape 
Robbery 

TABLE 3-8 

S.DLVABILITY RATINGS FOR CASES 
CLEARED BY ARREST IN FOLLOW-UP 

INVESTIGATION 

MEAN S. D. 67% RANGE 
47.5 12.0 35.5-59.5 
26.2 14.8 11.4-41.0 

Aggravated Assault 41.9 14.0 27.9-55.9 

Burg1 ary 32.8 1-6.5 16.3-49.3 

Larceny Over $500 49.0 1.4 47.6-50.4 

Total Crime 33.7 16.2 17.5-51. 2 
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23.5-60.0 
0.0-55.8 
13.9-60~0 

0.0-60.0 
46.2-51.8 
1.3-60.0 



In consideration of the potential provided by a weighted system, 
it seems appropriate that the MCI unit could refine the current 
process and ultimately rely more heavily on a modified weighted 
system. Obviously, investigators would rather work cases with a 
greater solvability potential. Therefore, the morale factor in 
producing an even lighter workload would undoubtedly be positive. 
The only hesistancy in using the system is apparently the loss of 
discretion. 

As an alternative, it would seem possible to refine the weighted 
system to include such discretion. The first factor, however, in 
assignment would be solvabi.lity. The Case Screener, after calculating 
this score, would have the option of applying secondary criteria to 
the process. These criteria would be so structured that the case would 
be carried as an assigned case based on secondary criteria only. 
For instance, if a case received a score of 15 after initial 
screening and the cut-off value for assignment was 20 it would 
not normally be worked. If, however, after applying secqndary criteria 
in which victim influence were weighted heavily it was 
decided to work the case, the case could be carried on the merits of 
secondary criteria assignment only. Such cases could even be 
treated differently in the monitoring process as it may not be 
deemed appropriate to allow the same suspense period for such cases. 
A shorter suspense period may be suitable. 

Case processing would then follow a process as outlined in 
Figure 3-1. Those cases assigned without sufficient solvability 
would be so identified. 

5. The Victim No Call Policy - A significant change introduced by 
the MCI program was the practice of not re-contacting victim~ on cases 
with little or no solvability (cases suspended in screening). It 
was felt that this change would improve productivity in that officers 
would not be forced to spend time on such cases. 

The contact policy, which was continued during the evaluation year 
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FIGURE 3-1 

CASE SCREENING SYSTEI\II 
(USING PRIMARY AND SECONDARY 

ASSIGNMENT CRITERI.t~) 

CASE RATED 
by 

PATROL OFFICER 

.. " 
CASE SCREENER 
REVIEWS CASE 

PRIMARY CRITERIA 
CASE WEIGHTING 

Does Not 
EXCEEDS .. .1_-", ... , __ . ______ ... ~ EXCEED 

ASSIGNMENT i' ' ASSIGNMENT 
MINIMUM MINIMUM 

1 
SECONDARY 

CRITERIA 
APPLIED 

CRITERIA 1L J 
PRESENT i' 

~ CRITERIA 
, ABSENT 

CASE ASSIGNED .. ~------ CASE SUSPENDED 

3-23 



by the Crimes Against Property Division, was based on two premises: 
(1) that such contact was valuable because additional information 
would likely be retrieved leading to either arrest, clearance or 
recovery of stolen property; (2) that such contact was necessary to 
demonstrate to victims that the Department was interested in investi
Qating all cases. The MCI philosophy centered on the relative value 
of this contact. It was felt that very little information was actually 
obtained and that most victims were fully aware of case clearance 
potential at the time the initial investigation was completed. 

Two research activities were conducted to test the validity of 
the two premises underlying the contact policy. A two month 
analysis of victim contacts for cases assigned'within the Crimes 
Against Property Division was conducted with the assistance of the 
MCI Monitoring Task Force. This audit attempted to determine the 
percentage of cases for which the re-contact resulted in either case 
clearance by arrest by exception or the recovery of stolen property. 
Over the two month period, a total of 97 burglaries were tracked to 
ascertain this information. Call backs were made by detectives for 
all of these cases. The results of this audit are displayed in Table 3-9. 

TABLE 3-9 

RESULTS OF VICTIM CONTACT BY DETECTIVES 
FOR TWO ~1ONTH STUDY OF BURGLARIES 

Cases with no additional information 
Cases with additional information 
Cases cleared 

by arrest 
by exception 

Cases with additional recovered property 
Cases with additional stolen property identified 
Cases with suspect identification 
Cases with additional suspect description 
Cases with development of witness 
Cases assigned for follow-up after call back 
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60 62% 
37 38% 
3 3% 
2 2% 
1 1% 
3 3% 
9 9% 
2 2% 
8 8% 

3 3% 
15 15% 



These results demonstrate that the call back policy is not cost 
effective, in terms of producing information resulting in arrests 
or in the recovery of stolen property. Investigative time would have 
perhaps been used more effectively in working solvable cases. 

The seclond premise upon which the call back policy was based was 
good public relations. The Mel concept advocated setting realistic 
expectations with the victim at the time of the initial investigation. 
The patrol officer was directed to inform the victim of case workabil
ity at the time that he or she finalized the case follow-up recommen
dation. The principle behind this decision was that it was more 
efficient, in terms of saving investigator time, it fostered a 
more honest approach with the victim, and it placed greater accountability 
with the preliminary investigator. 

The Mel evaluation team conducted a telephone survey of 96 
burglary and larceny victims from two samples of cases to test these 
concepts. The first set was selected randomly for the period of 
October 1976 - March 1977 and the second set drawn for a comparable 
period during the Mel project (October 1977 - March 1978). A total 
of 96 cases were selected to assure representativeness. 4 A survey 
was prepared and pre~tested on a pilot group of victims and then 
revised according to the pilot experience. All victims were called 
over a one week period in September 1978. The telephone calls were 
made during the evening hours to guarmntee utmost response. 

Several series of questions were included in the survey which 
is included as Appendix I to this report. Also included in this 
appendix are actual responses to each question, for both the pre
implementation. and the post implementation period. One series of 
questions solicited information about the patrol officer response 
to the incident. These questions were included to assess the 

4The required sample size was calculated to be 80 cases with a .05 
standard error rate. The standard error rate indicates the likeli
hood of obtaining the same results by chance. A .05 standard 
error indicates that the obtained results would only have occurred 
5 times out of 100 by chance. 
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relationship, if any, between perceptions of this response and 
attitudes about the investigation. Other questions addressed victim 
satisfaction with the manner in which the officer handled the 
investigation, the officer's crime prevention recommendations, the 
officer's recommendation concerning follow-up investigation and the 
actual follow-up investigation, if in fact one occurred. A final 
ques'tion solicited information on prior' victimization. This question 
was included as a control variable to detect any possible differences 
in perceptions based on multiple victimization. Socio-economic data 
(e.g., victim race, sex and age) were also included in the survey 
for the same reason. 

Generally speaking socio-economic and victimization characteristics 
had very little impact on perceptions. Victimization rates were 
correlated with responses to attitude questions with the result that 
no relationships could be identified. The only relationships between 
attitude and socio-economic data pertained to perceptions of non-White 
victims toward patrol officer response to incidents. Such victims were 
less satisfied than caucasions although the small number of non-white 
victims included in the sample precludes any conclusions about this 
relationship. Any confounding affect of either victimization rates or 
socio-economic data can, therefore, be discounted. 

The primary findjngs concerning the contact policy were: 
(1) Victi"ms p·erc~ived no significant difference between the two 

years in patrol officer statements about case suspension due 
to lack of investigative leads (question 26); 

(2) Victims reported that less officers during the Me! implemen
tation year indicated that a detective would initiate 
contact with the victim ~onc~rning .the case (question 27); 

(3) There was no significant difference between the two years in 
victim satisfaction with patrol statements concerning what 
would be done with. the case following the. initial investigation 
(question 28); 

(4) There was a significant difference between the two years in 
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victim satisfaction with the way patrol officers handled the 
case (question 25). 

Each of these findings are discussed in detail below. 
Question 26 was stated as fellows: IIDid the patrol officer 

state that due to a lack of investigative leads, your case would most 
likely not be followed up by a detective?1I Survey respondents 
indicated that a slight1y higher percentage of officers elicited such 
a statement (18% for the pre implementation year as opposed to 17% 
for the pre-implementation year). This difference was not found to 
be statistically significant using a Chi Square test. (A Chi Square 
value of .070 was computed with one degree of freedom - a signifi.cance 
value greater than .50 was calculated for these data). The low 
percentage of such responses suggests that not many officers were 
replying in such a manner, even during the MC! program. 

Question 27 was stated as follows: IIDid the patrol officer state 
that a detective would contact you to ask further questions about 
your case?1I The responses were: yes - 64% for the pre implementation 
year and 18% for the experimental year; and no - 36% for the pre 
implementation period and 82% for the MCl program year. This difference 
was found to be statistically significant. (A Chi Square value of 
4.90 was computed with one degree of freedom, significance level = .0268). 
This confirms that a change did, in fact, occur. 

Question 28 was worded as follows: II Were you satisfied with the 
patrol officer1s explanation of what would be done with your case?1I 
The responses were: 

Pre Year During Year 
10 (10%) very sati sfied 20 (21~~) 

62 (65%) satisfied 49 (51%) 
1 ( 1 %) dissatisfied 5 (5%) 
4 (4%) very dissatisfied 6 (6%) 

19 (20%) no response 16 ( 17%) 

3-27 



There was a·difference noted in this response. Victims for the 
experimental year were less satisfied with the patrol officer's 
explanation. This difference, however, was not found to be 
statistically significant. (A Chi Square value of 6.72 with three 
degrees of freedom eas obtained with a significance value of .0815 
- a significance value of .05 is required). 

Question 25 was phrased as follows: liTo what degree were you 
satisfied with the way the patrol officer handled your case?" 
The responses were: 

Pre Year Ouri ng Year 
38 (40%) very satisfied . 45 (47%) 
52 (54%) sat"isfied 36 (38%) 
2 (2%) dissatisfied 6 (6%) 
o (0%) very dissatisfied 6 (6%) 
4 (4%) no response 3 (3%) 

There was a statistically significant difference in this response. 
(A Chi Square value of 11.20 with three degrees of freedom was 
obtained for a significance value of .0107). It can, therefore, 
be concluded that victims were less satisfied with the initial 
investigation during the experimental year. No discernable reason 
for this difference can be determined. Cross-comparisons of victim 
attitudes toward response time questions, investigative thoroughness 
questions.and case processing questions (i.e., questions 26, 27, 28) 
were· conducted with the result that no correlations could be identified. 

In summary, these data do not suggest that a major di sserv.i ce in 
community relations occurred with the change in the victim contact 
policy. The survey does, however, substantiate reported changes in 
policy concerning patrol officer response to the victim in that less 
officers informed the victim that a detective would contact them. 
This change, as demonstrated, did not produce overt citizen complaints. 
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This raises a question about citizen expectations. It is likely 
that a citizen's expectations about case clearance potential is 
largely formed at the time of the initial investigation. Such a 
conclusion was expressed by the MCI Monitoring Task Force. Victims 
are likely to be more realistic about the chance of property 
recovery or arrest of a suspect if told initially by the patrol 
officer that such chances are either very high or quite remote. 

From the standpoint of the impact of this policy change on the 
objective of reduced workload, the only conclusion that can be 
reached is that it was positive. The decision not to burden 
detectives with such tasks relieved considerable workload which 
did not appear to be cost-effective. 

6. Summary: Process Evaluation - The objective of reduced workload 
for investigators was achieved through a combination of program changes. 
Chief among these activities were the centralization of investigative 
assignment authority in one office (the Case Screener's Office), the 
use of patrol officers in the investigative process through the use of 
solvability in assignments and the policy of not contacting victims on 
unworkable cases. The practice of requiring patrol office.rs to 
recommend investigations had only a minor influence on workload while 
the weighted case screening system could not be attributed to the 
achievement of this objective. 

OBJECTIVE B. IDENTIFY AS QUICKLY AS POSSIBLE 
FOR RE-ENTRY CASES PREVIOUSLY DEFINED AS 

UNSOLVABLE WHICH ARE REDEFINED AS 
POTENTIALLY SOLVABLE 

Program Evaluation 
The second objective of the Case Screening System was to establish a 

process for re-entering previously suspended cases based on the ~vailability 
of new leads. This process had never been approached systematically prior 
to MCI. Cases generally were re-entered only when suspects were apprehended 
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and divulged information linking them to previous cases. One assumed 
benefit of the decentralized case screening system was a closer proximity 
to information, both from departmental sources and external sources, 
which would in turn lead to more cases being re-entered in an expeditious 
manner. 

1. Program Activities - The primary means for more quickly re
entering cases was instituting mechanisms to gain better access to 
information. The fact that case screening was centralized in one 
office in the district station, as discussed previously, largely 
improved this information gathering capability. 

A new recording system was instituted to keep track of these 
re-entered cases. The Case Screener used a case tracking card, also 
containing other key assignment information, to record re-entries by 
date and assigned officer. One such card would be initiated whenever 
a case previously carried as suspended was re-entered. Cases were 
re-entered from several sources, such as common traits, or patterns 
being identified from newly received reports, or additional information 
of an intelligence nature being generated by MCI personnel or patrol 
officers, or intelligence information being received from other depart
ments, districts or offices within the County, victims or informants. 

\ 

The re-entry process was based 1 argely on the personal recollecti on 
and information gathering capabilities of the Case Screening Officer 
and other MCI personnel. Various reference files were used in this 
process (e. g,_, victim fi le). These fi les were not regularly searched 
through any rigorous form of analysis to compare m.o. traits, etc. 

2. Result Indicators - A quarterly analysis of the number of re-entered 
cases in Silver Spring was conducted to determine if (1) a substantial 
percentage of cases were re-entered; (2) there was any frequency in 
re-entries as the Mer program progressed; and (3) if cases were 
re-entered expeditiously. The number and perceF)tage of re-entries "lor 
the experimental year are depicted in Table 3-10. Cases were tallied 
if re-entered during- the quarter in whi ch they were reported. The 
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percentage figure indicates the proportion of cases originating and 
initially suspended within the specific quarter in which they actually 
were re-entered. 

TABLE 3-10 

RE-ENTRIES BY QUARTER 
SILVER SPRING DISTRICT 

Quarter 1 Quarter 2 Quarter 3 Quarter 4 Total 
Oct.-Dec. Jan.-Mar. Aer.-June Jul~-Seet . Year 

N % N % N % N % N % 
Rape 0 00 0 00 0 00 0 00 0 00 
Robbery 2 40 2 67 1 12 0 00 4 20 
Aggravated Assault 1 100 0 00 0 00 0 00 1 07 
Burglary 25 29 13 22 3 03 3 02 44 11 

Larceny Over $500 1 02 1 04 0 00 0 00 " 02 ~ 

Total Crime 29 22 15 17 4 03 3 02 51 09 

These data indicate that the case screening system actually re-entered 
less cases as the evaluation year progressed. Whereas a substantial 
proportion (22%) of cases initially suspended in the first quarter 
were re-entered upon the discovery of additional evidence, only 2% 
of such cases wer~ re-entered during the final quarter. The deGrease 
throughout the year was due to smaller percentages of robberies and 
burglaries being re-entered throughout the year. 

Another factor should be considered in reviewing these results. 
The number of cases actually suspended increased as the year 
progressed (see Table 3-1). This was especially true for the crimes 
of robbe"ry and burglary. The fact that a smaller number of cases 
were re-entered thus indicates greater inefficiency in the case 
screening process. If, in fact, cases had been re-entered at the same 
rate there would have been more re-entries in the third and fourth 
quarters of the year than in the fi rst and second quarters. 
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Of all the cases re-entered during the evaluation year, 13 or 
45% were cleared. A total of 4 or 14% of all cases were cleared,by 
arrest. The remainder were cleared by exception. This provides 
further indication that the case screening system did not produce 
overwhelming results. All but one of the exc~ptional clearances 
occurred due to multiple clearances. This suggests that no major 
change ac~ually took place over prior practice. Investigators 
assigned to the centralized Crimes Against Persons and Crimes 
Against Property Divisions have re-entered cases as a result of multiple 
clearances for several years. 

As a further measure of the efficiency of the case screening 
process, an analysis of the average time between case suspension 
and re-entry was conducted. This objective stressed the need to 
re-enter cases as quickly as possible. It was anticipated that a 
higher frequency of cases could be. successfully cleared if re-entries 
were made quickly. As time continued, there was les5 likelihood that 
cases would be re-opened and closed. 

The average elapsed days between initial suspension and re-entry 
are depicted in Table 3- n. The average elapsed time for all re-entries, 
cases cleared by arrest and by exception are included. These averages 
were computed only for cases suspended and re-entered within the same 
quarter. The number of actual cases cleared are depicted in parentheses _. 
next to the average elapsed days. These data indicate that the 
time between suspension and re-entry decreased as the year progressed. 
Further, the elapsed time for cases eventually cleared was greater than 
the elapsed time for total cases. It is difficult to draw any conclu
sions about the relationship between time and clearance potential as 
there were too few cases actually cleared to permit such an inference. 

These data do demonstrate that cases were re-entered more 
quickly as the year progressed. This does not indicate" hO\,/ever, 

that the case screening system functioned more efficiently in view 
of the decrease in re-entries and the fact that no re-entries in 
the third and fourth quarters resulted in clearances. 
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Quarter I 
Quarter II 
Quarter III 
Quarter IV 
Total Year 

TABLE 3-11 

AVERAGE ELAPSED TIME (IN DAYS) BET~IEEN 

CASE SUSPENSION AND RE-ENTRY 

All Re-entries 
34.2 
35.2 
21. 7 

13.3 

30.7 

Arrests 
12.5 (2) 
52.0 (2) 

31.8 (4) 

Exceptions 
37.8 (9) 

37.8 (9) 

NOTE: The number of cases resulting in a!'~~~ts Qr 
exceptions are shown in 'pirenfheses. 

Process Evaluation 
The re-entry process within the case screening system was nE!Ver fully 

made operational. A successfui, useful process would undoubtedly have 
produced more re-entered cases. The fact that the number of re-el"'ltries 
actually decreased adds further evidence to support this conclusion. 
For this reason, no process evaluation will be completed for this objective. 

The reason for the lack of accomplishment of this objective is 
quite apparent. The various files maintained in the MCI office 
were not routinely searched for purposes of identifying similar m.o. data, 
geographic trends or patterns, or victim characteristics. These sources 
were generally searched only when intelligence infonnation was obtained and, 
the Case Screening Officer or other investigator, through personal 
recollection, would link such data to previous cases. This process is 
workable in conducting routine investigations, but not effective as an 
on-going analysis capability. 

There is a need to integrate crime analysi s data with case sC'reening 
information to improve the re-entry process. Currently, the district 
crime analyst, located on a separate floor from MCI, undertakes several 
crime analysis tasks. The results of this work, however, are rarely 
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channeled to the Ca:se Screener for review and analysis'. It is reconmended 
that consideration be given to devising a process to better integrate the 
work of these two separate, but inter-related analytical functions. 

CONCLUSIONS AND RECOMMENDATIONS 

The case screening system instituted under MCI was beneficial in 
. many respects. The Department, through this new system, modi fi ed its 
traditional posture on methods of processing cases for follow-up investiga
tion. The practice of requiring patrol officers and supervisors to 
el i cit recommendati ons for follow-up instituted greater accountabil ity 
and assured that the street officer, who invariably will have more 
initia'l information about the case than anyone'else, h.as input in the 
decision making process. The MCI experiment demonstrated, both from an 
operational and a results perspective, that this practice of including 
patrol in case screening can function effectively. 

A related change to introduce greater cost effectiveness in investi
gations was the practice of directing patrol officers to inform the 
victim of the probability of follow-up investigation successful case clear
ance. This measure of accountability was shown to save considerable 
man-hours in the MCI unit, wHh a companion benefit in investigator 
morale. The impact of this change, in terms of operational effectiveness 
and victim perception~ has proven to be min'imal. Victims of property 
crimes, the victims most heavily influenced by this change, did not 
react drastically to the no-call back policy. Only a slight decrease 
in victim satisfaction with pertinent aspects of cese processing was identi
fied. 

The first objective of the case screening system was reduced 
investigator workload. This, in retrospect, was somewhat ambiguous. 
In terms of detective workload, this objective was achieved. 

~. -..- - --. .. ... ... . - - .-
Permanently assigned investigators actually worked a smaller percentage of 
cases than their counterparts in centralized units. The objective was 
not accomplished, however, when viewed from overall assignment patterns. 
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Silver Spring actually worked more cases than central investigative 
units. This was because of the decision to involve patrol officers 
in investigations, (thus adding more resources), the practice of not 
contacting victims on unworkable cases, and the decision to centralize 
assignment decisions in one office under one uniform system. 

The net effect of this change was that Mel went beyond the objective 
. of reduced investigator workload. The MCl program demonstrated that 
a systemmatic decision process, complete with several assignment 
alternatives, can work effectively. Detectives not only had their 
caseloads reduced but changed in scope. The change that was introduced 
was that detectives actually became utilized for their investigative 
expertise' and not as information processors for relatively easy to 
close cases. This change was an asset to productivity. Detectives were 
working a smaller percentage of cases and those cases that were being 
worked were more complex cases requiring greater expertise. 

The weighted case screening system used experimentally by MCl was 
not developed based on explicit, sound research indicating which type of 
cases should be worked and which cases should not be worked. Consequently, 
its utility in screening decisions was marginal. 

MCl did not achieve its objective of structuring an effective case 
review and analysis system for purposes of re-entering previously 
suspended cases based on the identification of new leads. This objective 
was not achieved because no formal, systemati"c process was instituted, 
for reviewing suspended cases. 

The case screening system, in summary, did produce sEveral changes 
in case assignment methodology. These changes can be characterized 
as elements of a better managed, more systematic decision making 
process. The case screening system could be improved by pursuing 
the following recommendations. These suggestions are coupled with overall 
recommendations for this sub-goal: 

(1) Retain the policy of centralized review and decision making 
authority for case screening with one individual in the district 
station - This was perhaps one of the major strengths of the MCl 
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program. As time progressed, the case screening role was 
shared by three other investigative sergeants within MCI. 
These sergeants received thorough training in screening criteria, 
however, from the Case Screener/Investigative Coordinator prior 

. __ .to.filling this role. This Case Screener should be an individual 
capable of providing first line supervision to detectives 
while at the same time establishing an effective working 
relationship with patrol supervisors and beat officers. 

(2) Continue to assign cases with high solvability to patrol 
officers individually or in a joint status with detectives -
Experience has shown that the MCI concept of assigning cases 
to patrol officers reduces detective case10ad thus freeing 
investigative resources to concentrate on more difficult cases. 

(3) Continue the policy of not recontacting victims to notify them of 
case suspensions - The MCI pY'ogram has demonstrated that the 
procedure of requiring patrol officers to inform the victim of 
case solvability and follow-up potential is a more cost effective 
approach. 

(4) Maintain the practice of requiring patrol officers to recommend 
case screening dispositions - Through MCI, this policy has 
proven effective in fostering greater accountability in patrol 
and providing valuable information to the Case Screener/ 
Investigative Coordinator for case processing decisions. 

(5) Use the weighted system and the operational input of the 
Case Screener to seek an even greater reduction in detective 
case10ad - The Mel program produced a statistically significant 
decrease in detective workload. Experience has shown, however, 
that a considerable portion of the current workload may still 
be reduced without jeopardizing unit performance. This would 
entail using the weighted system to differentiate between those 
cases with no solvability potential and those with marginal 
so'l vabi 1 i ty potenti a 1. The former group of cases woul d t:len 
be suspended and the latter' assigned during screening. 
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(7) Establish a more effective process for re-entering suspended 
cases - The workload decrease occurring through a decrease in 
initial assignments could be filled by increased re-entry 
of suspended cases with new solvability. Attention should be 
given to integrating the crime analysis function in patrol 
with case screening as both activities feature district wide 
analytical tasks and processes. 
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CHAPTER IV 

MANAGING THE CONTINUED INVESTIGATION 

The third sub-goal of the M.C.I. Program was designed to improve 
the management of cases assigned for follow-up investigation through 
the design and implementation of a case management system. This 
sub-goal addressed the next link in the processing of cases - the work 
of the follow-up investigator. It was recognized at an earlier date that 
adequate attention must be given to this phase of the system for the 
impact of all of the preliminary \'Iork in case processing, iDcluding the 
initial investigation and case screening is determined largely by the 
follow-up investigation. 

The Department had traditionally employed a case management system. 
This system, however, was not fully effective. Caseloads were often 
inequitable and individual investigators possessed the"abilrty-to retain "a 
case in an lIactive capaciti' for extended durations of time although 
the case was unworkable. Such case retention inflated investigative 
workloads and contributed to morale problems. Further, these workloads 
at times kept investigators from working on cases with a higher 
closure potential ""simply because the cases eventuallY required a resource 
commitment. The net effect of these deficiencies was that the continuing 
investigation was not operating as smoothly as possible. 

Two specific objectives were developed to achieve this sub-goal. These 
two objectives were: 

A. Improve Performance Within the Follow-Up Investigation Process; and 
B. Reduce the Time Period Between Assignment of a Case and Case 

Closure. 
These two objectives will be examined in this chapter in light of implemen
tation and results. An analysis of the achievement of one additional' 
objective will also be included. Objective B from sub-goal I will be 
analyzed in this chapter as it pertains most directly to the follow-up 
investigation. This objective was: 

C. Reduce Redundancy in the Investigative Process Between the Patrol 
and Detective Functions. 
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The fundamental data sources for this chapter were M.C.I. case 
tracking cards, and supplement reports. Attitude survey data was also 
utilized in specific portions of the chapter. 

OBJECTIVE A. IMPROVE PERFORMANCE WITHIN 
THE FOLLOW-UP INVESTIGATION PROCESS 

Program Evaluation 
The M.C.I. program viewed the function of managing the continuing 

investigation as an extension of case screening. The suspension of 
unworkable cases from investigative assignment freed time to focus on 
those cases requiring greater investigative skill. Solvability infor-
mation was the key to this change. Investigators were given specific 
ratings on the nature of the case, as well as narrative data concerning 
the event. It was anticipated that they could use this data succesfully, 
with the increase in time required to process numerous cases through work 
load decreases, the closer availability of patrol officers to provide 
information on incident or related cases, the improved working relation
ship between patrol officers and detectives, and the refined technique 
of assigning cases based on ability. Collectively, these activities, 
each discussed in depth below were designed to accomplish this first 
objective. 

1. Pro9r~m Activities - The program was d~;igned with the intention 
of having follow-up investigators add to solvability. Any change 
in solvability from case screening was to be documented on the 
supplement report. To assure this documentation, solvability factors 
were incorporated directly on the supplement report. Unfortunately, 
such information was never added by detectives. This was due primarily 
to managerial lack of direction. No policy ~as devised within the 
M.C.I. system requiring investigators to complete the solvability 
section of the supplement report. Consequently, this section 
remained blank on virtually all supplements. 
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The improved working relationship between patrol officers and 
detectives positively affected the continuing investigation. Patrol 
officers by virtue of (1) the mutual cooperation that was fostered 
by the District Commander, the M.C.I. Project Director and Case 
Scre~ner; and (2) the close working proximity to investigators 
exchanged information more freely with detectives. Such information 
would assist investigators by supplying them with suspect descriptions, 
information about witnesses or victims, or geographic calls-for-service 
trends. 

It is difficult to quantify the frequency of contact between 
patrol and detectives. However, through input provided by the 
M.C:r Monitoring Task Force, M.C.I. personnel, and through personal 
observation of the M.C.I. Evaluator it is clear that such contact 
did occur on a regular basis and was instrumental in case processing. 

The M.C.I. attitudinal survey provided further justification" 
to conclude that patrol ~ detective working relationships did, in 
fact, improve. The survey verified that perceptions of working 
relations were more favorable under M.C.I. and that there was a greater 
fre--:\lency of patrol - detective interaction since M.e.I. was implemente"d. l 

Furthermore, positive attitudes in terms of patrol - detective 
working relations contributed more than any other factor to favorable 
officer perceptions of the M.C.I. program. 2 

Close working proximity between patrol and investigations was 
alleged to provide one additional benefit. Reports could normally 
be screened and assigned to detectives within a period of 24-48 hours 
after the event was originally dispatched to patrol. Centralized units 
did not usually receive cases until 48-72 hours after the event as 

lManaging Criminal Investigations: Police Officer Attitudinal Survey, 
published December 1978, p. 12. 

2 I bid., p. 33. 
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· reports were first processed through the Report Review Section 
before being distributed to investigative units. This time gain 
was deemed to be advantageous for certain cases in which suspects 
were identified or meaningful m.o. information was present. 
Timing was also felt to be critical in certain cases where victim 
or witnesses were identified, but. not ful'ly interviewed by patrol .. 

The practice of assigning cases based on ability was also a 
significant change introduced by M.C.I. Ability in this context 
implied several factors. First, cases assigned to M.C.I. personnel 
at the outset of the program based on demonstrated skills (e.g., 
certain detectives were more proficient at working robberies than 
burglaries). These skill levels expanded as time progressed as 
detectives had the opportunity to work different types of cases. 
Nev~rtheless, a certain degree of specialization remained where~n 
specific investigators were assigned particular types of cases. 
This practice was not totally new under M.C.I. Previously, certain 
specializations had developed within centralized units (e.g., 
homicide specialization, rape specialization). This was new, 
however, from the perspective that M.C.I. was responsible for nearly 
all investigations in Silver Spring. Thus, specialized skills had 
to be identified and developed and refined by management. 

Secondly, assignment based on ability referred to less obvious 
differences about cases. Ass i gnments were often based on the race of 
the victim, the geographic area of the incident, or other unique 
case characteristics. The advantage of such assignments were 
quite apparent. M.e.I. personnel were able to acquire an. in-depth 
working kno~ledge of certain types of cases and geographic areas 
within the di stri ct. Such developed abi 1 iti es fostered t.he acquisiti on 
of new leads and information as community members became more 
familiar with individual investigators. This familiarity was not 
present under the centralized investigative structure. It was, and 
still is, impractical to assign cases geographically or according to 
other case specif;~ criteria due to the fact that centralized 
units are required to work cases from all districts. 
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Assignment based on ability was pertinent to patrol involvement 
in investigations. As alluded to earlier, joint patrol - investigator 
assignments were made on those cases with high solvability requiring 
minimum expertise. Detectives were generally assigned ,to such cases 
as a technical advisor to facilitate warrant preparation, the taking 
of witness statements or other similar tasks. Patrol officers 
received cases with the next highest level of solvability as these 
cases required some degree of independent investigation beyond 
simple information processing. Detectives, therefore, received 
cases with the lowest solvability of all workable cases. The int~nde~ 
benefit of this program activity was better utilization of investigative 
resources and hence improved productivity. 

2. Result Indicators - It is apparent that meanin'gful cha,nges were 
introduced in the managing of the continued investigation to warrant 
an examination of results. Such an analysis was conducted to determine 
if the M.C.I. program activities did accomplish this first objective. 

Investigative performance was measured from the standpoint of 
this objective as the ability to successfully conclude case assign
ments in an arrest or a clearance. All cases contained in the monitor
ing sample and ass.igned for follow-up investigation were tracked to 
assess performance levels. Silver Spring performance was compared 
with results from the centralized investigative units by calendar 
quarters. These results are displayed in Table 4-"1. 

Silver Spring officers cleared a total of 14% of all cases' 
assigned by arrest and 22% through total clearances. This compares 
to'a clearance by arrest rate of 18% for the control area and a 
total clearance rate of 20%. There is no statistically significant 
difference between these clearance rates. Similarly. there is no 
difference between either clearance by arrest rates or total 
clearance rates for the crimes of robbery, aggravated assault or 
burglary. This conclusion was based on an application of a Chi 
Square test to these specific crimes and total clearance rates. The 
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TABLE 4-1 

FOLLOW-UP INVESTIGATION PERFORMANCE 
SILVER SPRING AND CONTROL AREA 

Quarter 1 QUarter 2 Quarter 3 Quarter 4 Tota1'Year 
Oct.-Dec. Jan.-Mar. AEr.-June Ju1:t:-SeEt. 

Cleared Total Cleared Total Cleared Total Cleared Total Cleared Total 

II» Arrest Cleared Arrest Cleared Arrest Cleared Arrest Cleared Arrest Cleared 
I N % N % N % N % N % N % N % N % N _% N % 

0'1 
SILVER SPRING 
Homicide 0 00 2 67 0 00 2 67 
Rape 0 00 0 00 0 00 0 00 0 00 1 11 1 12 2 25 1 03 3 10 
Robbery 4 16 4 16 4 20 4 20 2 12 4 24 1 03 1 03 11 12 13 15 
Aggravated Assault :2 10 3 14 2 12 5 31 5 62 7 88 3 23 5 38 12 21 20 34 
Burglary 14 23 19 32 6 13 7 16 8 20 12 31 10 18 12 22 38 18 59 27 
Larceny Over $500 1 12 1 12 0 00 1 07 0 00 0 00 0 00 0 00 1 02 2 04 
Total Crime 21 16 29 21 12 10 17 15 15 18 24 30 15 13 20 rr 63 14 99 22 

CONTROL AREA 
Homicide 0 00 1 100 0 00 1 100 
Rape 1 33 2 67 1 33 1 33 1 50 1 50 0 00 1 33 3 27 5 45 
Robbery 5 19 6 23 1 03 3 09 8 36 13 59 7 44 9 56 21 22 31 32 
Aggravated Assault 4 22 6 33 1 09 1 09 5 83 6' 100 3 50 6 100 13 32 19 46 
Burglary 6 14 12 28 3 06, 3 06 4 10 5 12 8 30 8 30 21 13 28 18 
Larceny Over $500 1 08 1 08 2 22 2 22 1 50 1 50 0 00 0 00 4 16 4 16 
Total Crime 17 16 27 26 B 08 10 10 19 26 26 35 18 33 24 44 62 18 BB 26 



Chi Square values, degrees of freedom and significance levels are 
presented in Table 4-2. It should be remembered that a Chi Square 
value of 3.84 must be computed to establish statistical significance 
at the .05 level. 

TABLE 4-2 

CHI SQUARE TEST OF DIFFERENCE 
BET~~EEN FOLLOW-UP INVESTIGATION 

ARREST AND CLEARANCE RATES 

Chi Square 
Value D.F. 

robberies-cleared arrest .584 1 
assaults-cleared arrest .695 1 
burglaries-cleared arrest .330 
total crimes-cleared arrest .352 1 

robberies-total cleared .955 1 
assaults-total cleared .523 
burglaries-total cleared .540 1 
total crime-total cleared .236 1 

Si gnifi cance 
Level Si gnifi cant 
.461 no 
.422 no 

>.500 no 
>.500 no 

.323 no 
.479 no 
.474 no 

>.500 no 

In terms ?f quarte~ly variation~ among either arrest or total 
clearance rates,there is little difference between Silver Spring and 
the control area. The only quarter in which substantial difference 
was noticed was the fourth in which a meaningful variation was detected. 
The two centralized investigative units cleared (by both arrest and 
total clearances) a considerably greater percentage of 'cases in this 
quarter than the M.C.I. unit. This is due more than likely to 
the vast number of outstanding assignments returned by M.C.I. 
and patrol investigators during this quarter. 1 

lA concentrated emphasis was initiated in July 1978 to return assigned 
cases in which little or no investigation was stil1 to be accomplished. 
This followed the publication of M.C.I. six month evaluation which 
hi gh 1 i ghted 1 engthy assignment fi gures (i n terms of days) for M. C. I. 
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Perhaps the most critical meaning to be derived from these 
statistics is that Silver Spri,ng did not vary significantly in 
follow-up performance despite cases being assigned to patrol 

. officers and the existence of the patrol rotation period. The 
impact of these program activities was a change in the role'of, the 
detective. Such investigators received more difficult cases~ as was 
demonstrated in Chapter 111, and were required to s~end a considerable 

,amount of time in a training role for rotation personn~l. Th1~ ch~nge 

apparently did not hamper investigative performance. When 
coupled with patrol assignments,Silver Spring investigators 
performed on a par with central unit detectives. 

When viewed alone, investigators in the M. C. 1. unit cleared a 
smaller percentage of all cases by arrest, with the exception of 
burglaries~ than detectives in the two central units. Investigators 
assigned to the Crimes Against Persons Division cleared a greater per
centage of rapes and robberies than M.C.I. 

TABLE 4-3 

FOLLOW-UP INVESTIGATION PERFORMANCE: 
DETECTIVES ONLY 

SILVER SPRING AND CONTROL AREA 

SILVER SPRING CONTROL AREA 
Cleared Total Cleared Total 

Assigned Arrest Cl eared Assigned Arrest Cleared 
N % N % N % N % - -

Homicide 0 1 0 00 1 100 
Rape 28 - 1 4 3 11 11 2 18 4 36 

Robbery 75 6 8 6 8 83 20 24 29 35 
Aggravated Assault 22 8 36 12 54 35* 11 31 17 47 
Burglary 143 16 11 34 24 156 21 13 28 18 

, Larceny Over $500 34 0 00 a 00 25* a 00 a 00'·· 

Total Crime 303 3T TO ~,5 18 312* 54 17 79 25 

* 1 assault and 1 larceny were cleareJ ~s unfounded: clearance figures 
did not include these cases. Thus the total amount of actual assaults 
worked was 35, larcenies were 25 and tota.' cases were 310. 
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Silver Spring detectives, on the other hand, cleared a greater: 
percentage of aggravated assaul ts, and burglarjes than 

,centralized investigators. 
~ significant pOint concerning these clearance rates is that 

?ilver Spring worked a greater percentage of Part I cases and, 
therefore, investigated more complex cases. This did not produce 
negative results. On the contrary, M.C.I. investigators were able 
to produce performance rates similar to those generated by centralized 
unit investigators. 

Process Evaluation 
The program evaluation for this objective demonstrates that the 

changed role of detectives did not negatively affect either arrest rates 
or total clearance rates. This change cannot be linked to any improved 
performance either, at least in the context of traditional performance 
measures. It did, however, result in a more effective use of resources. 
Detectives assumed a broader role than occurred prior to t1'.C. I. implementation. 
Their role shifted from simply a follow-up investigator assigned a case to 
work with 1 ittle or no input from patrol, to a dual role of a trainer a'nd 
facilitator assigned to work cases requiring greater expertise. 

This shift can perhaps be visualized from the perspective of case 
solvability. All cases can be viewed as having some solvability 
characteristics, whether quantified as a single score, or simply rated 
on the presence or absence Of specific solvability factors. In this 
context, solvability can range from a score of zero, indicating no 
solvability to a maximum score. Workability potential increases as 
solvability increases. 2 

2An analysis of the relationship between weighted solvability scores 
and potential for arrest was included in Chapter III,See pg. 3-21 
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Traditionally, investigators have worked those cases with greatest solvability. 
This was the practice in the two centralized units during the M.G.I. project. 
While no specific score was applied to these cases, it can be concluded 
that these investigators were assigned cases having a range of workability 
potential from excellent to marginal. Such investigators, however, 
worked proporti onate ly less cases than Si 1 ver Spri ng personneL Thus, 
it can be inferred that their assignments ranged in the higher end of the 
workability scale. M.G.I. investigators, on the contrary, worked a 
significant percentage of cases with marginal solvability since numerous cases 
having higher solvability scores were assigned in a combined status or 
to patrol. . 

This assignment pattern can be depicted graphically. As shown in 
Figure 4-1, centralized unit investigators cleared 17% of all cases 
assigned by arrest, but in conjunction with patrol officers investig.3.ted 
only 36% of .11 Part I crimes sampled. M.G.I. investigators, together with 
patrol personnel, cleared 14% of all cases assigned. This district, however, 
was able to investigate 44% of all cases. The difference demonstrated 
in this fig'ure is that Silver Spring investigators were able to work 
more complex cases without suffering any major loss in effectiveness. 
This resulted in a more efficient use of resources. 

This change was evaluated from the perspective of program changes 
introduced under M.G.I. These were (1) the improved patrol - detective 
working relationship and (2) the practice of assigning cases based on 
investigative ability. Each of these is discussed' the the following: 

1. Patrol - Detective Working Relationships - The improvement in 
working relationships obviously had some affect on follow-up 
investigation performance. First, the simple fact that detectives 
and patrol officers worked in the same district fostered an enhanced 
environment for discussing cases. A patrol officer assigned a case 
could easily walk up to the second floor of the district station 
and discuss investigative issues or strategies with the M.G.I. Project, 
Director, the Case Screener or any other permanent ~1.C.I per~onne1. 
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Similarly, detectives had better access to patrol officers. This 
improved their capability of disc~ssing case elements with patrol 
officers involved in the initial investigation. 

This imp'roved working environment would not have been created 
however, had it not been for the commitment, initiated by the District 
Commander and carried through to individual patrol officers, to work 
cooperatively and dissolve many of the traditional patrol - investigator 
petty jealousies and other impediments to effective operations. 
A vital key to successful investigative performance is access to 
information. Such access was less likely to exist under pre M.C.I. 
conditions. 

2. Assigning Cases Based On Investigative Ability - It is obvious 
that the improved use of resources demonstrated under M.C.I. would 
not have occurred had prior case assignment patterns been followed. 
The ability of the Case Screener to assign cases within the M.C.I. 
unit based on ability, geography and nature of the victim affected 
performance levels. Although it cannot be validated quantitatively, it 
is highly probable that investigator specialization in working 
certain types of cases and developing contacts within the community 
contributed to the performance achieved by M.e.1. 

Secondly, the practice of assigning cases to patrol officers, 
either individually or in a joint status with investigators, 
clearly can be attributed to the attained result. Detectives would 
not have had the time to work more complex cases if they had been 
assigned all cases. The Case Screener/Investigative Coordinator 
opted to maintain a reasonable caseload of 7-10 cases per month 
per investigator. If the cases assigned to patrol h~rl been worked 
by detectives and this caseload was maintained a smaller percentage 
of cases generated within the district would have actually been worked. 

OBJECTIVE B. REDUCE THE TIME PERIOD 
~ETWEEN ASSIGNMENT OF A CASE 

AND cASE CLOSURE 
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The second objective of the managing the continued investigation 
component was to reduce the time period between case assignment and 
case closure. This objective was designed as a means of instilling 
greater efficiency in the continuing investigation. Traditionally, 
investigators had retained cases for extended periods of time although 
in many instances there was little likelihood of solving the case. This 
occurred despite a policy which mandated eithler returning the case or 
receiving an extension within ten days of assignment. This pOlicy!) 
for all practical purposes~ was not enforced by supervisors. To 
address this problem, M.C.I. supervisors adopted a policy of not 
encouraging follow-up activity beyond a point when all solvability 
information is exhausted. 

Program Evaluation 

1. Program Activities - This objective was to be accomplished 
primarily through close superviso\~y review of case assignments. 
The Case Screener/Investigative Coordinator maintained a file 
of "M.C.I. Case Tracking Cards" showin'g the name of the assigned 
investigator(s), the case status (i.e., arrest, exception, open), 
the assignment status and date (i.e., assigned patrol, assigned 
M.C.I., re-entered, suspended, suspended after assigned), and the 
solvability factors present. The Screener reviewed these cards, 
filed by investigator name or shift (if.a patrol assignment) and 
requested feedback within a ten-day period. If at the end of ten 
days adequate justification existed to warrant further time for 
investigation, the Screener would assign the case for another ten
day p~~iod. 

This policy was reviewed as to its adequacy during the course 
of the M.C.I. Program. Research was initiated by the M.C.I. 
Monitoring Team showing that the ten days suspense period was not 
followed for a majority of investigations. The M.C.I. Project 
Director, upon learning of this fact, altered the suspense period 
to 15 days. This was accomplished to provide reasonable time 
periods for investigations. 
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Cases were reviewed according to two criteria. If the case was 
open and little or no solvability was present, the Screener would 
review the case with the intention of suspending the case from further 
assignment. If, however, an arrest had beer. made or was imminent, the 
Case Screener would review the case from the perspective of assembling 
all pertinent data for prosecution in' an organized, structured manner. 
Thus, it was anticipated that assignments for cases resulting in 
arrest would in many instances be retained by the investigator after 
the arrest was made. 

The M.C.I. Program did not include any mechanism for restruc
turing the work activities of detectives. The investigator's daily 
schedule has traditionBlly involved many activities other than 
follow-up investigations. These tasks, such as discussing crime 
problems with citizens, responding to crime ~~enes, briefing patrol 
officers on patterns in investigations, among others, occupy a 
considerable portion of the investigator's schedule. Consequently, 
the detective's ability to promptly return cases is affected by 
such tasks. 

2. Result Indicators - All cases assigned for follow-up investi
gation were monitored to determine if the intensive monitoring 
actually produced any changes in the time required to comp1ete 
investigations. Silver Spring assigments were compared with control 
area assignments as a source of measurement. Three analyses were 
conducted: (1) of total elapsed time for all investigations; 
(2) of elapsed time for cases suspended after assignment; and 
(~) of cases resulting in arrest. 

First, the average expended time (in days) was computed for 
all cases worked. These results are depicted in Table 4-4. There 
was little overall difference for individual crime types. The 
Silver Spring District returned assault cases more expeditiously. 
The average time of investigation of this crime was 12.1 days for 
Silver Spring as opposed to 22.1 days for the control area. There 
were only minor differences between the two areas for all other 
crimes. 
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TABLE 4-4 

AVERAGE ELAPSED TIME (IN DAYS) PER FOLLOW-UP INVESTIGATION 
SILVER SPRING AND CONTROL AREA 

Quarter 1 Quarter 2 Quarter 3 Quarter 4 
Oct.-Dec. Jan.-Mar. Apr.-June July-Sept. 

SILVER SPRING 
Homicide 48.5 
Rape 35.6 43.0 57.2 20.5 
Robbery 21.6 27.4 34.8 16.9 
Aggravated Assault 10.4 17.7 27.3 3.3 
Burglary 25.5 21. 8 28.4 11. 6 
Larceny Over $500 13.1 25.4 7.5 8.4 
Total Crime 22.1 23.3 29.7 13.3 

CONTROL AREA 
Homicide 6.0 
Rape 15.6 53.0 57.0 
Robbery 20.6 26.8 39.4 8.4 
Aggravated Assault 11.4 37.0 22.0 16.4 
Burglary 20.8 16.0 23.6 21.6 
Larceny Over $500 17.2 6.2 10.4 
Total Crime 20.3 27.1 28.2 18.8 

Total Year 

48.5 
43.5 
26.1 
12.1 
21. 6 
17.7 
22.4 

6.0 
45.4 
30.1 
22.1 
17.5 
12.4 
21.1 



This difference, however, was not found to be statistically 
significant. A t test was used to assess the significance of 
the difference in averages. A t value of 1.18 with 45 degrees of 
freedom was obtained. The derived significance level for this 
value was .240. A significance level of .05 is required to establish 
statistical significance. 

This was the only crime type for which such a 'statistical test 
was applied. It is readily apparent that the average differences 
for other crimes are not great enough to test for 'statistical dif
ference. 

It should be pOinted out that the elapsed time for Silver Spring 
cases decre'ased considerably during the fourth quarter of the 
evaluation year, an average of 13.3 days during this quarter as 
opposed to 22.1 days, 23.3 days, and 29.7 days respectively for the 
first three quarters. There was a general across-the-board decrease 
in elapsed time for all crimes except larceny. This decrease was 
due to intensive monitoring of cases by the Case Screener/Inves
tigative Coordinator beginning with the month of July. M.C.I. 
management at this time placed a priority on greater effici.ency in 
follow-up investigation. 3 

The second level of assessment for this objective was'conducted 
for cases suspended after assignment. The M.C.I. program focused 
attention on the need to remove unworkable cases from active assignment 
as quickly as possible. The intent of this emphasis was a reduction 
in caseload with a corresponding concentration on workable cases. 
Table 4-5/presents information on the number and percentage of total 
cases suspended after assignment for the Silver Spring District. 
The average number of days expended prior to suspension is also 
presented, as well as the number and percentage of ~ases suspended 
within 1-10 days of assignment. No comparable analysis of control area 
cases was undertaken since there was no valid method of monitoring such 
data. 

3This renewed emphasis was due in part to the publication of the 
six month M.e.I. evaluation which divulged that cases were being 
retained by invest;gator~ for extended periods of time. It was 
at this time that the suspense policy was changed from 10 to 15 days. 
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TABLE 4-5 

CASES SUSPENDED AFTER ASSIGNMENT 

SILVER SPRING DISTRICT 
~ 
I 

I-' 
'-l 

Quarter 1 QUarter 2 Quarter 3 Quarter 4 Total Year 
Oct.-Dec. Jan.-Mar. A~r.-June Jul~-Se~t. 

Over Avg. Over Avg .• Over Avg. Over Avg. Over Avg. 
0-10 10 No. 0-10 10 No. 0-10 10 No . 0-10 10 No. 0-10 10 No. 

.J! ...! Days Days Days .J! -.! Days Days Days .J! -.! Days Days Days .J! -.! Days Days Days .J! ...! Days Days Days 

Homicide 33 0 26 33 0 1 26 
Rape 11 0 20 0 00 0 00 4 44 0 4 25 5 17 1 4 24 
Robbery 2 08 ·0 2 35 5 25 3 2 38 6 35 0 6 56 9 33 4 5 13 22 25 7 .15 32 
Aggravated Assault 2 09 0 2 19 06 1 0 31 0 00 6 46 4 2 26 9 liS 5 4 25 
Burglary 4 07 2 2 39 15 24 4 11 30 12 31 5 7 15 18 33 5 13 32 49 23 16 33 28 

Larceny Over $500 2- 11 1 2 21 -1 07 0 1 33 ...i 50 1 2- 20 2 13 -1 -1 10 !Q. ,~ 3 ~ 20 

Total Crime 13 10 3 10 26 22 19 8 13 32- 22 27 6 16 29 39 33 14 22 25 96 21 32 64 27 . 



These data suggest that for the total year little or no change was 
introduced by MCL The average number of days expended prior to suspension 
was 27 and this did not vary substantially by individual crime type. 
Further, the majority (67%) of all cases suspended were not removed from 
active investigation until the 10 day suspense period had elapsed. This 
indicates that the Case Screener/Investigative Coordinator permitted time 
extensions on case assignments for a considerable portion of cases. 

The only conclusion to be derived from this analysis is that the 
objective of reduced time periods for investigations was not achieved. 
Nume~ous cases remained in an assigned capacity beyohd the time period 
allotted when, in fact, many such cases were not closed by investigation. 
It should be pointed out that the previously mentioned emphasis on 
returning cases, initiated in the 4th quarter of the year, impacted the 
return time for assignments. It is likely that this change had an effect 
during this 4th quarter for cases suspended after assigned, although it 
is not evident in Table 4-5. Many cases out for several months were 
returned at this time thus skewing the average (25 days). 

This latter point was confirmed by calculating the time required 
(in days) for investigations of cases cleared by aYTest. This computa
tion was initiated for all Silver Spring cases with the exception of 
homicide, rape, and larceny over $500. There were too few cases in 
these crime categories to develop reliable conclusions' on the amount 
of time required per investigation. As shown in Table 4-6, all cases 
that were cleared by arrest in the follow-up investigation were cleared 
within -57 days of assignment (equal to 13.4 work weeks at 40 man hours 
per ~eek). Further, 2/3 of such cases were cleared within 33 days of 
assignment (equal to 6.6 weeks at 40 man hours per week). Two-thirds 
of these cases cleared by arrest were cleared within 52 days of assign
ment. This suggests that robbery investigations required a greater 
amount of time than aggravated assaults or burglaries. 

Robbery 

TABLE 4-6 
DAYS EXPENDED PER FOLLOW-UP 

CASE ASSIGNMENTS CLEARED BY ARREST: 
SILVER SPRING DISTRICT 

Minimum Maximum Avg. S.D. 

1 67 29 23.28 
Aggravated Assault 1 47 13 17.81 
Burglary 1 59 12 14.20 
Total Crime 1 67 15 17.59 
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1.00-30.81 
1. 00-26.20 
1.00-32.59 



More specifically, it can be shown that 95% of all cases cleared 
by arrest were cleared within 50 days of assignment. Obviously, this 
total. figure is weighed heavily by assault and burglary clearances. 
As shown in Figure 4-2, 100% of all assaults cleared by arrest were 
completed within 49 days of assignment. Ninety-five percent of all 
burglaries resulting in arrest were terminated within 30 days of 
assignment. Robbery was the only crime for which extended assignments 
beyond 50 days could thus be justified on the basis of possibly. 
clearing a case by arrest. One hundred percent of these cases were 
cleared within 67 days of initial assignment. 

Since 95% of all cases cleared by arrest were completed within 
50 days of assignment, it seems appropriate to suspend from assignment 
cases with little or no solvability existent once a 50 day period 
expires. Retaining such cases in an active status beyond this poi'nt 
only serves to inflate caseloads and contributes little to overall pro
ductivity. As shown in Figure 4-2, this finding is true particularly 
for burglary, and to a lesser extent for assaults. 

The key issue highlighted by these data-is that investigators 
oftentimes retain cases too long. As pointed out earlier, the average 
number of days required per investigation was 22 in Silver Spring 
and 21 in the control area. Surely, many cases exceeded this average 
in time' expended and at the same time did not result in arrest. 

Process Evaluation 
It was not until late in the experimental year that M.e.I. actively 

pursued the implementation of this objective. In July 1978, the Project 
Director altered the case return policy from 10 to 15 days. It was his 
contention that this was more realistic. This policy was then enforced 
as is demonstrated by average days expended figures for the fourth 
quarter of the evaluation year. 

The hi Qh elapsed time fi gures for the fi rst three quarters 
indicate that this objective was not accomplished during these periods. 
Several factors tended to influence these statistics. First, .many cases 

4-19. 



FIGURE 4-2 
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assigned to patrol were not monitored vigorously by the Case Screener/ . 
Investigative Coordinator or by shift supervisors. Secondly, permanently 
assigned investigators did not always rely on solvability as a means of 
structuring their investigation. Instead they relied on other factors 
to guide them through the investigation and ultimately determine when 
the case should be completed, whether it was cleared or not. This 
approach fosters greater inefficiency as investigators often hung on to 
cases when solvability information was exhausted. 

~t is recognized that "days expended" per investigation is not the 
most accurate measure of investigative efficiency. Detectives frequently 
complete all their investigative work well in advance of the suspense date, 
but do not complete the supplementary report until this date has either 
arrived or is long gone. Obviously using an expr~ded days figure in this 
instance is somewhat misleading since the actual number of days worked 
is far less than that shown. One alternative to this situation is 
to institute an investigator t'ime reporting system in which detectives 
report the number of hours actually worked per case. Such a s.ystem, however, 
has not proven to be effective in past experience in this Department. 

Although a "days expended" measure is less than perfect, it does . 
accurately depict trends in case management. Supervisors are responsible 
for ensuring that cases are returned promptly. Traditionally, this has not 
occurred in this Department. With the advent of MCI, little was done to 
change this situation until the fourth and final quarter of the evaluation 
year. 

OBJECTIVE C: REDUCE REDUNDANCY 

IN THE INVESTIGATIVE PROCESS 
BETWEEN THE PATROL AND DETECTIVE FUNCTIONS 

A third and final objective of the case management component was to 
reduce redundancy between patrol and detective investigative activities. 
This objective was originally included under the first sub-goal of enhancing 
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the patrol role. It was relocated under case management due to the fact 
that detective activities have more direct influence on this objective 
than patrol investigative tasks. 

The predominant reason for attempting to reduce redundancy was to 
increase detective efficiency. It was deemed more appropriate to focus 
follow-up investigator activities on those case leads not fully explored 
by patrol officers, or on leads non-existent in the course of the prelim
inary i.nvest'igation. This emphasis was consistent with the overall systems 
view of investigations. D~t~ctives were expected to build on the work 
of the preliminary investigator and not duplicate previously completed 
activities. 

'Program Eva 1 uati on 
The activities undertaken by Mel and obtained results are examined 

in the following. 

1. Program Activities - Two fundan~ntal steps were initiated to 
reduce redundancy. Detectives were advised to build on the work 
of patrol officers, specifically to enlarge upon the solvability 
des; gnations by patrol offi cers. A'l1 prel imi nary investigators, 
at the same time, were instructed to structure event reports as 
clearly and concisely as possible identifying the merits of particu
lar investigative leads, rather than simply documenting activities. 
Both of these policies were stressed during initial MCI training 
sessions. Further, patrol officers paf'ticipating in the MCI rotation 
were informed of proper procedure in preparing event reports so as to 
best assist follow-up investi gators. For example, offi c.~rswere 
advised to not only state that they had interviewed a specific witness, 
but were instructed to document the results of the interview and in 
so doing qualify the value of the witness to the investigation. More 
explicit information of this type was to minimize the necessity of 
re-interviewing witnesses in the follow-up investigation. 
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An informal program activity also decreased redundancy. 
Because patrol officers and detectives were assigned to the same 
district station, it was easy for detectives to contact patrol 
officers to clarify inconsistencies or ambiguities in event reports. 
It was anticipated that such contact would reduce situat'ions in 
which detectives were forced to retrace the steps of the preliminary 
investigator. The aforementioned improved working relationship 
between patrol and detectives also was beneficial to accomplishing 
this objective. 

An assessment of these program activities yields one conclusion. 
The informal practice of discussing case elements was the primary 
program activity fully implemented. Investigators still felt the 
necessity to carefully review all steps taken by the patrol officer 
and not simply rely on a solvability score or judgment, as documented 
in the report. This tendency was generally due to a lack of confidence 
in patrol investigative abilities. Such a conclusion is supported 
by statements elicited by detectives indicating that eVent report 
quality can be assessed by looking at. the patrol officer's name on 
the bottom of the event report. Through experience, investigators 
identify officers who prepare good reports and similarly those officers 
who submit mediocre or inferior reports. 

Through such knowledge and personal relationships, detectives 
were able to develop their own criteria for deciding which cases 
required a retracing of the prel iminary investigation. and whi ch cases 
could be judged predominantly on the basis of the report. This 
judgment was then followed by personal discussions ~n many instances 
with the patrol officer, or if necessary a revision of initial 
investigation activity. Another alternative also was used. Cases 
were sometimes sent back to patrol for revision if the report quality 
was so inferior that the investigator could not make any sense out of 
the steps taken and the results of the preliminary investigation. 
Such reports would be sent back to patrol, in most instances, by the 
Case Screener. 
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Such informal practices were felt to be satisfactory to 
minimize redundancy. MCI program managers and investigators did 
not feel the necessity to incorporate in the case management system 
any formalized procedure for determining which events required 
revision and which event reports could be taken on face value. 

2. Result Indicators - This objective was evaluated by reviewing 
supplement reports for those cases included in the monitoring sample. 
These reports were reviewed by members of the MC! evaluation team 
with detective activities grouped in one of four possible categories. 
These alternatives were: 

• conducted no investigation - specifically concerning 
solvability information identified by the patrol officers; 

• retraced the steps taken by patrol - in terms of solvability 
information discovered and documented by the patrol officer; 
no new information was added to the cases by the fo'low-
up investigator; 

• modified or added to the steps taken by patrol - in terms 
of expanding upon or clarifying so1vability information 
idE.!nti fied by the patrol officer; 

• gathered new information unavailable to patrol - concerning 
specific solvability information collected by the follow-up 
investigator. 

The results of this monitoring activity are presented in Table 
4-7. Data are portrayed only for the crimes of rape, robbery, 
aggravated assault, burglary and larceny over $500. There were too 
few homicides to include in this analysis. Percentage data are 
indicated showing the proportion of assigned cases in which such 
follow-up investigation activities were noted. This analysis was 
conducted for the entire evaluation year only. There were too few data 
to accurately complete this analysis for each quarter of the evaluation 
year. The following solvability information are included in this 
table: suspect descriptions; suspect vehicle descriptions, m.o. 
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TABLE 4-7 

FOLLOW-UP INVESTIGATION ACTIVITY: PCT. OF CASES ASSIGNED 
IN WHICH SPECIFIC ACTIVITIES IDENTIFIED 

SILVER SPRING AND CONTROL AREA 

SUSPECT STOLEN STOLEN 
SUSPECT VEH!CLE M.a. PROPgRTY PROPERTY 

DESCRIPTIONS DESCRIPTIONS DESCRIPTIQNS IDENTIFIED RECOVERED 

No. 
Inf. ~ Mod. New None R.~ Mod. New None ~ Mod. New None -~ Addtl. New None ~ Addtl. New 

SILVER SPRING 
Rape- 0.0 69.7 6.1 24.2 0.0 100.0 0.0 0.0 3.0 93.9 3.0 0.0 75.0 8.3 16.7 0.0 100.0 0.0 0.0 0.0 
Robbery 0.0 69.0 8.0 23.0 2.7 87.6 2.7 7.1 1.8 92.9 5,3 0,0 41.9 51.6 4.8 1.6 61.3 22.5 16.1 0.0 

~ Aggravated Assault 0.0 89.3 2.7 8.0 0.0 97.3 1.3 1.3 2.7 96.0 1.3 0.0 83.3 16.7 0.0 0.0 78.6 14.3 7.1 0.0 
I Burglary 0.2 86.8 1.4 11.6 0.2 98.2 1.6 0.0 1.1 97.0 1.9 0.0 44.4 15.0 38.5 2.1 76.9 5.8 17.3 0.0 

'" Larceny Over $500 0.6 97.8 1.1 0.6 0.0 99.4 0.6 0.0 0.6 99.4 0.0 0.0 50.0 30.0 20.0 0.0 50.0 20.0 30.0 0.0 
(J1 TOTAL CRIME 0.2 86.4 2.3 11.1 0.4 97.3 0.4 1.9 1.3 96.8 1.9 0.0 47.9 23.1 27.2 1.7 73.2 10.4 16.4 0.0 

CONTROL AREA 
Rape 0.0 76.9 0.0 23.1 0.0 100.0 0.0 . 0.0 0.0 100.0 0.0 0.0 83.3 0;0 16.7 0.0 100.0 0.0 0.0 0.0 
Robbery 0.9 74.3 2.7 22.1 0.0 98.2 0.0 1.8 0.9 95.6 3.5 0.0 50.0 37.9 10.6 1.5 72.6 11.3 16.1 0.0 
Aggravated Assault 0.0 81.3 4.0 14.7 1.3 97.3 0.0 1.3 1.3 96.0 2.7 0.0 100.0 0.0 0.0 0.0 100.0 0.0 0.0 0.0 
Burglary 0.6 94.2 0.4 4.8 0.0 99.6 0.4 0.4 0.6 98.6 0.8 0.0 26.3 16.8 44.2 12.6 69.0 10.3 20.7 0.0 
Larceny Over $500 0.0 96.8 0.0 3.2 0.0 100.0 0.0 0.0 '1.0 98.6 0.0 0.4 45.0 20.0 30.0 5.0 57.9 5.3 36.8 0.0 
TOTAL CRIME .4 91.1 0.9 7.6 0.1 99.3 0.1 0.5 0.7 98.0 1.2 0.0 43.4 22.0 27.8 6.8 70.6 10.0 19.4 0.0 



descriptions, stolen property identification, and stolen property 
recovery. Witness, information was assessed in a separate analysis 
and discussed ina latter portion of this section. 

These data indicate that Silver Spring officers identified in 
the follow-up investigation a greater percentage of modified or new 
suspect descriptors and suspect vehicle descriptors. At the same time, 
these officers were less redundant in their investigations. As 
documented in Table 4-7,' Silver Spring investigators repeated the 
descriptions of patrol officers in a smaller perce~tage of cases 
tharr their counterparts in the central units. This finding was 
pertinent to three specific crimes (rape, robbery, and burglary), as 
well as the total sample. Silver Spring investigators repeated 
activities for a higher percentage of assault cases than centralized 
detectives. 

The opposite finding was evident for stolen property identified 
in the follow-up investigation. Investigators in the Crimes Against 
Persons and Crimes Against Property Divisions added a gre('iter amount 
of new stolen property information to cases than Silver Spring inves
tigators. This finding was true particularly for the crimes of 
robbery and burglary. 

There was little difference between the two groups form.o. 
descriptions and stolen property recovery. The percentage differences 
for specific crime types were insignificant. Further, these data 
indicate that detectives in both groups recovered additional property 
in appr6ximately 15%-20% of all cases assigned. 

The differences noted above were tested for statistical significance 
using a Chi Square test. Only those differences in which substantial 
variation in pe,rcentages were evident were tested. The findings are 
depicted in Table 4-8. It is evident that Silver Spring investig,ators 
contributed a greater percentage of modified or new suspect description 
and suspect vehicle description information. Further, the noted dif
ference in stolen property identification was statistically significant 
indicating that control area investigators added more stolen' property 
information to cases. 
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TABLE 4-8 

CHI SQUARE TEST OF DIFFERENCE 
FOR INfORMATION IDENTIFIED IN FOLLOW-UP 

INVESTIGATION 

DATA CRH1E CHI SQUARE 
VALUE 

Suspect Descriptions Burgl ary 22.17 
Total Crime 14.86 

Suspect Vehicle Descriptions Robbery 10.28 
Total Crime 13.98 

Identification of Stolen Burglary 
Property Total Crime 8.77 

D.F. SIGNIFICANCE 
LEVEL 

4 .000 
4 .005 
-4 .036 
4 .007 

3 .032 

The impact of this change is best measured by assessing the 
outcome of applicable investigations. Follow-up case assignments 
were monitored to determine if the availability of additional or 
new information could be correlated to arrest. Silver Spring cases 
were eval uated from the perspective of suspect descri pti ons and 
suspect vehicle descriptions with control area cases assessed from 
the standpoint ~f stolen property identified. The status of such cases 
was calculated and a correlation coefficient computed to assess the 
relationship that there is a greater potential of arrest \'Iith the 
presence of modified or new information in the follow-up investi
gation. The statistic Cramer's V was used to test the strength 
of this relationship (Possible scores for this statistic range from 
+1.0-0.0 with a higher score indicating a stronger relationship). 
The results of this analysis are depicted in Table 4-9. 
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TABLE 4-9 

RELATIONSHIP BETWEEN INFORMATION 
AVAILABILITY IN FOLLOW-UP 
INVESTIGATION AND ARREST: 

SILVER SPRING AND CONTROL AREA' 

N Cramer's V Sig. Level Significant 
Suspect Descriptions 

Burglary 82 .38 .0lD yes 
Total Crime 164 .38 .000 yes 

Suspect Vehicle Descriptions 
Robbery 38 .41 .089 no 
Total Crime 164 .26 .013 yes 

Stolen Property Identified 
Burglary 25 .77 .00i~ yes 
Total Crime. 61 .52 .000 yes 

This analysis demonstrates the value of the noted differences 
in follow-up investigation practices. There are at the minimum 
moderate relationships between the acquisition of modified or new 
information and arrest for all of the variables analy?ed with the 
exception of Silve!.. ~pring._s_~spect vehicle descriptions for rOb.bery .. 
This infers that Silver Spring District investigators achieved pcsitive-
results when identifying more suspect and suspect vehicle descriptors 
during the course of their investigation. Detectives in the Grimes 
Against Property Division accomplished comparable results when 
identifying greater percentages of stolen property for burglaries and 
total crime. 

This finding has a significant bearing on future investigations. 
Detectives who are successful in obtaining either modified or new 
solvability information of the type identified above are more likely to 
be successful in clearing cases by arrest. 

Witness information was assessed as an additional measure of 
redundancy. Two measures were taken .. First, the percentage of witnesses 
re-intervi,ewed in the follow-up investigation was calculated by 
selecting those cases assigned for follow-up with at least one 
witness named in the preliminary event report. M.C.I. evaluators were 
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instructed to code the case as a redundant interview if either the 
first or second witness named in the event report was re-interviewed 
by the follow-up 1nvestigatbr. This information was extracted 
from supplement reports. Since supplements are not written for all 
~ollow-up investigation~ it is conceivable that the percentage 
of re-interviews is actually greater. 

This analysis indicated that Silver Spring District investigators 
re-interviewed a comparable percentage of witnesses to the percentage 
re-interviewed by detectives in the centralized units. As shown in 
Table 4-10, the percentaqe of cases in 'whTch' witnesses were re~~i-nter---" 
viewed for Silver Spring cases was 50.0% while the re-interview 
.percentage for the control area was 47.2%. This difference was 
no~ statistically significant. A Chi Square test was applied to 
th6se data. A value of .178 was obtained with one degree of freedom. 
A Chi Square value of 3.84 is required to establish significance· 
at the .05 level. 

TABLE 4-10 

PCT. OF WITNESS RE-INTERVIEWS IN 
FOLLOW-UP INVESTIGATION: 

SILVER SPRING AND CONTROL AREA 

No. Cases Reviewed 
No. Cases With Re-Interviews 
Pet. Re-Interviews 

SILVER SPRING 
58 

29 
50.0 

CONTROL A~EA 
36 
17 

47.2 

The value of these re-interviews was assessed by analyzing 
cases closed by arrest and by exception to ascertain if there was 
any pattern between re-interviews and performance. As presented 
in Table 4-11, a comparable percentage of arrests occurred in cases 
with re-interviews (39.3% for Silver Spring and 37.5% for the control 
area). In terms of overall clearances the Silver Spring District shows 
a higher percentage for cases with re-interviews. 
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No. Cases 
Unfounded 

No. Cases 
Resulting 

No. 'Cases 
(Total) 

No. Open 

TABLE 4-11 

RELATIONSHIP BETWEEN RE-INTERVIEWS 
IN FOLLOW-UP INVESTIGATION AND 

PERFORMANCE: SILVER SPRING 
AND CONTROL AREA 

SILVER SPRING 
N % 

1 3.4 

In Arrest 11 39.3 

. Cleared 
15 53.6 

13 46.4 

CONTROL AREA 
N % 

1 5.9 

6 37.5 

7 43.8 

9 56.2 

The significant point identified by these data is that: (l) 
there is no differenc~ in the frequency of i'e ... i nterviews between 
Silver Spring and the control area and (2) r€-interviews do not 
appear to be scheduled excessively in either area. This analysis did 
not seek to establish a statistical relationship between re-interviews 
and pote.ntial for arrest. However, it is evident that arr'ests occur 
in well over one thi rd of cases in whi ch re~'!nte'rviews are present 
and clearances occur in approximately 50% of cases with re~;nterviews. 

The percentage of cases in which witnesses, were intervievJed in 
the follow-up investigation was computed for the second measure of 
redundancy. This analysis was initiated to determine if Silver Spring 
investigators actually interviewed witnesses in a higher frequency 
of cases then control area investigators. It has already been 
determined that there is no difference in re-interview rates between 
the two· areas. A higher frequency of witness interviews in either 
group would thus demonstrate variations in interviewing practices 
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between Silver Spring and the control area. The proportion of 
cases with witness interviews was calculated for robberies, assaults 
and burglaries, as well as total crime. There were too few 
homicide, rape and larceny investigations to derive any conclusions 
about witness interviews. Cases were selected if assigned for 
follow-up investigation and having at least one witness named in 
the initial investigation. The results of this analysis are presented 
in Table 4-'12. 

R6bb~ry 

TABLE 4-12 

PERCENTAGE OF CASES WITH WITNESS 
INTERVIEWS IN FOLLOW-UP INVESTIGATION: 

SILVER SPRING AND CONTROL AREA 

SILVER SPRING 
71.4 

Angravated Assault 80.0 
Burg"/ary 62.1 
Total Crime 66.3 

CONTROL AREA 
76.9 
88.9 
71.4 
78.9 

This analysis indicates that Silver Sprinq investigators 
actually interviewed witnesses in a smaller percentage of assigned 
cases than detectives in the centralized un"its. Aftel" subjecting 
these data to a Chi Square test, however, it was determined that 
there was no significant difference between the two areas. The follow
ing Chi Square values were computed for these data: robberies~.265; 

. burglaries=.385; assaults=l.ll; total crime=2.57. There was one ~ 

degree of freedom for all such tests. There is no evidence, therefore, 
to conclude that investigative patterns in interviewing witnesses 
differed under M.C.I. 

Process Evaluation 
There is sufficient evidence to indicate that follow-up investigations' 

were conducted differently in Silver Spring under the M.C.I. Program, 
specifically concerning suspect identifications. 
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Silver Spring investigators identified a greater proportion of new 
suspect and suspect vehicle information during the M.C.I. experiment 
than detectives in central units. Conversely, these same investigators 
identified a smaller percentage of stolen property than Crimes Against 
Property Division investigators. There was no difference in witness 
interview practices. 

The issue which requires analysis is whethe~' program activities 
contributed to these observed differences. The t.wo program activities 
encouraged to reduce redundancy were (1) util i zing sol vabil ity 
factor information and other data contained in the prelimary investigation; 
and (2) stressing the need for better structured event reports by 
patrol officers. 

A close analysis of the data examined for the program evaluation 
reveals one finding. There is little overall difference in the degree 
of repetition in investigations between the two areas. As shown in 
Table 4-7 and also in Table 4-10, frequency of repeated activities in 
Silver Spring closely resembled the pattern in the control area. In 
fact, there are statistically significant differences between the two 
areas in terms of repeated activities. 

In light of this finding, the noted difference in modified/additional 
or new information discovered is interesting. There is little reason to. 
believe that these changes are related to modified investigator activities 
or case management innovations. M.C.I. detectives report that they still 
must review the entire initiai investigation and; on many occaSions, re
do the work of the patrol officer. This qualitative finding is supported 
by the findings concerning similar patterns in repeat information. 

The question of whether the noted change is due to improved quality 
of preliminary investigation ITlust be addressed. Quantitative data and 
attitudinal survey data indicate that Silver Spring officers have improved 
their ability to write event reports. This is true particularly for 
suspect descriptions. In Chapter II~ it was pointed out that Silver Spring 
officers described more suspect information than control area officers. 
This information most likE:,ly assisted investigators.in comple.ting'investiga
tions. The same pattern does not hold true, however, for suspect vehicle 
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descriptions. There was a higher average of suspect vehicle info'rmation 
~ontained in control area reports than in Silver Spring incidents. This 
infers that the noted change in the follow-up investigation was due 
perhaps partly to improved event reports but not entirely. Other factors 
undoubtedly had an influence. It is suspected that informal qualitative 
factors had such influence. 

First, the improved working relationship between patrol officers and 
detectives fostered an enhanced communication flow concerning cases. This 
more than likely assisted investigators in obtaining suspect information. 
Secondly, the fact that detectives were located in the district station with 
a greater access to the community certainly influenced this change. Detec
tives were able to obtain more knowledge about crime trends and patterns 
within the community and able to develop more informants under the MCI 
system. 

The finding that Crimes Against Property investigators identified more 
stolen property information is best explained by a refocusi'ng of priorities 
under MCI. Silver Spring investigators were instructed to place greater 
priority on obtaining arrests and favorable prosecution results than on 
identifying stolen property. The rationale for this change was that there 
appeared to be little utility in simply listing quantities of items stolen 
in a supplement report if no link between such information and ,an arrest 
could be completed. The finding that additional stolen propertY'information 
is correlated with arrest challenges this notion. It supports the view' 
that detectives should engage in searches for additional stolen property. 

In summary, the objective of r'educing redundancy was not achieved, but 
there were changes in investigative activity. MCI investigators by necessity 
replicated certain activities initiated by· patrol officers. These re~etitive . 
activities (e.g., re-interviewing witnesses), however, did not create;suc~ 
a burden on investigator time that they could not locate modified or new 
information. The data suggests that Silver Spring investigators under the 
MCI concept had sufficient opportunity to repeat certain patrol investigative 
activities and at the same time locate additional or new information. This 
is due to the combination of an improved event report, improved patrol-

. detective working relations and greater access to the community .. This 
finding thus suggests that investigators should not be required to simply 
start fresh with cases, but in many instances should go back over certain 
patrol investigative activities. 
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CONCLUSIONS AND RECOMMENDATIONS 

The M.C.I. Program did not incorporate a new approach to case management, 
at least as viewed from the traditional perspective. Investigators used 
approximately the same time to complete investigative assignments as 
centralized., non M.C.I. units. Detectives also felt the necessity to 
repeat m~ny investigative activities undertaken by patrol officers during 
the course of the initial investigation. It is likely that M.C.I. inves
tigators were subjected to supervisory scrutiny more than their centralized 
counterparts due to a smaller span of control. No apparent change, however, 
·in case management techniques was produced by this scrutiny. 

The M.C.I. Program, nevertheless, did produce an altered role for 
investigators. This role change was most predominant in case assignments. 
Detectives received more complex cases and were successful in producing a 
performance level similar to that of centralized, non M.C.I. units. This 
performance rate was achieved, in addition, with the added task of training 
patrol rotation personnel in investigative techniques and llnit standard 
operating procedures. While this added assignment did not change the 
detective's role dramatically, it did produce a new job dimension. 

One apparent reason for M.C.I. success was access to information. 
As documented in this chapter, M.C.I. investigators did produce a greater 
amount of new information during investigations. This ability was un
doubtedly enhanced by the decentralized investigative structure which 
encouraged greater knowledge of the community and better rapport with 
patrol officers. It1S doubtful that equal performance rat~s in terms of 
arrests and clearances, could have been achieved under a centralized 
structure given the same role characteristics. incorporated into the M.C.I. 
Program. Moreover. patrol officers involved in fOllow-up investigations 
would not have had the potential of benefiting from the interface with 
detectives regarding assigned cases. For these reasons, the M.C.I. case 
manageme~t approach was instituted successfully. 

Data presented in this chapter, nevertheless, raise additional questions 
regarding the continuing investigation. M.C.I. investigators wer~ suc
cessful despite the lack of implementation of selected program activities 
(e.g., not utili7.ing solvability factors, replicating certain activities 
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carried out by the initial investigator). In fact .. timely access to infor
mation and the decentralized structure proved to be major determinants of 
success. The question that remains, in light of this finding, is what tasks 
and activities are most critical in the continuing investigation. The data 
concerning follow-up investigative activities suggests that Silver Spring 
investigators did collect a greater quantity of modified or new information. 
The question as to how these data were acquired, however, cannot be fully 
answered. It is suspected that a combination of factors attributed to such 
results. The challenge which remains is for management to identify and 
prioritize these factors in the case management process. 

In terms of this challenge, certain other recommended actions are' 
offered for future investigative emphasis. 

1. Continue to assign cases based on ability - It has been demon~ 
strated that patrol officers can successfully work cases and 
not jeopardize the performance capability of the investigative 

,unit. Further, assigning cases based on unique skills or 
interests, or as determined by location of occurrence should 
be continued. Thi s pl~acti ce enhanced the capabi 1 ity of MCI to 
clear cases despite lower workability. 

2. Continue the patrol rotation - This practice infringes on per
manent investigator time to a degree, but not negatively in 
terms of performance. The benefits of patrol acquired knowledge 
and experience and improved working relations out-weighs any 
negative impact produced by changes in detective roles. 

3. Identify more appropriate means of suspending cases after assign
ment - Evidence suggests that the ten day suspense period is not 
the most efficient system. Moreover, this system is not enforced. 
During the MCI project, this period was changed to 15 days. This 
could be altered based on unique types of cases. 

4. Examine foll ow-up i nvesti gati on acti vity to determine if certain 
repetitive activities between the initial and follow-up investi
gation can be minimized. This evaluation has shown that it would 
be ineffective to expect investigators not to replicate any patrol 
investigative activities. It is conceivable, however, that the 
percentage of replicated activities could be reduced with the 
result that additional investigator time would be made available 
to compl~te other tasks. This co~~d be accomplished through 
closer supervisory monitoring, or through integration of the 
solvability factor system into the continuing investigation.' 
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CHAPTER V 

IMPROVING POLICE-PROSECUTOR RELATIONS 

It was decided at an early point in the M.C.I. Program that project 
activities and the overall systems improvement effort should not end witli 
the pplice investigation. The quality of investigations is determined 
largely through the decision of the prosecutor to either carry the case 
forward or discontinue it in prosecutor;'al' screening. It is the fi"rst 
option whi.chi~ most desirable. It was recognized that investigations, 
completed simply for the purpose of making an arrest and/or clearing a 
case did not contribute to criminal justice system effectiveness. Instead, 
cases lacking sufficient infonnation to ensure prosecution only bur~ened 
the system. For these reasons, the thi rd sub-goal of the M.C. 1. p'rogr~m 

was established. This goal, to be jointly pursued by the Department and 
the State's Attorney's Office was "to increase the quality of case preparation. 
and investigations through improved police-prosecutor relationships." 

This sub-goal was to be accomplished through four objectives as 
follows: 

A. Increase the Number of Cases Accepted for Prosecution. 
B. Increase the Number of Cases Resulting in a Conviction. 
C. Increase the Amount of Police-Prosecutor Case Contact on 

Serious Cases Prior to Judicial Proceedings. 
D. Increase the Use of Prosecutor Feedback in Case Preparation. 
These objectives were to be achieved through several joint police

prosecutor activities designed specifically for M.e.I. These activities 
ranged from monthly meetings between the Chief of Police and the State's 
Attorney to training programs for patrol investigators conducted by 
members of the State's Attorney's staff. 

Initially, implementation of these objectives was to be enhanced 
by the assignment of one Assistant State's Attorney to the Silver Spring 
District to serve as M.e.I. liaison. This assignment, however, never was 
made due to work load pressures within the State's Attorney's Office. 
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'Nevertheless, three specific Assistant State's Attorneys, in particular, 
demonstrated on-going support for the M.C.I. concept and met with members 
of the Department on several occasions to discuss new program strategies 

. and individual cases. These assistants served in the prosecutorial screening 
position for the State's Attorney's Office and5 therefore, were apt to be 
quite familiar, with case quality. 

The Department also conven~d a joint police-prosecutor task force to 
design a formalized training program to upgrade the quality of preliminary 

, and follow-up investigations. It was felt that such 'improved quality, 
specifically addressed from the context of prosecutorial needs to establish 
guilt beyond a reasonable doubt~ would contribute to the actualization of 
this SUb-goal. 

OBJECTIVE A: INCREASE 
THE NUMBER OF CASES 

ACCEPTED FOR PROSECUTION 

This objective, in conjunction with objective B, in essence serves 
as a c~iterion measure for assessing the results of program activities 
implemented for this sub-goal. Joint police-prosecutor interaction, 
including training pY'ograms, post arrest conferences, feedback concerning 
case results, and the use of a new investigative checklist ultimately, 
was encouraged for two reasons: (1) to achieve a favorable number of 
prosecutions; and (2) to achieve a favorable number of convictions. 

'Initial evaluation efforts for this objective, therefore, must address 
program activities. Any analysis of results (i.e., prosecutions and 
convictions·) can then be conducted. Further analyses can be undertaken 
to identify possible relationships between activities and results. 

It should be pointed out that impact data for both objective A and 
objective! B are included in Chapter VII instead of this chapter. Both 
prosecutions and dispositions are, in actuality, impact measures and thus 
are assessed' separately from this chapter. References are made, however, 
to relevant findings for objective A and B in this chapter. 
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Program Evaluation 
The police-prosecutor cpmponent of M.C.I. presents a unique 

situation for this evaluation. There were no actual data sources 
-available to fully evaluate each program activity. Therefore, the 
evaluation must be qualitative in nature. To facilitate this assessment, 
interviews were held with the Deputy State's Attorney and a key Assistant 
State's Attorney familiar with the M.C.I. program. These preceptions 
were coupled with those of police personnel, ranging from the Chief of 
Police to individual patrol officers, and the personal observations of 
the M.C.I. Program Evaluator to form an information base to complete the 
evaluation. 

1. Program Activities - Five specific program activities were 
envisioned as means to ensure accomplishment of this sub-goal. 
These activities were: (a) meetings between the Chief of Police 
and the State's Attorney (usually conducted monthly) for purposes of 
discussing M.C.I. and related subjects; (b) prosecutor training 
programs for police in case elements necessary for prosecution; 
(c) use of an investigative checklist to be used by investigators for 
purposes of enhancing case quality; (d) establishment of a system 
for conducting post arrest conferences to informally review case 
elements for felony investigations; and (e) development of a case feed~ 
back system to inform individual officers of prosecutor decisions 
and to identify training needs. Each of these is discussed in the 
following: 

a. Police Chief-State's Attorney Monthly Meeting - Monthly. meetings 
were held throughout the duration of M.e.I. to explore mutual police
prosecutor problems and needs and. develop possible courses of action 
to address identified problems. These meetings were attended by the. 
State's Attorney, the Chief of Police, and varied staff members, 
including the Assistant to the Chief, the Commander of Field 
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Operati ons, the Di rectoro,f Research and Pl anning and the M. C.!. 
Program Evaluator from the police department, and the Deputy 
State's Attorney and key Assistant State'~ Attorneys from the 
prosecutor's office. 

Generally these meetings were useful in i dentHying specifi c 
needs. For example, the State's Attorney identified problems with 
photo arrays for robbery investigations. Similarly, the Chief of 
Police identified problems in obtaining case feedback information 
for training purposes. While such discussions pinpOinted these 
and other unique needs they rarely included follow through. A 
problem identified in one month, for example, would be brought 
up several months later with little or no examination of the reasons 
behind the unsatisfactoryiresolution of the problem. It may have 
been unreasonable to expect such dialogue in the meeting. Nevertheless, 
follow through was necessary as is evidenced by the lack of imple
mentation, as pointed out in the following pages, of many program 
activities. 

It should be emphasized that these meetings were beneficial for 
general operational purposes and not only M.C.I. The infonnal 
setting of these sessions contributed ~,Q./tJneir success. 

/~ 

// 
~/ 

b. 'Prosecutor Training ~~~;ms for Police - Like the executive r-·- ,-." 
monthly meetings, __ -this' program activity had a larger, organizational 
i'mpact th-a.n~was··~riginallY intended. Initially, this training was 
conducted for Silver Spring officers as part of the M.C.I. orientation 
session held in June 1977. Officers were instructed in several case 
requirements not met at the time in fol'ow-up __ investigat~io~~_, a!:l9 :t~e 
M.e.I. concept otenhanced quallty ln investigations. 

This training was followed by several informal, meetings between 
i ndi vi dua 1 Ass i stant State's Attorneys an~--'~.QJ j ~.J~~?ol']nJ~J (boJ;h. . __ . ___ . 
uniform and investigations). Such meetings invariably resorted to 
discussions about plea bargaining and misunderstanding with the 
prosecutor in general, as well as specific program needs. At one 
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such meeting, for example, the Deputy State Attorney discussed the 
use of a checklist, similar in form to the checklist developed 
by the Rand Corporation,for purposes of concisely identifying case 
elements necessary for prosecution. l 

Such sessions were also held with patrol officers and investi
gators f,rom other police districts. The forum at these sessions 
was also very informal with a m~tual discussion of problems and 
needs encouraged. Such meetings were included in comprehensive 
i n-servi ce programs developed by staff of the Department I s Tra;"ni ng 
and Development Division. 

c. Use of an Investigative Checklist - Shortly. after the M.C.I. 
program was initiated, the Deputy State Attorney advised the M.C.I. 
Project Director that the Rand Corporation's list of 39 investigative 
questions were appropriate in general to summarize prosecutorial 
case elements. It was suggested that this form be used as. a~guide in 
developing a useable checklist for Montgomery County. A work 
group including both police and prosecutor personnel developed such 
a checklist. The checklist was to be used as a reference in complet
ing both preliminary and follow-up investigations. It was never 
intended that the form be fi 11ed out for each case, but simply be 
available to the investigator to ensure that prosecutoria1 case 
elements are included in the investigative report .. 

The checklist was never fully used in follow-up investigations. 
An informal analysis of its utilization in specific investigations 
in January 1978 by the M. C. I. monitoring team pinpointed not only 
that it was not bei ng used, but that many offi cers, specifi·ca lly 
patrol personnel, had never seen the checklist. The form and 
attendant instructions were, in some cases, never disseminated to 
uniform personneL M. C. I. program managers on two Dccas'i'ons' di s
tributed the form, but in some instances it was inexplicably 

lpeter W. Greenwood, Jan M. Chaiken, Joan Petersi1ia and Linda Prusoff, 
The Criminal Investigation Process, Vol. III: Observations and 
Analysis. Santa Monica, Calif.: The Rand Corporations, 1975, pg. 113 
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not desseminated beyon,d the first sup,erv;sory level. Re~ardles,s 

of the source, of ?,re~,kdown" the result was that the checklist was 
never made available or understood by many personnel. 

The attitudinal survey confirmed that the checklist was not utilized. - ~~. ~. . 

When asked how frequently they used the checklist in completing the 
preliminary investigation, 56% of Silver Spring patrol personnel stated 
that they had never used the form and 10% stated they used it in only 
a few cases. 2 Thes~ same officers, however, did not feel that the check
list itself was unsatisfactory. A total of 48% of respondents indicated 
that the checklist was "a good device to ensure investigation thoroughness" 
an~ an additional 12% stated that the checklist was an "excellent device."3 

d. Establishment of Post Arrest Conferences - Since police-prosecutor 
communication was viewed as criticai to case processing and ultimately 
successful dispositions, it was decided to institute a post arrest 
conference for felony cases. The arresting officer was required by 
standard operating procedure to schedule a case review meeting with 
an Assistant State's Attorney in which all elements of the investigation 
would be reviewed. Officers were then required to travel to the State's 
Attorney's Office to attend the conference. This conference differed 
from the traditi ona 1 pre··tri a 1 conference employed by thi s county. The 
pre-trial conference would normally take place 2-3 days before the trial 
and oftentime several months after the arrest. The new post arre$t 
conference was to take place between 7 and 17 days after the arrest 
(equal to 1-3 work weeks). 

2Police Officer Attitudinal Survey: Managing Criminal Investigations, 
published December 19]8, p. V-12. 

3Ibid • 
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Survey and observational data indicated that this conference 
\tJas never fully institutionalized. The informal analysis of cases 
in January 1978 indicated that very few officers were attending the 
conference. Interviews with members of the State's Attorney's 
Office supported this assessment. Only a small percentage of 
detectives and an even smaller proportion of patr.ol officers 
attended the conference. Moreover, numerous patrol o-ff; cers were 
not even aware of the requirement to attend the session. This,
again, points to a breakdown in communication as there is evidence 
that the "Post Arrest S.D.P." was not disseminated to all Silver 
Spring personnel. 

The attitude survey supports the conclusion that the conference 
system never was fully implemented. A total of 37% of ~ilver Spring 
officers indicated that they had not attended any post arrest con
ferences for felony cases. 4 Another 20% of re~pondents stated 
that they attended the conference for only a few felony cases. 5 

Most officers (38%) viewed the conference as "of no help in 
correcting case deficiencies" t>.Jhile 23% rated the conference of 
very little help. 

The lack of implementation was not due solely to internal 
breakdowns. On numerous occasions, officers attempted to contact 
the State's Attorney's Screening Assistant only to find that this 
staff person was tied up in court or unavailable for other reasons. 
Such logistical difficulties only discouraged further police contacts. 

e. Obtaining Case Feedback - The fifth and final program activity 
to achieve the objective of increased prosecutions- was the use of 
a case feedback form whi ch documented prosecutOt'i a 1 scr-eeni ng deci s ions 
and dispositions. The form was to be filled out by tile State's Attorney's 

4Ib,"d. V 11 p. - . 
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Liaison Officer, inserted in the case jacket and then returned ,t'o 
the poli ce at the time that the case was processed through 
screening (e.g. sent to the Grand Jury, remanded to District 
Court) . 

This program activity, like the others was never fl),ily imple
mented. FoY'ms were fi lled out and inserted in case jz~ckets, but 

, rarely documented and never disseminated back to the police. 
Three reasons were expressed for non-completion of the form. Chief 
among these was the unwillingness on the part of the Assistant 
State's Attorney to document on a forced choice farm his reasons 
for not prosecuting a case. Several assistants felt that such 
documentation would jeopardize future working relationships with 
patrol officers and most importantly with detectives. Secondly, 
there was a natural resistance to divulging discretionary reasons for 
not prosecuting a case, specifically on a forced choice form. 
This documentation would essentially de-mystify the prosecutor's 
screening decision. Finally, the form itself was not conducive to 
expedient feedback. Because both prosecution screening and disposition 
data were included on the form, prosecutors retained the form in 
the case jacket. Consequently, feedback information on prosecutions 
was never extracted. This pOint was discussed at length during the 
program with the recommendation that a perforated form be dev~sed to 
ensure extraction of screening information. Such a form was never 
developed. 

2. Result Indicators - Prosecution data for all cases included 
in the monitoring sample'and resulting in arrest are presented in 
Chapter 7, page 7-22. These data indicate that a higher percentage 
of arrests generated from the Silver Spring District resulted in 
indictments (48% of Silver Spring cases were indicted to Circuit 
Court while 40% of control area cases were indicted to Circuit Court). 
This difference, amounting to 20%, was s'ubjected to a statistical test 
to assess sign.ificance. This test demonstrated that there was no 
statistical difference between the two areas. 'The same test was 
applied to percentage differences for individual crime types. 
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No stati stically signtf'icant di,fferences were identi.fied. Thes,e 
statistical tests are presented in Chapter 7. paqe 7-23. 

Similarly, a Chi Square test was applied to differences in 
total prosecutions (indictments plus District Court acc~Ptances: 
83% of cases prosecuted for Silver Spring and 73% for the control area). 
This difference was not statistically significant. 

It is not surprising that there was no difference in indictment 
or prosecution rates between the two areas. No changes of any 
magnitude in policy or procedure were implemented. Program 
changes that were planned were intended to positively impact 
prosecution rates. 

Process Evaluation 
No process evaluation was conducted for this objective since no 

program changes were implemented and result indicators suggest that no 
change in prosecution rates actually occurred. 

OBJECTIVE B: INCREASE THE NUMBER 
OF CASES RESULTING IN CONVICTION 

The second objective formulated for this sub~goal sought an increase, 
in conviction rates for Silver Spring. It was presumed that improved 
efficiency and effectiveness would produce improved quality in cases 
presented for prosecution. Such an improvement, it was hypothesized, 
would foster increased convictions. The previously described pro,gram 
changes in the police-prosecutor relationship were also designed to 
enhance the likelihood of obtaining increased convictions. 

Program Evaluation 
The same five program activities developed to increase prosecutions 

were applicable to this objective. As was pointed out in the discussion 
of this objective, these program activities were never fully implemented. 
Only the monthly chief executive meetings and sporadic training progra~s' 
for, police were instituted. It would be somewhat unrealistic to expect 
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an increase in convictions based on these program activities: Moreover, 
it may be unrealistic to expect any change in these rates eV,en if M.C.I. 
were totally successful. There are a variety of variables which impact 
disposition decisions including the nature Qf prosecution and defense, 
the philosophy of the assigned judge, the prior record of the defendent, 
etc.. Further, the time lapse between indictment and disposition i,s often 
so great that many other, factors surface which ultimately could impact 
on dispositions. At best, therefore, it may be realistic to expect 
increased prosecutions with the implementation of an M.C.I. ~rogram, 

but quite ambitious to predict increased convictions. 
Disposition data for all monitoring sample cases resulting in an 

indictment are presented in Chapter r. .oMe_Z-26. These stattstics. 
indicate that there was no statistically significant difference in 
conviction rates between Silver Spring,and the control area. There was 
a slight variation in the percentage of cases resulting in conviction 
'(27% for Silver Spring and 17% for the control area amount;n~ to a 59% 
difference). Including cases resulting in ~robation without verdict, this 
diff~rence \,/as 23% (6~% fQf Silver Spring as cOIi:riired to 52% for the control 
area). This variation in total prosecution rates was not statistically 
significant. 

,'---

Process Evaluation 
No process evaluation was completed for this objective since there 

was no noted difference in conviction rates and the planned program 
activities for this objective were not implemented. 

OBJECTIVE C: INCREASE THE AMOUNT OF 
PROSECUTOR CASE CONTACT ON SERIOUS 

CASES PRIOR TO JUDICIAL PROCEEDINGS 

program Evaluation 
The fundamental program activity developed to ensure increased 

police-prosecutor contact was the previously described post arrest 
conference. This conference wa~ rarely scheduled, ther~fore, it ;s 
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improbable that there would be increased post arrest contact for Silver 
Spring cases. The conference system never became a regular activity 
in case processing primarily because of communication and logistical 
breakdowns in both the police department and the State's Attorneys Office. 

'There was, however, another equally important reason which prevented 
full implementation of this conference. Many investigators in the Silver 
Spring District and other county units have developed their own working 
relationships with particular prosecutors. These investigators initiate 
contacts with such prosecutors on specific cases, to discuss unique 
investigative problems. The general thrust of these discussions normally 
concerns the legality of certain investigative actions. Such contact is 
usually conducted via telephone, although some detectives have scheduled 
their own meetings with prosecutors. The significance of this informal 
contact system is that it obviates the need for formal case conferences 
from the perception of many investigator's. There is a strong tendency to 
retain such an informal system based on personal relationships and individual 
decisions about when a contact is required and reject any mangement 
imposed system requiring contact on all felonies within certain prescribed 
time parameters. 

The same tendency is evident in the State's Attorneys Office. 
Prosecutors have traditionally contacted investigators, normally via 
telephone, upon discovering some inconsistency in case reports. Thi~ 

contact usually serves to clarify the problem. This system, which 
appears to work successfully from the viewpoint of the prosecutor, may 
be satisfactory. 

In fact, the State's Attorneys Office has recently formalized 
this system establishing a procedure whereby one of the Screening 
Assistants regularly calls the investigating officer, regardless of 
the assigned district, to go over the supplementary report. This 
contact, if continued on a routine basis, may ensure suff;"cient post arrest 
communication between the police and the prosecutor. It'is certainly 
more efficient than holding special meetings requiring the investigator to 
travel to the State's Attorneys Office. Such meetings could be held on an 
as needed basis if the telephone contact is not satisfactory to clarify 
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Process Evaluation 
No process evaluation was completed for this objective as the int~nded 

activities were not implemented and there were no quantitative data 
available to assess the impact of post arrest conferences on either PY'OS

ecutions or convictions. 

OBJECTIVE D: INCREASE THE USE OF 
PROSE,CUTOR FEEDBACK IN CASE PREPARATION 

Program Evaluation 
One of the primary elements of the M. C. I. program is feedback, 

not only from departmental sourc,es, ~ut also from external sources having 
an effect on police service delivery. The prosecutor has a direct 
impact on police effectiveness. It is the prosecutor who d~termines 
the ultimate disposition of police arrests and concomitantly influences 
police procedures concerning investigationsalJld arrest processing. 
Feedback from the prosecutor is consequently {~'f;'~~,tative. It is needed 
for two reasons. Fi rst, to appri se the i ndi vi chHt'l .p'ffi cer of the 
results of cases presented for prosecution. Secondly, it is necessary 
to advise management of perfonnance levels and training needs. It 
was this frame of reference which was considered in developing this 
objective. 

The formal feedback mechanism envisioned as a tool for obtaining 
such feedback was the Case Feedback Form. This form was nev.er utilized with 
the result that the Departrrent did not receive regu'lar feedback as to 
i ndi ctment or di spos iti on rates or concern; ng procedural defi ci enci es. Two 
primary reasons have been identified for non-use of the form. Perhaps 
the major reason is that there was no commitment from the State's. 
Attorneys Offi ce to document i ng case deci si ons. Prosecutors vi ewe·d 
the form as a police tool with little or no utility for their operation. 
Therefore, there was no benefit to be derived from completing the fonn. 
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0';i the contrary, the form was viewed as a deterrent to effective working 
relationships between individual prosecutors and investigators. Prosecut
ors were fearful that subjective information on reasons for hon-prosecution 
would be used negatively by management. This would then impede future 
working relations. 

Secondly, the form itself was too broad. It was an all inclusive 
form including prosecution decisions, reasons for dedsions and final dis
positions. In retrospect, it was unrealistic to expect the form to 
provide all needed feedback information. 

In analyzing this objective and the experiences of the M.C.I. program 
it would seem more appropriate if the Department initiate its own. system 
for obtaining case feedback. If prosecution and conviction data are 
required for management1s review and consideration. such data should be 
collected by the department. This could be accomplished by issuing a 
policy requiring officers to document both prosecution and disposition data 
ina standardi zed format once they return from, court. Such i nformati on could 
be compiled at the district level on a monthl~' basis and submitted to 
,management for revje\'i. ,In this way, monthl.Y comparisons could ce dra\1Jn 
either within districts or across districts. Further, this would be 
advantageous in that it \'lOuld stress greater accountabiJity. Officers VJould 
know of prosecution decisions and be able to pinpoint their own deficiencies 
in case preparation. Such a system, of course, could be enhanced by the 
introduction of autor,lated data systems (e.g., ,PROtUS) which co.uld ... provide 
required officer and unit performance indicators. 

CONCLUSION AND RECOMMENDATIONS 

The police-prosecutor component of the M.C.I. program can be 
characterized as the least successful project element from the standpoint 
of achieving stated objectives. M.C.I. had virtually no effect on routine 
police-prosecutor interactions. Consequentl,Y', there was' no signific'a~t- .. -.... 
impact on selected performance measures (i.e., prosecutions and convictions). 
This lack of pt'ogi"am accomplishment can. be attributed to many factors s 
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principally the lack of management direction and follow through to 
achieve stated objectives. This is not to say that the concept of 
improved communication was not endorsed at the executive level. Whole
hearted support was expressed by top level management in both the 
Department and th'e State I,S Attorneys Offi ce. Thi s commitment, however, 
stoppeq at this level. There was little or no follow-up by mid man!lgement 
to ensure that djrections were carried out. 

This situation was furthered by a satisfaction with the status 
quo. Managers and investigators in both the Department and the Statels 
Attorneys Office have been for the most part satisfied with the informal 

, relationship that exists. There is little incentive, therefore, to 
adopt more formalized communication and documentation policies. 

This satisfaction with current conditions is obviously encouraged by 
the overall lack of concern, especially within the Department, with 
perfonnance measures. Police managers have not been expected to assess 
investiga~ive performance based on frequencies of prosecutions and convict
ions. Likewise, there is little incentive for prosecutors to allocate 
time for purposes of documenting performance measures. In fact, the 
Statels Attorneys Office until very recently did not compile managerial 
information on prosecution and conviction rates. 

There is certainly a question as to whether this overall satisfaction 
with current conditions can exist in the future. As budgets decrease and 
workload increases, the pressure for management information will increase. 
At this point there will be a greater l)keli~~od to ad~pt more formalized 
communication and feedback systems. In the event that the County does not 
have a PROMIS system, or similar automated offender tracking system 
when th'is need IJecomes more apparent, it is recommended that relatively easy 
~o~~plement procedures be formulated to ensure feedback ano communication. 

l\mo,ng these sho~l d be: 
1. The continuation of regular meetings between,~he Chief ?f Police 

and the Statels Attorney to discuss mutual problems and needs of 
a policy or procedural context - This informal meeting utilized 
under the M.C.I. program is an effective forum in which new prior
iti es can be shared and/oi~ concerns over present pract; ces 
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identified. 
2. The formal adoption of the informal case review process: wherein 

screeninfj prosecutors telephone investigators or uniform 
officers to discuss the facts of a case - It seems appropriate 
that this contact can be initiated telephonically ~rovided 
that officers have the flexibility to meet with the scre'ening 
prosecutor whenever misunderstandinqs prevail. The case 
conference system attempted under t·1. c. I. was obviously not 
effective and there is ample reason to believe that-the· case 
revie\'/ can be completed satisfactorily via the telephorie. 

3. The use of a structured checklist in all felony cases to ensure 
that prosecutorial case information requirements are included i~ 
the report - The informal procedure of distributing the checklist 
as only a reference item is obviously not viable. The State's 
Attorney still considers the checklist a useful tool which would 
serve to streamline the case review process, whether conducted 
in person or via the telephone. Furthermore, the simple task. 
of checking a small number of items on a checklist and 
presenting this form with the case report is not an overwhelming 
paperwork burden for investigators. 

4. The establishment a departmentally based feedback system to 
ascertain both prosecution and disposition data - ·The feedback 
system attempted under M.e.I. is too cumbersome. An easy 
approach to obtaining feedback would be to institute a case 
disposition recording system in each unit whereby the individual 
officer would document applicable information; such data could 
then be compiled and submitted to management. It is 
recommended that such a process be instituted in the near 
future with the ultimate aim of automating such data once 
an offender tracking system such as PROMIS is implemented.· 
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CHAPTER VI 

THE M.C.I. MONITORING SYSTEM 

The sixth sub-goal of the M.e.I. Program was to promote the successful 
performance of other project components through the design and imple
mentation of a monitoring system. The monitoring system was to provid~ 
the feedback loop to management on each of the other sub-goals. It was 
to be designed to apprlse management on a timely basis of inadequacies or 
problems in any specific program area. This ongoing feedback, in essence, 
was intended to provide a means for fine tuning the M.C.I. Program as 
it progressed. 

Three specific objectives were generated to institutionalize a 
monitoring capability within the M.e.I. Program. These objectives were: 

A. Establish a Monitoring System for the Criminal Investigation 
Function Based on MBO Principles. 

B. Collect and Analyze Data on Investigative Outcomes, Activity 
and Productivity 

C. Interpret Analyses for Program Personnel 
These specific objectives are evaluated individually jn the following pages. 

As a general caveat concerning the monitoring system, it should b~ 
recognized that managerial and procedural monitoring were not, and are not, 
regularly performed in the Montgomery County Department of Polic~. In 
most instances, there is little or no routine feedback based, on, quantitative 
data'to top management. The Department does expend a significant portion 
of its budget for computer systems and regularly generates crime and 
statistical reports. These reports are rarely used for management 
decision making. The captured data is either too untimely, inaccurate 
or inconclusive for managerial use. 

Further, until recent years the Department exerted only limited energy 
in measuring individual and organizational unit performance. A greater 
degree of performance monitoring has been advocated under a propose~ 
Management by Objectives (MBO) System. This system, however, was only in 
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its early developmental stages at the time that M.C.I. was implemented. 
It was not possible, therefore, to rely on the MBO system as a means of 
monitoring M.C.I. 

Finally, it should be pointed out that program monitoring activity 
was conducted principally by the M.C.I. Program Evaluator, an individual 
hired specifically for the M.C.I. Program. The Evaluator received 
input from many sources during the course of the project. Chief among 
these sources was an M.C.I. Monitoring Task Force consisting of both 
patrol and investigations personnel. 

OBJECTIVE A. ESTABLISH A MONITORING 
SYSTEM FOR THE CRIMINAL INVESTIGATION 

FUNCTION BASED ON MBO PRINCIPLES 

Program Evaluation 
The initial decision to institute a monitoring system based on MBO 

principles was based on the Department's experience with its MBO program. 
The Department had contracted with a private contractor in 1975 to design 
an MBO system. The se1ected consultants conducted several training 
programs for management personnel and prepared an MBO manual complete 
with an example of an MBO matrix for a unique function of the Department. 
The significance of this developmental work is that it was virtually 
complete at t.he time that M.e.I. started. It was thus anticipated that 
the Departme.lt would quickly move to establish specific goals and objectives 
for all o~ganizational units. It was presumed that the M.C.I. unit would 
devise working goals and objectives consistent with those of the entire 
Investigative Services Bureau. 

The Management by Objectives Program has never been fully implemented 
in this Department. Considerable time and resources have been devoted to 
developing this program over the past two years. These efforts have 
focused on management training in MBO concepts, techniques of measuring 
objestive attainment and the formulation of unit and/or functional goals 
and objectives. This has been the extent of MBO implementation, however, 
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as there has been no formal i zed, management endorsed system actua lly 
implemented. 

It was in this environment that the M.C.I. Program was expected to " 
develop and utilize monitoring data for management decision making. Any 
performance measures formulated for this program were consequently 
devised in a vacuum. There was no assurance that such measures would be 
assimilated into a departmental MBa system. This situation compounded the 
normal difficulties associated with implementing an MBa based monitoring 
system for M.C.I. as project personnel were requ~red to forge ahead 
and create a unique MBa type monitoring system. This necessitated selecting 
and processing specific performance measures with program personnel, o~ient
ing M.e.I. managerial personnel in the utilization of quantitative perfor
mance measures, and creating an efficient data collection and processing 
system. 

These steps were initiated and in most cases carried through to 
implementation. Performance measures for each M.C.I. component start"ing" 
with the initial investigation and ending with case disposition were 
devised by the M.C.I. Monitoring Task Force. These measures were then 
incorporated into a data collection and analysis system designed by the 
M.C.I. Program Evaluator. 1 This system served two purposes.' First, it 
was used to identify to management trends and patterns in M.C.I. 
implementation. To illustrate, the monitoring system was useful in 
pinpointing the success ?f patrol officers in conducting follow-up 
investigations. Similarly, the system was. used to depict and describe 
case assignment trends in the M.C.I. unit. Such feedback was utilized 
by top level department managers. It provided a quantitatively based 
profile of M.C.I. experiences and served to facilitate decisions. 

Secondly, the monitoring system was used by the M.C.I. Program 

lThis system is described fully in the M.C.I. Technology Transfer 
Conference Report, published in June 1978. 
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Evaluator to complete a six month and a final evaluation of the project. 
Since the system included representative samples of cases from both 
Silve.r Spring and a pre-selected control area, it was possible to 
compare M.C.I. with the rest of the County using like measures. This is 
not always possible using departmental information systems. These 
systems include data of questionable validity due to non-uniform data 
collection and coding procedures (e.g., the classification of exceptional 
closures), Additionally, these systems do not include investigative 
management information (e.g., number of cases worked, number of cases 
suspended) . 

Because the M.C.I monitoring system was based on manual data 
collection and coding procedures, it tended to be error prone. As is the 
case with any information system, certain validity checks had to b~ made 
to ensure the system's accuracy. These checks, completed at frequent 
intervals, discovered several inconsistencies in data collection, coding 
and computerization. These inconsistencies ranged from inaccurate report 
dissemination procedures by the Report Review Section of the Informational 
Services Division, coding errors by personnel in the Research and Planning 
Division, keypunch delays by the County's Management Information Service, 
and technical programming problems with the M.C.I. automated system. 
For the most part, these problems were resolved during the course of the 
M.e.I. project although efforts expended in rectifying these problems 
slowed overall monitoring system developmental efforts. 

The monitoring system was also designed to provide regularly 
produced reports to management, including the Chief of Police, Commander 
of Field Services, Silver Spring District Commander and the M.e.I. Project 
Director. Such reports were to portray quantitative findings for several 
performance measures. Initially these reports were to be gener.ated monthly. 
This was first changed to a quarterly production and then to a semi-annual 
system. The reasons for these changes were: (1) validi~y a.nd reliability 
problems concerning collected data; (2) inherent confusion over the best 
means of displaying collected data; (3) technical difficulties with the 
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automated M.e.I. data file; and (4) personnel reductions and turnover 
within the Research and Planning Division (where the monitoring system 
was situated). 

These reports actually were transformed to evaluation reports rather 
than monitoring reports as assessments of objective implementation were 
made by the evaluation staff. The evaluation reports were disseminated to 
management with briefings conducted to identify possible courses of action 
to address noted problems and needs. 

Two separate monitoring reports, to be used on a monthly basis, 
were designed by the Research and Planning Division and used experimentally 
during the M.e.I. project. The first of these, displayed in Addendum 6-1, 
was developed as an intended departmental reporting system. It was 
included in a draft written directive concerning case closures which was 

staffed throuohout the Department but never implemented. This form was. 
used on a one Iilonth pilot basis by the Silver Spring District. It was 
completed by district personnel using their own data sources. Jhe·advantage 
of this form over the previously used monthly report, included in 
Addendum 6-2 to this chapter. is that it enumerated worklo~d inform~t'on, 
as well as performance data. The form has never been implemented. This is 
du~ orimarilv to overall lack of direction by top management. The report ~ 

IA/i'l<; clpvp.lnnprl nnrl mociifjed bv Resear.ch and Planninq and i'i.C.l. personnel, 
but has never been forll1all.y adoped by command level staff. 

Another monthly report was designed by the M.e.I. Program Evaluator 
to report monitori~g system data on a monthly basis. This report, 
included in Addendum 6-3, was also used experimentally for Silver Spring. 
The difference between this report and that mentioned previously' is that 
this report was completed by Research and Planning personnel and 
forwarded to Sil ver Spring Di stri ct staff. It al sO'i ncl udeq 
both unit and individual workload and performance measures. Several 
practical problems were encountered in using this form. Validity 
problems with the monitoring system complicated its use and delayed 
forwarding of the fornl to Silver Spring. This form has never been 
formally adopted. 
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The problems experienced in implementing these reports characterize 
overall problems with the monitoring system. Mid-management personnel, 
in some cases, -do not see the utility of capturing certain performance 
related data and, therefore, resist implementation of a comprehensive 
MBO formatted monitoring system. Secondly, the Department I s automated 
data base does not include sufficient data to accurately and quickly 
appri se managers of trends or patterns in perfonnance. Fi na 11y, the 
Department has experienced continuing difficulty in the design and imp"le
mentation of new automated systems. The Department does not have the 
luxury of employing its own programmers and systems analysts. It is 
reliant on the County's Management Information Service to provide 
required data processing support. Unfortunately, debates over programming 
priorities and methodologies seem to prohibit an effective delivery of 
service to the Department by this agency. 

Collectively, these problems have precluded adoption of an MBO 
based monitoring system. The M.e.I. program included a monitoring 
capabi 1 ity with MBO type measures, but these were never implemented into 
a monitoring system complete with regular feeClback to management. 
This capability served predominantly as an evaluation system which 
featured qualitative and quantitative assessments of M.e.I. progress. 
Such assessments were provided to top management and to program personnel. 

Process Evaluation 
The monitoring capability developed for the M.r..I. Program was 

located in the Research and Planning Division and designed to advise 
executive managers on project status. This system, although successful 
in achieving its intended role, was not an MBO monitoring system. Therefore, 
it cannot be concluded that this first objective was satisfactorily 
implemented. For this reason, no process evaluation wi11 be conducted 
for this objective. 
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OBJECTIVE B. COLLECT AND ANALYZE DATA 
ON INVESTIGATIVE OUTCOMES, ACTIVITY 

AND PRODUCTIVITY 

Program Evaluation 
The M.C.I. monitoring system described previously and examined in 

the M.C.I. Technology Transfer Conference Report incorporated data. 
on investigative outcomes, activity, and productivity. The fOllr separate 
operational components of M.C.I. (iv.itial investigation, case screening, 
case management, and police-prosecutor relations) were included in this 
system with applicable activity and productivity measures. The system was 
designed, in fact, to trace sampled cases through these four components' 
to identify exactly what transpired at each level. To this extent, 
this objective was accomplished. The Department is now much more 
fully aware from a management perspective of the intricacies of the 
criminal investigation process, as most of the data collected for the 
M.C.I. evaluation were not tabulated or analyzed prior to M.C.I. 
implementation .. 

It should be remembered, however, that the t~.C.I. monitoring system 
was a manual data collection system. Information was stored and retrieved 
using automation. The system required the investment of considerable 
manpower resources to extract and code information prior to computerization. 
Because of the cost of continuing this labor intensive service, the 
monitoring system was discontinued shortly after the M.C.I. grant expired. 

Process Evaluation 
This objective was accomplished during the M.e.I. Program with 

the allocation of a core group of staff, ranging from 1-3 positions, 
during the course of the grant to carefully selected, extract, code and 
analyze data on investigative activities and performance. This dedication 
of personnel was necessitated by the lack of: (1) a comprehensive reporting 
system in the Investigative Services Bureau~ featuring unit generated. 
~ata; a~d (2) the absence 6( computerized departmental data on such 
activities and outcomes. The Department has not fully addressed either 
of these issues since M.C.I. was implemented. 
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Con~equently, there is no current onRoinR capability of analyzinq 
investi~ative activities, outcomes and productivity. 

Because Research and Planning staff cannot be continually allocated 
to investigi'!tive service monitoring tasks, it is recommended that a 
sys~em be designed to regularly collect much of the data captured by 
the M.e.I. monitoring system. Much of these data could be collected 
manually and reported by investl:Jative service bureau units. Or, these 
data could be extracted from offense reports, arrest reports, investigative 
case assignment cards, or prosecutor files and computerized. This option 
may'be more viable if, in fact, a departmental management information 
capabiliiy is desired. The advantage of an automated system is that it will 
enable the Department to realize a more accurate, efficient and timely 
produced information process. 

Program Evaluation 

OBJECTIVE C. INTERPRET ANALYSES 
FOR PROGRAM PERSONNEL 

Through the use of the M.e.I. monitoring system, the M:C.I. Program 
Evaluator on several occasions made presentations to key program staff 
on quantitative findings, program deficiencies and recommendations for 
alternative courses of action. This objective was in1plemented through 
such briefings and reports. 

The primary means for interpreting program findings was for the M.C.I. 
Program Evaluator or other members of the evaluation team to present data 
to either the M.C.I: Monitoring Task Force, M.C.I. program managers (e.g., 
the M.C.I. Project Director or Case Screener/Investigative Coordinator) 
for interpretation. Based on the feedback received, evaluation team members 
would either document the results or, if necessary,c;olllmunicate findings to 
command staff (e.g., the Chief of Police, Special Assistant to the Chief 
of Police, or Commander of the Field Services Bureau). Such comMunication 
in several instances resulted in alterations in program strategy or the 
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initiation of a new program activity. This system functioned satisfactorily 
dJring the course of the program. 

This process was utilized on an as needed basis during the life 
of the program. It coul d have been used routinely had a areater Quantity 
of data been available for analyses and interpretation. The previously 
mentioned difficulties with data collection and coding and the lack of 
valid and reliable departmentally generated data impeded maximum utiliza
tion of this feedback system. 

Process Evaluation 
Critical to any management information system is interpretation by 

operational personnel. The M.C.I. Monito~ing Task Force supplied a 
vehicle for analyzing and interpreting numerous data for management use. 
This step in the feedback loop was essential to guaranteeing sufficient 
consideration of operational problems and constraints when developing 
alternative courses of action. The task force consisted of both personnel 
from patrol and investigations units, as well as different ranks and, 
therefore, was able to provide diwersified inputs to management. 

It is highly recommended that a feedback and policy interpretation 
group be used continually to review and analyze quantitative findings 
regarding activity and/or productivity measures. Further, it is suggested 
that such a group be given an instrumental role in developing recommenda
tions for modifications in policy or procedure based on quantitative and/or 
qualitative information concerning organizational achievement of goals 
and objectives. A key to successful' utilization of such group input is 
facilitation. Consideration should be given to developing task group 
facilitators from various Departmental units. Such individuals could 
be provided the responsibility for ensuring a particular task group 
accomplishes its assigned mission. 

CONCLUSION AND RECOMMENDATIONS 

The sub-goal of promoting the successful performance of other 
project components through the design and implementation of a monitoring 
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system was achieved during the course of the M.C.I. Program. Management, 
specifically executive level administrators and to a lesser degree 
program personnel, was briefed on M.C.I. evaluation findings on several 
occasions. The task force system was an effective tool to review and 
synthesize several of these findings prior to presenting conclusl0ns 
and recommendations to management. Input of a similar nature should be 
obtained for any comprehensiv\~ assessment or evaluation effort. 

The M.C.I. Program, however, did not result in any lasting, ongoing 
monitoring capability within the investigations function of the Department. 
This capability is sorely needed. The Department engages in comprehensive 
work load studies for patrol, but has yet to adopt a comparable system 
for analyzing the use of investigative resources. There;s little or 
no ability, moreover, to quantitatively analyze investigative performance. 
Furthermore, there is very little consensus as to what performance 
measures are most appropriate for investigations. 

The currently used monthly report is not sufficient for management 
decision making. It does not provide any means of analyzing work load 
utilization patterns or relating work load to performance. This infor
mation ;s essential if the Department is to ensure that its resources 
are being used most appropriately. The need for such data has become 
even more critical with the current and future budget constraints facing 
this organization. 

In this context, several recommendations haVe been formulated to 
produce a more useful management information system for th2 investigation's 
function. These s~ggestions are: 

1. Identify necessary work load and performance measures to be 
included in a monthly monitoring system - This process has 
been initiated through M.C.I. and the MBO Program, but has 
yet to be formalized. The selected work load and performance 
measures should include detective activity measures and prose
cution data, as well as traditional investigative performance 
measures (e.g., clearances). 

2 .. Refine the current monthly report to inclUde selected work load 
and performance measures - Initially this report should be 
completed manually by respective units. Efforts should be 
initiated, however', to automate either portions of the system 
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or the entire system once the manual process is fully implemented. 
3. Institute a managerial process reliant on the collected and 

reported management information - There is little ut"i'lity in 
designing a reporting system and allocating man-hours to prepare 
and distribute monthly reports unless the data is us,::!d by 
management. To this end, there may be a need to conduct an 
in-service training program for supervisors and managers 
in methods of integrating quantitative 1nformation into 
the decision making process. Further, investigative unit com
manders should adopt mechanisms of deploying personnel based 
on quantitative information. 
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ADDENDUM VI-l 

Revised Investigative Unit Monthly 
Report Used Experimentally 
During the M.C.I. Program 

(Featuring Unit Workload and Performance Measures) 
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MONTHLY REPORT 

DIVISION/UNIT MO~~TH -----

PA~T I OFFENSES 
'Cases liCases HClndled , 

MCases Rcv'd *Cases Assigned Suspended Admin. i 
:"10. I nD MO. I YIU MO. I ITO Mo. I = YTD , , 

~se: Cle.red 

I I I 
I I I I 

Neases Cleared : "t-'ersons Arrestea 
B:' Arrest By UCR Exception ;Cases Unfounded : By This Unit I 

I • o. , T II.) i ~\O. I no Mo. I no I Mo. , YTO 
I 

1 
I 

1 
I I 

I I I I I I 
, 

--. . -
PART II OFFENSES 

;Cases 
,Cases 

Susoended 
I, 

I *Cases Hand~ 
Admin. 

Mo. I no Mo. I no 

.leases Cleared 
By Arrest 

.• Cases Cleared 
IBy UCR Exception I#cases Unfounded 

i"Persons Arreste: 

~'o, I YTD , , 
I 

! Mo. vTD 
By This Unit 

, Mo. I YTD Mo. I y~C-
I 

-----~-------------~----------~----------------~----------------

WORKLOAD 

Open Cases Currently Under Investigation .................... __ _ 

Cl~sed Cases Currently Under Investigation ................. . ----
P.e-Opeued Cases Currently Under Investigation .............. . ----
Total Cases Currently Under Investigation .................. . 

---'--

PERFORMANCE RELATLD 

Ca~es Cleared By Airest As Result Of Persons 
Arrested ~ 7urned Over To This Unit By Another Unit ......... ___ __ 

Ca~es Cleared By Exception As Result of Persons 
Arrested & Turned Over To This Unit By Another Unit ......... ___ ..... _____ _ 

Multipl~ Case Closures Involving Adults ..................... ____ _ 

Jl.lultiple: Case Closures :involving Juveniles .................. __ _ 

Cases Cleared Dy Arrest By This Unit Involving Adults ....... ___ _ 

Cases Cleared By Exception By 'I'his Unit Involving Adul ts ..•• ___ _ 

Cases Cleared By Arrest By This Unit Involving Juveniles ..•• ~. __ __ 

Cases Cleared By Exception By This Unit Involvin~ 3uveniles. ____ _ 

Report Prepared By Tifle-- Date 
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I I 
I I 

I I 
od 
r-
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STOLEN AND RECOVERED PROPERTY DATA ' 

AS S 1 GNME Nn" STOLEN RECo\ ERED , 
19 19 19 19 

BURGLARY 
FORCE (CUM) -

. BURGLARY --
NO FORCE (CUM) 
HOUSEBREAKING" 
CO...,ERCIAL . (CUM) 
HOUSEBREAKING 
RESIDENTIAL (CUM) 
HOUSEBREAKING 
SCHOOLS (CUM) 
LARCENY 

(CUM) -
LARCE~Y 
A.S.F.A. (CUM) 
LARCENY 
SHOPLIFTING , (CUM) ~ 

RECOVERED 
PROPERTY-COUNTY (CUM) 
RECOVERED 
PROPERTY-OTHERS (CUM) 
ROBBERY 
WEAPONS JCUMJ' -ROBBERY 
STRONG ARM _( CUM) 
STOLEN MOTOR 
VEHICLE (CUM) -
mEFT 
< (CUM) 

-THt::FT 
A.S.F.A. {CUM} 
THEFT 
SHOPL I FT I NG (CUM) 

TOTALS 
JCUM) 

REMARKS: 
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\/1 ... \ I .. ~',~ ..... 

HEI'I)Il'l'ED !leI! Uwle r 
I WFHJ:~r~:~ i, 1'1"'.:1 j·;X"I'ld.i •• 11 IIIIf'ounC!p(j :: ll!'q)f) r ,elf: rl Admin. Invest. 

OFFE~;,~E ;'YPE I-!~:,l YT!l lJ.l) ':"j (1 '-'';I---y'fi'l--':J I '{TO -.-rr~n YTrl l.!0 YTD 1.10 YTD _.- -------_.-, I I I I I I Ass<1ult I I I I I I I 
---+---- -- --+----- I 

I I I I I I I 
Ars,--:: I I I I I I I 

----+-._---- --~---
I I I I I I I 

F'ort:~r:,' '~hl~C kG I I I I I I 
-+-, 

Ot ,t:-r I I I I I I I 
I I I 1 1 1 1 

F'rau,1 Cheds 
1 1 I • 1 I I I 
I I I I I 1 I 

" 
I 1 I 1 1 1 I 

Ot.,t.'I' I 1 I I 1 1 I 

En:bt'- .:: 1 ~::.\m t/I.a r~/Tru$ t 
I 1 I I I I 1 , I I I I I I 

St 01 .·r, Property 
I I , I I I I , I I I I ~ I 

I 

Vantl,lism I I I I I I I 
I I I I I I I 

Weapuns I I I I 1 I 1 
I I I I I I I 

Sex 1 1 1 1 I 1 1 
;\ssaul t I 1 1 1 1 I I 

It,jecent Exposure I I 1 1 1 1 1 
1 1 I 1 I 1 1 

1 

Other I I I I 1 1 1 
1 1 i 1 I 1 1 

Narcdtic Drug Laws 1 1 I 1 1 1 1 
1 1 1 1 1 1 1 1.0 

Disorderly Conduct 1 I 1 1 I I I I' I I I I I I I 
""-

Vagrancy I I I 1 1 I 
1 I 1 I 1 

Suicide 1 I I I I 
1 I ,I I 1 

Attempt~; 
. 1 I I I 

I 1 ( 1 1 

Fugitive I I 1 1 
1 I 1 I 

Kidnapping I I I I 
I I I I 

False Report 
I I I 
I I , I 

I I I 
Sudden Death Natural I I I I 

I 
I I I I I 

Accidental I I I I I 

I I I 1 I 
Invest. Mont. Cty. I I I I I 

I I I I I 
Other I I I I I 

Recvd. 
I I I I I 

Prop. Mont. Cty. I I I I I 

- I I I I I 
Other I I I I I 

Missing 
I I I I I 

P~rsons I I I I I 

MiscelJ.aneous 
I I I I I 
I I I I I 

i 

GRANJ:.' .TOTAL 
I I I I I 
I I I I I ..... - I -



ADDENDUM VI-2 

. Current Investigative Services Bureau 
Monthly Report 
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! . 
MONTHLY/CUMULATIVE COMPARISON REPORT OF INVESTIGATIVE SERVICES BUREAU 

. DIVISION M3NTH YEAR 

ASSIGNMENT OPEN CLSD UNF OPEN CLSD UHF ASSIGNMENT OPEN . elSD UNF OPEN CLSD UNF 

MUROEK (CUM) 
;RAUD 

(CUM) CHECKS 
RAPE FRAUD 

(CUM) FORCIBLE (CUM) OTHERS 
RAPE ASSAULT EMBEZZLEMENT 
W/INTENT (CUM) lAR/TRUST (CUM) 
ROBBERY . STOLEN PROP 
WEAPON (CUM) REC-POSS (CUM) 
ROBBERY ASSAULT DESTRUCTI ON 
~/WEAPON (CUM) PROPERTY (CUM) 
ROBBERY STRONI~ WEAPONS 
ARM (CUM VIOLATION (CUM~ 

ROBBERY A~~~ULI1 SEX 
. STRONG ARM CUM ASSAULT (CUM) 

AGG. ASSAULT SEX-INDECENT 
SHOOTING (CUM) EXPOSURE ~(CUM) 
AGG. ASSAULT SEX 

(CUM) CUT -STAB (CUM) OTHER 
AGG. ASSAUL T I} . NARCOTIC 

. 
OTHER (CUM DRUG LAW (CUM) 
BURGLARY DISORDERLY 
FORCE (CUM) CONDUCT (CUM\ 
BURGLARY VAGRANCY 
NO FORCE (CUM) ROGUE-VAG(CUM) 
BURGLARY SUICIDE ( I) 
ATTEMPT (CUM) CUM 
HOUSEBREAKING SUICIDE 

., 

COMM. {CUM) ~nEMPT (CUM) 
HOUSEBREAKI NG FUGITIVE I) 
.RESID. (CUM) (CUM 
HOUSEBREAKI NG KIDNAPPING 
SCHOOL (CUM) (CUM) 
HOUSEBREAKING FALSE 

(CUM)! AITEMPTS(CUM) REPORT 
LARCENY ,SUDDEN DE~TH i) 

(CUM) ACCIDENT CUM 
LARCENY SUDDEN DEfTH I) 
A.S.F .A. (CUM) NATURAL CUM 
LARCENY INVESTIGATION 
SHOPLI FT (CUM) f.KlNT CTV (CUM) 
THEFT INVESTIGATION 

(CUM) OTHERS {CU~1} 
THEFT RECVO PROP 
A.S.F .A. (CUM) MONT CTV(CUM} 
THEFT RECVO PROP 
SHOPLI FT (CUM) IUTHERS '(CUM) 
STOLEN MOTOR MISSING 
VEHICLE (CUM) PERSON (CUM) 

. 
ASSAULT & MISCELLANEOUS 
BATTERY (CUM) (CUM) 
ARSON 

(CUM) -
FORGERY MONTti TOTALS 
CHECKS (CUM) (CUM) 
FORGERY 

_OTHERS {CUM) I 
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STOLEN AND RECOVERED PROPERTY DATA 

ASSIGNMENTS STOLEN RECO\.ERED 
19 - 19 19 19 

BURGLARY 
(CUM) -FORCE 

BURGLARY 
NO FORCE (CUM) 
HOUSEBREAKING 

_( CUM) CO,..,.,ERCIAL 
HOUSEBREAKI NG 
RESIDENTIAL (CUM) 
HOUSEBREAKING 
SCHOOLS (CUM) 
LARCENY 

LARCENY 
::~ 

_(CUM). 

A.S.F .A. 
LARCENY 

_(CUM) 

SHOPLI FTI NG (CUM) 
RECOVERED 
PROPERTY-COUNTY _(CUM) -RECOVERED 
PROPERTY-OTHERS (CUM) 
ROBBERY 
WEAPONS _( CUM) 
ROBBERY 
STRONG ARM (CUM) 
STOLEN MOTOR 
VEHICLE (CUM) 
THEFT 

(CUM) 
THEFT 
A.S.F.A. (CUM) 
THEFT 
SHOPLI FTI NG (CUM) 

TOTALS 
(CUM) 

REMARKS: 

OFFICER IN.CHARGE 

MCP FORM 59 (REV 7-1-77) 
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ADDENDUM VI-3 

M.C.I. Monitoring System 
Monthly Report 

(Featuring Both Unit and Individual Investigator 
Workload and Performance Measures) 
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Murder 

Rape 

Robbery 

Assault 

Burglary 

Larceny 
Over $500 

TOTAL 

Murder 

Rape 

Robbery 

Assault 

Burglary 

Larceny 
Over S500 

TOTAL 

New Cases 
Screened N 

Total No. 
Assigned 

-

CASE SCREENING REPOHT 
Month Of 

Table I: Case Screening Decisions 

c---

Assigned Suspended 
------

Avg. Avg. Number 
% Solv. N 't Solv. Re-entered 

Table II: Assignment Decisions 

Assigned Mcr Assigne~ Patrol 
Avg. Avg. 

N % Solv. N % Solv. 

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

Avg. Total No. 
Solv. Assigned 

Assigned Combined 
Avg. 

N % Solv. 



1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

9. 

PATRO 

l. 

2. 

3. 

4. 

5. 

SHIFT 

l. 

2. 

3. 

4. 

5. 

Nawe Of 
nvestlQator 

MCI 

L ROTATEES 

S 1-5 

Nurrber Cases 
Returned 

This Month 
rlo 

SuPpJ ewen t Supplement 

I 

- - - -- --

INVESTIGATOR WORKLOAD/PERFORMANCE REPORT 

Month Of ___________ _ 

Page 2 

FOLLOW-UP INVESTIGATION ACTIVITY ANALYSIS 

Nurrber 
Supplewented Cases 

Initial Investigation 
Verified Only 

N '.t 

I 
I I 

ACTIVITY ANALYSIS 

Nurri:ler 
Supplewented Cases -

Initiill. Investigation 
Informati0p, Modified 

N 'l 

I 
I 

I 

I 

Nurroer 
Supplewented Cases -

New Information 
Added 

N % 

N 
N 
I 
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CHAPTER VII 

IMPACT OF THE MANAGING CRIMINAL 
INVESTIGATIONS PROGRAM 

The overall goal 'of the MCI program was to, increase the number of 
arrests for serious crimes that are prosecutabll:! and ultimately lead to 
a conviction. Thi~ goal was to be achieved through the inst{tution of 
a new management process designed to increase both efficiency and effec
tiveness in the criminal investigations function. The individual com
ponents discussed previously were structured to form this new management 
process. It was anticipated that collectively, achievement of the 
specific objectives of these components would ensure that the program 
goal was accomplished. 

To assess the degree of goal achievement, four impact measu,'es ,wer~ 
incorporated in the evaluation design. These were: (1) clearances by 
arrest; (2) total clearances according to Uniform Crime Reporting c!iteria; 
(3) prosecuted cases; and.(4) case dispositions. Data were collected on 
the first two of these measures on a monthly basis throughout the experi
mental year and are reported by quarter in the following! 
Prosecution and disposition'data are presented for the twelve month period 
only.' The small number of cases actually re~ulting in prosecution and 
the elapsed time between arrest and disposition negated the value of 
analyzing these data on a more frequent basis. 

In addition, an analysis of reported crime, as sampled through the 
MCI monitoring system, is presented herein to provide a frame of refer
ence for interpreting impact results. Police performance is directly 
affected by incoming workload. Since reported crime varies by season 
and by year it is, therefore, essential to monitor fluctuations in this, 
workload. 

Because the Mel project entailed analyses of both patrol and 
investigative performance, a technique was devised for incorporating' 
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investigator workload into reported crime. Investigative case assign
ments often extend well beyond the initial month in which the case was 
reported .. Traditionally, successfully completed investigative assign
ments (either arrest or other types of clearances) have been reported at 
the time the clearance is made. Clearance rates in Montgomery County 
are tnen calculated by taking the percentage of successfully cleared 
cases (including those cleared on-scene by patrol) divided by the number 
of cases reported. This is a somewhat misleading statistic since those 
cases tenninated by investigators are not included in the workload picture. 
Moreover, no attention whatsoever is given to analyzing unsuccessfully 
closed and yet retrieved investigative case assignments. These cases 
are not counted as workload. 

To.rectify this dilermna, tenninated cases (either open or cleared) 
were incorporated under the MCI Monitoring System as actual workload 
during the month in which the investigation concluded. Thus, monthly 
impact data were derived by calculating the percentages of cases cleared 
by arrest, for example, as divided by the total number of cases reported 
during the month added to the total number of cases returned by investi
gators during the month. This same approach was followed for the three 
years preceding Mcr implementation, as well as the experimental year. 

Tables 7-1 and 7-2 depict respectively quarterly crime rates for 
both the control area and the Silver Spring District. Crime data are' 
presented for the experimental year (October 1977 - September 1978), 
as well as for similar periods for the three years immediately preceding 
the experimental year. 

Reported crime for both geographi ca 1 groupi ngs' increased duri ng 
the experimental year. In the case of the Silver Spring District, 
sampled crime figures depict a percentage increase in crime of 22% over 
the year immediately prior to implementation. This yearly change was 
far more dramatic than that detected between any other year (the highest 
percentage increase between other years was a mere 4%). The increase was 
due predominantly to increases in the burglary rate in Silver Spring 
during the experimental year. The rate of burglary workload increased 
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TABLE 7-1 

SAMPLED CRIME DATA BY QUARTER AND TOTAL YEAR IN SILVER SPRING DISTRICT 
FOR EXPERIMENTAL YEAR AND THREE YEARS PRECEEDING MCI IMPLEMENTATION 

QUARTER I QUARTER II QUARTER III QUARTER IV TOTAL YEAR 
Oct.-Dec. Jan.-Mar. AEr.-June Ju1y-SeEt. 

PRECEEDING YEAR III 
(Oct.1974-SeEt. 19751 
Homicide 3 2 2 3 10 
Rape 3 8 14 11 36 
Robbery 39 35 23 27 124 
Aggravated Assault 13 14 9 16 52 
Burglary 139 133 154 147 573 
Larceny Over $500 17 32 43 44 136 
Total Crime 214 224 245 248 931 

"-J 
I 

PRECEEDING YEAR II (..oJ 

(Oct.1975-SeEt. 1976 2 
Homicide 2 1 1 0 4 
Rape 13 6 9 10 38 
Robbery 39 42 28 40 149 
Aggravated Assault 10 5 8 12 35 
Burglary 142 108 151 165 566 
Larceny Over $500 36 47 45 51 179 
Total Crime 242 209 242 278 971 

PRECEEDING YEAR I 
(Oct.1976-SeEt.1977) 
Homicide 2 0 5 2 9 
Rape 7 6 14 16 43 
Robbery 40 33 24 22 119 
Aggravated Assault 13 19 17 13 62 
Burglary 122 104 162 162 550 
Larceny Over $500 46 46 49 47 188 
Total Crime 230 208 271 264 973 

EXPERIM~NTAL YEAR 
(Oct.1977-SeEt.1978) 
Homicide 3 0 0 0 3 
Rape 9 3 13 21 46 
Robbery 30 23 34 50 137 
Aggravated Assault 22 17 16 22 77" 
Burglary 147 122 152 304 725 
Larceny Over $500 57 41 41 58 197 
Total Crime 268 206 256 455 1185 



'i'ABLE 7-2 

SAMPLED CRIME DATA BY QUARTER AND TOTAL YEAR IN CONTROL AREA 
FOR EXPERIMENTAL YEAR. AND THREE YEARS PRECEEDING MCI IMPLEMENTATION 

QUARTER I QUARTER I! QUARTER II! QUARTER IV TOTAL YEAR 
Oct.-Dec. Jan.-Mar. Aer.-June Ju1y- See t • 

PRECEEDING YEAR III 
(Oct.1974-Seet.1975) 
Homicide 2 0 6 2 10 
Rape 4 4 1 10 19 
Robbery 40 30 46 43 159 
Aggravated Assault 16 6 15 17 54 
Burglary 107 116 134 169 526 
Larceny Over $500 51 40 48 60 199 

~ Total Crime 220 196 250 301 967 I 
~ 

PRECEEDING YEAR II 
(Oct.1975-Seet.1976l 
Homicide 1 3 0 3 7 
Rape 3 3 17 6 29 
Robbery 32 34 24 22 112 
Aggravated Assault 6 10 13 10 39 
Burglary 102 123 124 192 541 
Larceny Over $500 61 51 54 51 217 
Total Crime 207 224 232 284 945 

PRECEEDING YEAR I 
(Oct.1976-Seet.1977) 
Homicide 0 1 1 0 2 
Rape :1 2 3 6 14 
Robbery 36 25 23 22 106 
Aggravated Assault 11 13 12 17 53 
Burglary 115 102 137 150 504 
Larceny Over $500 48 37 48 62 195 
Total Crime 213 180 224 257 874 

EXPER~AL YEAR 
(Oct.1977-Seet.1978l 
Homicide 1 0 0 0 1 
Rape 3 5 3 7 17 
Robbery 29 39 45 39 147 
Aggravated Assault 19 20 29 27 91 
Burglary 127 10:? 139 144 510 
Larceny Over $500 52 35 fi7 65 213 
Total Crime 231 ""2UT 283 282 979 



-~-- -- --------- ----------

by 32% between the periods of October 1976 - September 1977 (Preceding 
Year I) and October 1977 - September 1978 (Experimental Year). It must 
be remembered that this does not necessarily indicate that the increase 
was due to a dra~tic change in the number of reported burglaries. The 
increase is due to a change in this reported rate plus an increase in 
investigative workload. 

By closely analyzing the distribution of workload by quarters, it 
can be determined that a large proportion of the increase in the experi
mental year occurred during the fourth quarter (July - September). Work
load rates are traditionally greater during this season. Additionally, 
there was an overwhelming number of investigative cases returned by 
Mel during this quarter. l 

In the cohtrol area, workload increased by 12% between the experimental 
year and the immediate year preceding Mer implementation. This was 
atypical to trends experienced in prior years. Sampled crime data demon
strated that there had been consecutive, although slight, decreases in 
workload in the control beats from October 1974 - September 1977. 'Unlike 
the Silver Spring District, the control area did not experience a signifi
cant increase in burglary rates. The increase was due to increases in 
robberies (39%) and aggravated assaults (75%). 

As was the case with the Silver Spring District, workload figures 
were higher for the quarterly periods of April - June and July - September 
during the experimental year. The drastic increase in workload noticed 
during the latter quarter in Silver Spring was not observed, however, in 
the control area. 

The significant point concerning these changes in workload is that 
such fluctuations are likely to produce variations in performance. This 
subject will be addressed in tl\e f':.11lowing discussion of arrest and 
clearance rates. 

lFor further discussion on this point. see Chapter 4 - Managing the 
Continuing Investigation, p. 4-16 
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ARREST AND CLEARANCE RATES 

Clearances by Arrest 

To assess the degree to which MCI affected clearance by arrest 
rates, a quarterly analysis of arrest rates for the experimental year 
was compared with similar data for each of the three years preceding 
MCI implementation. These figures are portrayed in Table 7-3 by individual 
crime clas~ification, as well as overall crime data sampled, for both 
Silver Spring and the control area. 

A review of these clearance rates shows no substantial difference 
in yearly arrest figures for either Silver Spring ,or the control area. 
In terms of overall crime, there is virtually no variation between years 
in either group (ranging from 9% - 12% in Silver Spring and 11% - 13% 
in the control area). Similarly, there is little or no difference in the 
arrest rates for any crime with the possible exception of aggravated assaults. 
There is greater disparity in arrest rates for this particular crime 
between years. The variation in arrest rates for this crime between 
quarters, however, suggests that a wide disparity in such rates is likely 
to occur. 

By plotting quarterly clearance by arrest rates for both Silver 
Spring and the control area for the experimental year and three years 
preceding implementation, it is apparent that there is only minimal 
deviation in performance. This plot is presented in Figure 7-1. Arrest 
rates fo~ both Silver Spring and the control area were at ~heir highest 
yearly peak during the first quarter of the evaluation year. The same 
downward trend then was evident for the remainder of the year for both areas. 

To more accurately deter'mine the significance of these arrest rates, 
a predicted linear regression value was calculated for each quarter during 
the experimental year, as well as for the entire year.2 

2The multiple regression statistical technique allows one to predict a 
value of any given set of data based on past occurrences. In this 
instance, it is used to predict clearance by arrest rates for given 
quarters in the evaluation year based on past arrest frequer,cies. The 
actual obtained value, or clearance rate can then be compar.d to this 
predicted value to determine if , significant change occurred. Quarterly 
values were based on an initial regression of monthly arrest rates for 
the experimental year and three years pr~c~ding implementation (36 monthi). 
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TABLE 7-3 

CLEARANCE BY ARREST RATES (PCT.) FOR SILVER SPRING DISTRICT AHD CONTROL AREA 
FOR EXPERI~ENT.l\L YEAR .l\ND THREE YEARS PRECEDING MCI I::1PLE!£NTATION 

PRECEDING YEAR III PRECEDH~G W\R II PRECEDING YEAR I EXPERIMENTAL YEAR 

~ gtr.2 gtr.3 qtr.4 Total ~ ~ qtr.3 Qtr.4 Total 9!!::..=.l gtr.2 gtr.3 Qtr.4 Total !l!!:..:.l. gtr. 2 gtr. 3 gtr. 4 Total 

SILVER SPRING 
Homicide 50 NA 50 0 43 0 100 100 14 50 50 NA 40 50 44 33 NA HA NA 33 
Rape 14 17 20 18 18 7 17 14 12 11 0 0 7 25 16 22 0 8 5 9 

-....J Robbery 15 6 13 11 18 5 31 18 10 22 5 12 25 27 25 27 35 9 6 16 
I AggraYated Assa~lt 31 32 33 44 38 70 40 75 42 57 69 47 41 :31 47 50 44 50 50 48 -....J 

Burglary 9 11 6 a 8 8 12 9 5 8 11 8 9 11 10 .16 8 -;--9 6 8 
Larceny Over $500 6 2 0 0 3 0 2 0 0 1 0 2 0 0 1 4 0 2 0 2 
Total Crime 11 10 8 10 9 9 15 11 7 10 11 11 11 13 12 18 12 10 .....§ 11 

CONTROL AREA 
0 Homicide a NA 25 a 14 100 0 NA 67 43 NA 100 0 0 50 0 NA NA NA 

Rape 25 25 100 17 28 20 a 13 a 12 a 50 33 50 38 33 25 33 0 6 
Robbery 5 13 18 16 15 12 3 25 14 21 6 16 18 38 18 21 2 18 20 16 
Aggravated Assault 25 60 27 53 b6 50 60 50 20 45 18 38 75 53 66 37 15 24 30 23 
Burglary 7 9 10 13 11 6 7 12 8 10 5 14 10 13 9 8 5 6 8 7 
Larceny Over $500 4 5 a 5 3 0 4 0 0 1 2 0 4 0 2 8 11 1 . 3 .6 .. 
Total Crime 8 11 13 15 13 7 8 13 8 11 5 14 13 15 11 12 7 10 8 10 . 



FIGURE 7-1 

QUARTERLY VARIATION IN CLEARANCE: 
BY ARREST RATES 

for SILVER SPRING and CONTROL AREA 
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This value is 'based on actual arrest percentages for corresponding quarters 
in preceding years. These predicted regression values are provided in 
Tables 7-4 through 7-5 for the crimes or robbery, aggravated assault and 
burglary and for overall crime rates. No predicted value was obtained 
for homicides and rapes due to the relatively low frequency of occurrence 
of these crimes per quarter. Similarly, no attempt was made to pre~ict 
,clearance by arrest rates for larcenies over $500 since the percentage 
of cases resulting in arrest was so low (generally ranging from 1 - ,4 
arrests per quarter). 

Included in Tables 7-4 (Silver Spring) and 7-5 (control area) are 
the predicted clearance by arrest rates, the actual clearance by arrest 
rates, the difference between the two (expressed as either a plus or a 
minus) and an indication of whether the difference is statistically 
significant. 3 

As is portrayed in Table 7-4, there were only two statistically 
significant differences in clearance by arrest rates for any of the 
three crime types examined, or for all Part I crimes included in the 
evaluation. The two significant d'ifferences were observed during the 
first quarter of the evaluation year. Silver Spring cleared 16% of 
sampled burglaries during this quarter. The predicted rate was 10%. 
Similarly, Silver Spring cleared 18% of all sampled cases in this quarter. 
The predicted rate based on past yearly data was 12%. The arrest figure 
for the total sampled crime rate was undoubtedly influenced by the 
relatively high burglary arrest rate. 

3Statistica1 significance was determined by analyzing the standar.dized 
residuals of obtained at'rest rates. The standardized residual is a 
technique for displaying the deviation of an obtained score from the 
mean. It can be used to determine the likelihood of obtaining a score, 
which extends beyond two standard deviations from the mean. Such scores, 
or arrest rates are likely to occur only 5 times out of 100 by chance 
alone. Such scores are thus determined to be statistically iignificant, 
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TABLE 7-4 

PREDICTED VS. ACTUAL CLEARANCE BY 
ARREST RATES (PCT.) FOR SILVER SPRING DISTRICT 

DURING EXPERIMENTAL YEAR 

Qtr. 1 Qtr. 2 Qtr. 3 Qtr. 4 Total Year 

Oct/ Jan/ April/ July/ 
Dec March June Sept 

ROBBERY 
Predicted 15 . 16 17 18 18 
Actual 27 35 9 6 16 
Difference +12 +19 - 8 -12 - 2 
Significant NO NO NO NO NO 

AGG. ASSAULT 
Predicted 50 48 47 46 44 
Actual 50 44 50 50 48 
Difference None - 4 + 3 + 4 + 4 
Significant NO NO NO NO NO 

BURGLARY 
Predicted 10 10 9 8 7 
Actual 16 8 9 5 8 
Difference + 6 - 2 None - 3 + 1 
Significant YES NO NO NO NO 

TOTAL CRIME 
Predicted 12 11 10 10 9 
Actual 18 12 10 6 11 
Di fference . + 6 + 1 None - 4 + 2 
Significant YES NO NO NO NO 

In checking the burglary arrest rates in the preliminary investigation 
it was discovered that the highest frequency of burglary arrests were 
obtained in the first quarter. Similarly, the highest rate of follow-up 
arrests was obtained in this quarter (as well as one other quarter in 
which the same percentage was observed). 

In addition, there does appear to be a pattern ;n robbery clearances 
for the first two quarters of the experimental year with substantial increases 
in arrest rates, but when these rates are applied to a statistical test 
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they are not found to be significant. It is interesting to note that 
this same trend with robbery arrests also existed for the last two 
calendar quarters of 1977, as well as for those two quarters mentioned 
above and included in the evaluation vear. For these four consecutive 
Quarters. therefore. robbery arrest rates increased. althouoh not siqnifi
cantlv (see Table 7-4-1 below), This was the onlv time period within· 
the past four years (experimental year and three years preceding implemen
tation) that such arrest rates demonstrated consecutive increases. This 
trend is depicted graphically in Figure 7-2. 

PREDICTED 
ACTUAL 
DIFFERENCE 

TABLE 7-4-1 

PREDICTED VS. ACTUAL ROBBERY 
BY ARREST RATES (PCT.) FOR SILVER SPRING DISTRICT 

FOR FOUR QUARTERS (April 1977 - March 1978) 

April-June July-Sept Oct-Dec Jan-March 

1977 1977 1977 1978 

17 18 15 16 
25 27 27 35 

+ 8 + 9 +12 . +19 

This trend follows closely the implementation of the Mel program 
in Silver Spring. The program became operational with the decentralization 
of investigators to the district in June 1977. At this time it was made 
known that robbery was a target crime of th,~ MCI experiment. This trend 
continued through the month of March 1978 and then ceased. 

It is difficult to conclude that Mel did directly affect clearance 
hy arrest rates for rohhery for a suhstantial time period. especially. 
since the noted changes are not statistically significant when applied 
to a regression analysis. The increase, however, occurred at such a 
key time in the life of MCI that the trend cannot be completely discounted. 
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The trend in robbery arrests is the only pattern or trend that can 
be observed in clearances by arrest for the experimental year. The only 
other clearance rate which comes close to a significant improvement is 
the clearance rate for aggravated assaults during the last quarter of 
the experimental year. This rate, however, is not statistically signifi
cant in that arrest rates for assaults tend to fluctuate more than for 
most other crimes. 

The same regression test was applied to the sampled clearance by 
arrest rates for the control area. As is presented in Table 7-5, there 
were no statistically significant differences in this gr-oup for the cr.imes 
of robbery, aggravated assault or burglary, or for overal) arrest rates. 
The obtained values were, however, less than predicted arrest rates for the 
overall year for all crime types. Such a result occurred for only one 
crime in the Silver Spring District (robbery). 

No statistical analysis was conducted for the crimes of rape and 
larceny (there were too few arrests to determine any trend in the data). 
An observation of these data shows that there was a decrease in rape 
arrests in both Silver Spring and the control area. There was a slight 
increase in larceny over $500 arrests for the control area and no change 
in Silver Spring. It is difficult to attribute any of these results 
to MCr program activities. 

Total Clearances 
The second impact measure is total clearances. This was chosen as 

a means of assessing the success of Silver Spring and the rontr~ area 
in producing on-scene clearances, as well as closing those cases assigned 
for investigation. Clearances as used ih this context includes all cases 
closed according to Uniform Crime Reporting criteria, either by arrest or 
by exception. To assess such success, a quarterly analysis of clearance 
rates was undertaken for both groups for the experimental year and for 
three years preceding implementation. These figures are presented in 
Table 7-6 
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ROBBERY 

Predicted 
Actual 
Difference 
Significant 

AGG. ASSAULT 

Predicted 
Actual 
Difference 
Significant 

BURGLARY 

Predicted 
Actual 
Difference 
Significant 

. TOTAL CRIME 

Predicted 
Actual 
Difference 
Si gni fi cant 

TABLE 7-5 

PREDICTED VS. ACTUAL CLEARANCE BY 
ARREST RATES (PCT.) FOR CONTROL AREA 

DURING EXPERIMENTAL YEAR 

Q!:r. 1 Qtr. 2 Qtr. 3 gtr. 4 

Oct/ Jan/ April/ July/ 
Dec March June Sept 

10 13 16 18 

21 2 18 20 
+11 -11 + 2 + 2 

NO NO NO NO 

36 39 42 45 
37 15 24 30 

+ 1 -24 -18 -15 
NO NO NO NO 

8 8 9 9 
8 6 6 8 

None - 2 .. 3 - 1 
NO NO NO NO 

9 10 11 11 
12 7 10 8 

+ 3 + 3 - 1 - 3 

NO NO NO 

7-14 

Total Year 

21 
16 

,. 5 
NO 

48 
23 

-25 
NO 

10 
7 

- 3 
NO 

12 

10 
- 2 

NO 

j 



TABLE 7.6 

TOTAL CLEARAHCE R.~TES (PCT.) FOR SILVER SPP.IIlG DISTRICT ArID CONTROL AREA 
FOR EXPERIMENTAL YEAR AND THREE YEARS PRECEDING Hcr IMPLEMENTATION 

PREC~DING YEAR III PRECEDIHr, YEAR II PRECEDING YEAR I EXPERIMENTAL YEAR 

!ll.!:J. Qtr.2 gtr.3 9!!:.:.i ~ 9!!::l gtr:"2-Q1:r:3-gtr.4 I!?!!l !ll.!::.l Qtr. 2 Qtr .3 9!!:.:.i rota 1 Qtr •. ,l Qtr.2 Qtr.3 Q!r..:.i Total 

SILVER SPRING 
Homicide 100 HIO 100 0 86 100 50 100 NA 80 50 NA 40 50 44 100 NA NA HA 100 

"'-I 
Rape 14 17 50 27 24 31 67 14 12 26 14 33 14 45 26 11 0 15 14; 18 I Robbery 32 18 30 26 27 18 38 50 25 32 22 18 38 36 27 27 35 15 HI 18 

OJ A@qravated Ass~u1t 62 47 78 56 63 70 40 75 50 60 69 63 41 38 53 64 76 94 68 70 Burglary 16 15 8 14 12 11 14 14 19 15 11 10 10 15 12 22 11 14 6 13 La~ceny Over $500 6 2 0 0 3 0 2 0 0 1 0 2 0 0 1 5 5 2 2 3 Total Crime 20 16 14 16 16 15 19 15 17 16 15 15 13 18 15 23 17 16 7 16 

CONTROL AREA 
Homicide 0 NA 75 100 57 100 67 NA 67 71 NA 100 0 NA 50 0 NA NA NA 0 R.1pe 67 50 100 17 43 33 33 47 60 46 0 50 67 25 38 100 20 33 28 42 Robbery 32 20 28 28 25 22 47 38 36 36 25 24 23 48 29 28 13 40 31 291 Aggravated Assault 50 8tl 53 65 67 75 SO 58 50 55 82 92 75 94 85 68 20 34 63 40 Burglary 19 14 '? 11 13 16 12 16 17 16 12 18 13 16 13 17 6 8 8 10 ",:-

Larceny Over $500 4 5 0 1 4 0 4 0 0 1 4 2 4 0 2 8 8 3 3 6 TotiJ,l Crime 21 11- 17 15 17 17 17 19 18 18 16 18 16 18 17 22 10 15 15 '12 



A quick review of these data yields the conclusion that there was 
little or no difference in closure rates in either group during the 
experimental year. There was a slight decrease in closures for robberies 
in Silver Spring during the experimental year. This occurred despite 
an increase in robbery clearances during the last two quarters of 
Preceding Year I (April - June and July - September 1977) and the 
first two quarters of the evaluation year (October - December 1977 and 
January - March 1978). 

In the control area, there was .a:;-:decrease in closures for aggravated 
assaults, for burgl ari es and for total'> crime duri ng the experimental 
year. There was in addition an increase in closures for larcenies over 
$500. 

To more accurately test those differences, a regression analysis 
was applied to sampled closure data for thp. experimental year. Predicted 

. closure values were obtained and compared with actual closure rates. 
The results of these analyses are presented in Table 7-7 for Silver 
Spring and Table 7-8 for the control area. 

This analysis demonstrates that there was a significant difference 
between actual closure figures and predicted rates in Silver Spring 
for the crime of aggravated assault (quarter 3). There were other 
positive differences although non were statistically significant. The 
overall crime trend (with actual rates exceeding predicted rates by 2%) 
is the same as the result obtained for clearances by arrest. 

The data presented in Table 7-8 indicates that closure rates were 
less than those predicted for previous years in the control area for all 
crimes included in the regression analysis, particularly for robberies 
and aggravated assaults. These yearly variations, however, were not 
found to be statistically significant. Three siqnificant differences 
were noted, all for quarter 2. The obtained vdlues for assaults, bur~laries 
and total clearances were significantly less than predicted rates. 

Since there were no statistically significant differences in either 
group for the entire year (Silver Spring or the control area) it is not 
possible to conclude that the Mel program had any impact on clearance rates. 
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ROBBERY 

Predi cted 
Actual 
Di fference 
Significant 

AGG. ASSAULT 

Predicted 
Actual 
Di fference 
Significant 

BURGLARY 

Predicted 
Actual 
Difference 
Significant 

TOTAL CRIME 

Predicted 
Actual 
Difference 
Significant 

TABLE 7-7 

PREDICTED VS. ACTUAL CLEARANCE 
RATES (PCT.) FOR SILVER SPRING DISTRICT 

DURING EXPERIMENTAL YEAR 

gtr. 1 gtr. 2 Qtr. 3 Q!r.~ 

Oct/ Jan/ April/ July/ 
Dec March June Sept 

27 28 28 28 
27 35 18 lR . 

None .. 7 -10 -10 

NO NO NO NO 

64 63 62 60 
64 76 94 68 

None +13 +32 + 8 
NO NO YES NO 

14 13 13 13 

22 11 14 6 
+ 8 - 2 + 1 - 7 

YES NO NO NO 

17 17 16 15 
23 17 16 7 

+ 6 None None - 8 
NO NO NO YES 

7-17 

Total Year 

28 
18 

-10. 
NO 

59 
70 

+11 
NO 

12 

13 
+ 1 

NO 

14 
16 

+ 2 
NO 



ROBBERY 

Predicted ~ 

Actual 
Difference 
Significant 

AGG. ASSAULT· 

Predicted 
Actual 
Difference 
Significant 

BURGLARY 

Predicted 
Actual 
Difference 
Significant 

TOTAL CRIME 

Predicted 
Actual 
Di fference 
Si gni fi camt 

TABLE 7-8 

PREDICTED VS. ACTUAL CLEARANCE 
RATES (PCT.) FOR CONTROL AREA 

DURING EXPERIMENTAL YEAR 

Qtr. 1 Qtr. 2 Qtr. 3 Qtr. 4 

Oct/ Jan/ 
,-

April/ ,July/ 
Dec March June Sept 

27 28 30 32 
28 13 40 31 

+ 1 -15 +10 - 1 
NO NO NO NO 

67 66 64 62 
68 20 34 63 

+ 1 -46 -30 + 1 
NO YES NO NO 

14 14 13 13 

17 6 8 8 
- 3 - 8 - 5 - 5 

NO YES NO NO 

18 17 17 16 
22 10 15 13 

+ 4 - 7 - 2 - 3 
NO Yr::S NO NO 

7-18 

Total Year 

33 

29 
- 4 

NO 

61 
40 

-21 
NO 

12 
10 

- 2 
NO 

16 

12 
- 4 

NO 



In addition, the quarterly differences that were significant do not appear 
to be caused by any change in policy or operations in either area. The 

. - . -_ ......... --- - -~- .. -
only conclusion to be deriVed, therefore, is that increases were noted in 
Silver Spring but that no overall trends in clearance-rlites-cQuldbe-iden
tified. 

Relationship Between Arrests and Closures and Crime Rates 
In the opening section of this chapter, an analysis of crime rates 

and investigative workload yielded the conclusion that both Silver Spring 
and the control area experienced substantial workload increases during 
the experimental year. This section closed with a reference to perfor
mance. A research question was raised addressing the impact of this 
workload increase on performance. 

To answer this question, percentage increases in workload were 
compared with percentage changes in both arrest and clo~ure rates 
for both Silver Spring and the control area .. These data are presented 
in Table 7-9. Percentage changes are depicted for the applicable 
yearly quarter, as compared to the preceding year and for the entire 
year. 

This analysis suggests that there was no substantial difference 
in the relationship between arrests and workload between Silver Spring 
and the control area. Each area had a comparable increa~e in workload 
matched by an even more comparable change in arrest rates. The pattern 
is somewhat different for total clearances. Silver Spring experienced 
a 7% increase in total clearances over the previous year while the 
control area experienced a 29% decrease. An observation of quarterl~ 
clearance rates shows that the 7% increase was due largely to increases 
in the first two quarters of the evaluation year. Silver Spring clearance 
rates decreased after this point. One point which undoubtedly affected 
this trend was follow-up investigations. During the first two quarters 
of the year, very few assigned cases had been returned as open by 
investigators. These cases began to have an affect on the third and 
fourth quarters. 
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Prosecution and Conviction Rates 

The thlrd and fourth impact measures to be analyzed are prosecution 
rates and conviction rates. It was hypothesized at the outset of the 
program that the Silver Spring District would experience increases in 
both of these categories since investigations were to improve in overall 
quality and the district was to adopt a primary emphasis on closures 
by arrest and not simply closut'es in general. 

These results were to have been obtained through a combination of 
program activities including those directed toward such improved investi

gation quality, as well as new and improved strateqies mutually structured' -
with the States Attorney's Office to enhance police-prosecutor inter
action. These activities have been discussed at length earlier in this 
evaluation. As pointed out in respective chapters on the continuing 
investigation and the police-prosecutor relationship, many of these 
program activities were never fully implemented as intended. For this 
reason, it is difficult to draw any linkages between program activities 
and prosecution and conviction rates. Instead~ these measures are 
discussed in their own right. Any significant finding can be linked 
only intuitively to elements of the Mcr program. 

Prosecution Rates 

Throughout the evaluation ~ear, a close monitorin_g of ,Prosecution 

rates was undertaken to track sampled cases. Originally, this was to 
have been done through tallying results entered on the prosecutor's 
case feedback form. This system, however, proved unworkable (as alluded 
to in the previous chapter on police-prosecutor relations). Consequently, 
the evaluation staff, with the assistance of Sergeant Robert Morris, 
States Attorney's l'i ai son Offi cer, was requi red to manually extract 
the prosecution data from case files and Circuit Court docket sheets. 

The evaluation methodology was designed to compare prosecution 
rates between the Silver Spring District and the control area. Four 

. possible prosecution decisions were tallied by members of the evaluation 
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staff: (1) accepted for prosecuti on with an i ndi ctment to Ci rcuit 
.'---' 

Court, the highest level court in Montgomery County; (2) accepted for 
prosecution at District Court; (3) accepted for prosecution with a 
reduced charge; and (4) rejected at prosecution screening (nolle prosequied). 

··These codes Were only applicable for adult arrests since any case involving 
solely juvenile defendants followed a different processing mode. 

In order to enhance coding efficiency and yet retain a sound 
methodology, two coding decisions were formulated: (1) for those cases 
having more than one adult defendant with two prosecution decisions, 
the most serious prosecution decision would be carried for the case 
(e.g., a robbery having two charged defendants with one charge receiving 
an indictment and the second being nolle prosequied would be coded as 
an indictment); (2) any case with both juvenile and adult defendants 
would also be talli~d with that charging decision deemed most serious. 

Table 7-10 presents the results of this comparison for adult 
defendants. Both actual data, as derived from the evaluation sample, 
and percentages are included in the table. It is interesting that 
although cases originating from the control area were prosecuted at 
a greater rate (combining both Circuit Court cases and District Court 
cases) than Silver Spring, (83% to 73%) this latter district received 
more indictments (48% to "40%) than the control aiea. An analysis of 
individual crime types suggests a reason for this. While indictment 
rates were quite sim5Jar for all crime types, District Court acceptances 
for burglaries occurfed more frequently for control area cases. This 
difference accounts primarily for the overall variation in acceptance 
rates. 

To test the significance of apparent differences in prosecution 
rates, a Chi Square test was used. This test was applied only to those 

differences where considerable variation in percentages vIas evident:· 
total indictments, and total prosecutions on ori~inal charges. Presented 
below in Table 7~lO-1 are the obtained Chi Square values and an 
indication if statistical significance was apparent. (A Chi Square 
value of 3.84 is needed to establish statistical sianificance at the 
.05 level.) 
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TABLE 7-10 

PROSECUTION RATES (ADULT DEFENDANTS) 
FOR SILVER SPRING DISTRICT AND CONTROL AREA 

EXPERIMENTAL YEAR 

SILVER SPRING 

Number Indicted Accepted Accepted ~olle Missing 
Cases· Circuit Court District Court Charge Reduced Pros. Data 

Homicide 1 0 l( 1 00%) 0 -0- 0 
Rape 4 0 1(25%) 0 l( 25%) 2(50%) 
Robbery 22 18(82%) 3(14%) 0 0 1(4%) 

"'-J Aggravated Assault 25 6(24%) 11(44%) 3(12%) 0 4(16%) I 
N Burglary 27 14(52%) 4(15%) 3(11%) 0 6(22%) w 

Larceny Over $500 3 1(33%) 1 33%) a 0 1(33%) 
Total Crime 82 \ 39{ 48%) 

. 
21 26% / 6{7%f l( 1%) 14{17~~) 

-------73% 

COtlTROL AREA 

Number Indicted .Accepted Accepted Nolle Missing 
Cases Circuit Court Di sti~i ct COUi~t Cha rge Reduced Pros. Data 

Homicide -0- 0 0 0 -0- 0 
Rape 3 2(67%) 1(33%) 0 0 0 
Robbery 9 7(78%) 1(11%) 0 0 1(11%) 
Aggravated Assault 18 . 5(28%) 8(44%) 1(6%) 1(6%) 3(17%) 
Burglary 13 7(54%) 5(38~n 0 0 1(8%) 
Larceny Over $500 10 0 8(80%) l(1m~) 0 l( 1 0%) 
Total Crime 53 I... 2H4O%} 23{43~~}/ 2{4%} 1(2%} 6(11%) 

---....--
83% 



TABLE 7-10-1 

TEST OF DIFFERENCE BETWEEN 
INDICTMENT AND PROSECUTION RATES 

IN SILVER SPRING AND THE CONTROL AREA 

SIGNIFICANCE COMPARISON 
CHI SQUARE 

VALUE LEVEL SIGNIFICANT 
Total Indictments 

Total Prosecutions 

.74 

1.58 1 

.404 

.211 

This test supports the contention that there was no significant 
difference in either indictment rates or total prosecutions between 
the experimental area (Silver Spring) and the control area. 

Conviction Rates 

The fourth and final measure of MCl impact is conviction rates. 

NO 

NO 

Re,search was conducted to determine final dispositions on those cases 
which were included in the monitoring sample and had resulted in an 
indictment at the prosecutorial screening phase. This was accomplished 
by manual searching of p~osecution case jackets. 

Two approaches wet"e used to trace dispositions. For adult defen
dants, dispOSitions were analyzed for those cases in which an indictment 
was received, either through the Grand Jury or on an information. 
Secondly, dispositions were traced for those juvenile cases which were 
handled formally through the juvenile court. This tracing of juvenile 
cases necessitated tracking actions of the Police Department's Youth 
Division, the Intake Section of the Juvenile Court and finally court 
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records. In some instances, juvenile defendants were tried as adults. 
Circuit Court dispositions were tallied for those offenses. 

As was the case with prosecution rates, the most serious disposition 
was tabulated for those cases involving multiple offenders, involving 
several charges placed against one defendant, or for those cases with 
both juvenile and adult defendants. It was determined that obtaining 
a favorable disposition (e.g., a guilty plea or a guilt:y verdict) on any 
one charge was a favorable outcome and that no benefit would be served 
in- reporting non-favorable results on any supplementary charge. 

Two comparisons were derived for disposition rates .. Results for 
cases originating from the Silver Spring District were compared with 
those initiated in any of the control beats. In addition, Silver ." 
Spring disposition data were compared to disposition findings produced 
from a pre-implementation analysis of conviction rates. This latter" 
analysis was based on a case trace of a random sample of pertinent Part I 
crimes, with the exception of larceny over $500, originating in the 
period of January 1975 - May 31,1977. These cases were selected at 
random from police records and. therefore, represent dispositions for 
the entire County not anyone district. Larcenies over $500 were 
excluded from this sample as there was no feasible method of segregating 
these cases from all other larcenies. This analysis did not distinguish 
between dispositions for cases receiving indictments, as opposed to " 
those terminated for lack of prosecution at the screening level. Thus, 
this comparison was conducted using all monitoring data in which a 
defendant was charged . 

.. Table 7-11 displays disposition data for both cases initiated in 
Silver Spring and those originating from the control area. These are 
cases which successfully passed initial prosecutorial screening and 

.received an indictment. The column headed linD data" represents the 
number of cases in which no disposition had been made or those cases 
which could not be traced in either the States Attorney's files or 
court files. Actual numbers are provided under each heading as well 
as percentages. 
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TABLE 7-11 

DISPOSITION DATA FOR CASES ORIGINATING FROM SILVER SPRING DISTRICT 
AND CONTROL AREA DURHIG EXPEIUMEtHAL YEAR 

SILVER SPRING 

TOTAL PROBATION 
TOTAL CASES GUILTY GUILTY GUILTY GUlL TY NOT WITHOUT STET NOLLE NO DATA 
PROSECUTED VERDICT PLEA AS LESSER GUILTY VERDICT PROS. 

CHARGED CHARGE ., % N 01 N % N % N % N % N % -r--Y N ,; 
~ /0 

HomicidlC 1 T 100 0 00 T 100 0 00- tr 00" 0" oIT IT of) a 00 f) 00 
........ Rape 1 0 00 0 00 0 00 0 00 0 00 1 100 0 00 f) 00 0 00 
I Robbery 21 6 28 2 09 8 38 0 00 1 04 5 24 0 00 4 19 3 14 N 

0'1 Aggr~vated Assault 20 3 15 0 00 3 15 0 00 2 10 9 45 1 05 5 25 0 00 
Burr; 1 ary 21 5 24 1 05 6 28 1 05 0 00 8 38 a 00 3 1-4 3 14 
Larceny Over $500 2 0 00 0 00 a 00 a 00 a 00 1 50 0 00 a 00 1 50 
Total Crime bb 1"5" 2r j Li4 1'[ Tr T M j 04 N j6 T M IT Ta i "IT 

CONTROL AREA 

TOTAL PROBATION 
TOTAL CASES GUILTY GUILTY GUILTY GUILTY NOT WITHOUT STET NOLLE NO DATA 
PROSECUTED VERDI CT PLEA AS LESSER GUILTY VERDICT PROS. 

CHARGED CHARGE 
N % N 0{ N 0{ N % N % N % N 01 N % N % ,,, 

'" '" Homi ci de 0 0 00 0 00 0 00 0 0 0 00 a 00 a 00 n- 00 "0 00" 
Rape 3 0 00 0 00 a 00 1 33 0 00 0 00 0 00 1 33 1 33 
Robbery 8 2 25 0 00 2 25 1 12 0 00 3 38 0 00 1 12 1 12 
Aggravated Assault 14 ., 14 0 00 2 14 a 00 5 36 2 14 0 00 2 14 3 21 <-

Burglary 12 3 25 0 00 3 25 0 00 0 00 6 50 0 00 2 17 1 08 
Larceny Over $500 9 1 11 0 00 1 11 o 00 0 00 5 56 0 00 4 44 0 00 
Total Crime 46 8" 17 0" 00 8" 17 "2 04 5. IT· 16 35 a 00 TO 22 6" IT 



An ana lys is of these data reveals percentage differences in rates 
of guilty verdicts for total crime (27% guilty on the original charge 
for Silver Spring as opposed to 17% guilty on original charges in the 
control area)~ robberies (38% guilty for Silver Spring and 25% guilty 
for the control area) and burglaries (28% guilty for Silver Spring 
cases and 25% guilty for the control area). These differences were 
subjected to 1, Chi Square test to detenni ne stati sti cal si gnifi cance. 
As delineated below in Table 7-11-1, theSe vatiadons in quiit.v rates 
were not found to be statistically significant., (A Chi Square value of 
1.84 is required in order to establish statistlca'f significance). 

Robbery 

Burgl ary 

Total Crime 

TABLE 7-11-1 

CHI SQUARE VALUES FOR 
DIFFERENCES IN GUILTY FINDINGS 

FOR SILVER SPRING DISTRICT AND CONTROL AREA 

SIGNIFICAi~CE CHI SQUARE 
VALUE D. F. LEVEL SIGNIFICANT 

.74 

.00 

1. 18 1 

.404 

1.000 

.281 

NO 

NO 

NO 

The comparison of conviction rates for the Silver Spring District 
for the current year to disposition data for the overall County for previous 
years is presented in Table 7-12. As can be observed from reviewing 
these data, there is little or no difference in conviction rates. In 
fact, the percentages of guilty findings as charged was greate~ for the 
pre-implementation period than for Silver Spring during the experimental 
year. This finding is present for total crime, robberies. aggravated 
assaults and burglaries. These difference. however, were not found to 
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I'\J Homicide co 

Rape 

Robbery 

Aggravated Assault 

Burglary 

Total Cases 

TABLE 7-12 

COMPARISON OF CONVICTION RATES FOR SILVER SPRING 
CASES FOR EXPERIMENTAL YEAR TO OVERALL CONVICTION RATES 

FOR COUNTY (JANUARY 1975 - JUNE 1977) 

SILVER SPRING OVERALL COUNTY 
EXPERIMENTAL YEAR. JANUA~Y 1975 - JUNE 1977 

TOTAL TOTAL TOTAL TOTAL TOTAL 
PRESENTED GUILTY GUILTY PRESENTED GUILTY 

FOR AS LESSER fOR AS 
PROSECUTION CHARGED CHARGE PROSECUTION CHARGED 

N % N % N--% N - -

1 1 100 0 00 23 10 44 5 

4 0 00 0 00 31 11 35 0 

22 8 38 0 00 93 40 43 4 

25 3 15 0 00 120 33 28 7 

27 6 ~ 1 05 137 28 20 41 

79 18 28 02 404 122 30 57 

TOTAL 
GUILTY 
LESSER 
CHARGE 

% 

22 

00 

04 

06 

30 

14 



\ . 

be statistically significant. By using the Chi Square test, the likeli~ 
hood of obtaining these differences was determined. The obtained Chi 
Square values are presented in Table 7-12-1. Since none of these differ
ences were statistically significant, it can be concluded that such 
variations in conviction rates could just as likely have occurred by' 
chance and, therefore, are not attributed to any change produc~d by the 
MCl Program. 

CHI SQUARE VALUES FOR 
DIFFERENCES IN GUILTY FINDINGS 

FOR SILVER SPRING DURING EXPERIMENTAL 
YEAR AND OVERALL COUNTY PRIOR TO IMPLEMENTATION 

SIGNIFICANCE 
CHI SQUARE VALUE D.F. LEVEL 

Robbery .23 '7 .50 
Aggravated Assault 1.17 1 .265 
Burglary .23 1 '7 .50 
Total Cases .36 '7 .50 

SIGNIFICANT 

NO 
NO 
NO 
NO 

As a final assessment of the proqram's impact on dispositions, 
a case trace of juvenile offenses was completed. This was undertaken to 
detect any possible differences produced from alternative treatment of 
cases under Mel. Such treatment could possibly have occurred due to 
use of solvability factors in the initial investigation, the application 
of the case screening system or to decreased investigative caseloads, 
among other reasons. 

4Chi S'quare ·values of less than .46 with one degree of freedom can be 
obtained at least 50% of the time for any set of data. Thus, significance 
levels were not specifically calculated. 



The total number of cases with a juvenile defendant(s) were traced 
for both Silver Spring cases and those originating from the control beats. 
The results are displayed in Table 7-13. Only robberies, assaults, 
burglaries, and larcenies were included in this analysis as no sampled 
homicides or rapes involved juvenile offenders. This tracking included 
determining processing decisions in the department's Youth Division, 
the Intake Division of the Juvenile Court and finally the Juvenile Court 
itself. The results of this analysis are depicted in Table 7-13. As 
can be inferred from this table. there is very little data upon which to 
base any conclusions about the impact of MCI. A very small percentage 
of cases actually reached Juvenile Court and, of these, the dispositions 
were so diverse that it does not serve any purpose to report them ~Ere. 
Such dispositions ranged from an order to pay restitution to placing 
a juvenile on probation (the highest frequency of cases) to sentencing 
a juvenile offender to training school. Additionally, the high percentage 
of cases handled, or disposed of at the Intake Division were so processed 
for a variety of'reasons, most of which are too dHficult to quantify 
and report in this document. 

In the final analysis, there is too little data to draw any con
clusions about this sample of cases. Moreover, detlsions reached in the 
juvenile court system are based on a multitude of variables including 
the quality of the initial and preliminary investigation. There is no 
known process for segregating the importance of these latter factors 
(most pertinent to r~cI) from other variables, such as the background and 
past record of defendants and the policies and sentiments of individuals 
working within the juvenile justice system. Any conclusions, therefore, 
about the impact of MCI on juvenile cases would be only tenuous at best. ! . 

CONCLUSION 

This chapter has presented analyses of four impact measures: arrests; 
clearances; prosecutions; and convictions. It has been demonstrated that 
there was very little or no difference in these measures during the MCI 
Program. 

7-30 



SILVER SPRING 

Robbery 

Aggravated 
Assault 

Burglary 

Larceny Over 
$500 

Total Cases 

CONTROL AREA 

Robbery 

Aggravated 
Assault 

Burglary 

Larceny Over 
$500 . 

Total Cases 

TABLE 7-13 

JUVENILE CASE PROCESSING 
FOR SILVER SPRING AND CONTROL 

AREA CASES 

NO. 
CASES 

2 

6 

20 

_ 0_ 

28 

8 

2 

24 

4 

38 

YOUTH DIVISION 
DISPOSITIONS 

INTAKE 
DISPOSITIONS 

COURT 
RETAINED REFERRED CLOSED COURT DISPOSITION 
N % N ! N % !! ! AVAILABLE 

o 00 2 100 0 100 2 100 

o 00 6 100 6 100 0 00 

3 15 17 85 10 59 7 41 

1 

o 

6 

_0_ -.illL. _0_ .-lliL. _0_ ...Q9.... _0_.-lliL. _0 _ 

3 11 25 89 16 

3 38 

° 00 

5 62 

2 100 

5 21 19 79 

3 

1 

4 

64 9 

60 2 

50 1 

21 15 

36 

40 

50 

79 

6 

2 

1 

15 

_1_ -IL _3_ -ZL _3_ 100 _0_ 00 _0_ 

9 24 29 76 12 38 18 62 18 
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The analysis of clearances by arrests shows a slight upward trend 
in Silver Spring during the first and second quarters of the evaluation 
year.· 'The highest,frequen~y of burglary arrests was observed during 
the first quarter of this year .whi1e robbery arrest rates were at their 
peak during these blO quarters. (This peak began during the third 
quarter of the year immediately preceding implementation - coinciding 
with decentralization.) Further, the burglary arrest rate and the overall 
arrest rate for this quarter were significantly greater than was 
prediGted based on a linear regression analysis of monthly arrest rates. 
The same trend \'Jas not observed in the control area. There were no 
stat; sti cally si gnifi cant differences between observed and predi cted 
rates for, the control area during the experimental year. 

The analysis of total clearances shows a similar trend in Silver 
Spring. The number of burgiary clearances in this district were 
significantly greater in the first quarter than was expected based on 
prior years data. Similarly, the overall clearance rate for selected 
Part I crimes was at its peak during this quarter in Silver Spring. 
Unlike arrest rates, the control area also had unusually high performance 
rates during this quarter. The burglary clearance rate and the overall 
clearance rate were at thei r peaks during this quarter. 

It is not surprising that peak performance was observed during the 
initial portion of the evaluation year. The MGl Program was just getting 
off the ground at this time and there was a heightened awareness concerning 
detective'unit performance. This awareness was shared by the two 
centralized units. Such program emphasis often produces unusual per
formance for a short time period. The key issue is whether such 
performance is sustained over time. 
rates, this was not the case. Thus, 
Program had at best only a temporary 
rates. 

In the case of arrest and clearance 
it can be concluded that the Mel 
impact on Part I arrest and clearance 

Prosecution and conviction impact measures were also evaluated in 
this chapter. No discernable difference in either measure was evident 
between Silver Spring and the control area. This was not surprising 
considering that the police-prosecutor component of MGl, that program 
area intended to impact on these oerformance measures, was never fully 
implemented. 
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CH,Il.PTER VI II 

m<GANIZATIONAL IMPLICATIONS 

The MCI Program ~ntroduced several organizational changes in the 
Silver Spring Distri';~\f;" These innovations were collectively intended 
to achieve the fifth sub-goal of the Mel - To improve the criminal 
investigation process through decentralization of the detective function. 
Two specific objectiv~,!,G were formulated to facilitate implementation 
of this sub-goal. These were: 

1. Establish Working Relationships Between Patrol and 
Detecti ve Units. 
2. Improve the Overall Productivity of the Criminal 
Investigation Function. 

These objectives have been analyzed throughout this evaluation 
report. At severa1 points in the previous chapters, reference was made 
to the improved patrol-detective working relationship, thus demonstrating 
that thi s fi rst objecti ve was accompl i shed. Little util ity waul d be 
served by further analyzing this objective. Similarly, numerous dis
cussions concerning patrol and detective effectiveness and efficiency 
were included in discussions of program components. Since productivity 
is typically defined as the relationship between effectiveness and 
efficiency~ it can be concluded that sufficient data has been presented 
to assess the achievement of this objective. 

It can be concluded that efficiency was, in fact, improved under 
the MCI Program. Several program changes were introduced to reach 
this goal (e.g., not requiring detectives to re-contact victims on 
suspended cases, involving patrol officers in follow-up investigations 
to free needed investigator time to work on more complex cases). The 
specific program activities established to achieve such efficiency were, 
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in most cases, easily implemented. This evaluation has shown that there 
'were only minimal negative effects produced by these changes in either 
officer attitudes, victim sentilnent or operational considerations. 
Perhaps the only successfully implemented change which resulted in 
operational difficulties of any kind was the program activity of 
involving patrol officers in follow-up investigations. These problems, 
however, were not so sunn.ountable .tha~ they could n~.t be addressed satis
factorily by management initiative. 

It is m.ore difficult to.pinpoint improvements in effectiveness. 
Certain examples of such improvements were noted in this evaluation 
(e.g., the favorable on-scene arrest rate by patrol officers which was 
correlated to the improved data collection efforts of patrol). In 
tenns of overall impact measures, however, only minimal change was noted as 
was exemplified by the analysis of st.atisti~aJlx ~ignificant increases in 
impact data. This is not to say that more'pronounced changes in impact 
data may never be achieved through the implementation of an MCI Program. 
This evaluation was conducted for a one year period only. It is con
ceivable that changes in arrest rates, for example, may take a positive 
upswing which may not be fully noticed for two to three years. This 
is often the case with organizational improvement programs where manage
ment adopts G! commitment, to effecting constructive change.· 

For the present, however, it can only be concluded that the MCI 
Program resulted in an improved utilization of resources with minimal 
impact. In essence, the MCI concept introduced needed managerial 
improvements in the investigations process. These improvements resulted 
from a new awareness that the investigations function is a system with 
several components. In this regard, it was recognized that any 
dysfunction in either of these components consequently creates in
efficiencies and operational difficulties. The emphasis on improved 
data collection efforts in the preliminary investigation is an example. 
Under MCI, there was an intens;'ve effort toward assuring that such efforts 
were carried out. Prior to MCr, the benefits of thorough prel imi nury 
investigations were realized by management, but little attention was given 
to obtaining such investigations. 
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DEPARTMENTAL ADOPTION OF THE Mer PROGRM1 

The MCr concept was implemented in an experimental mode in the 
Silver Spring District. Since its inception, the institution of many 
MCI concepts has either been attempted or successfully achieved in 
other departmental units. Both investigative and patrol units have 
altered procedures to reap the benefit of MCr concepts. This has 
occurred because the Silver Spring District does not exist in a 
vacuum. Training sessions, staff meet'ings, the distribution of MCr 
publications, and general word of mouth fostered a heightened knowledge 
of MCr concepts. Consequently Mel. in concept, has already been 
implemented in varying degrees by the department. The decision still 
facing management is determining what advantageous program elements 
are yet to be implemented and how this can be best accomplished. 
Because certain MCr concepts cannot be successfully implemented unless 
investi gati ve units are decentral i zed while others can be introduced 
as general management improvements, organizational structure plays a· 
vital role in determining how remaining Mer concepts~ proven successful, 
can be implemented. The following discussion thus r\~fers to organ
izational configuration issues. Mer concepts are examined from two 
perspectives: concepts currently adopted by the organization tby 
central units and MCr); and program areas sti 11 to be implemented. 
References are made to the advantages of decentralization in each area. 

Implementation of Mel Concepts of Central Investigative Units 
At the time Mer was implemented, many mid level and executive 

managers did not readily endorse the program. Several of the effective 
management pY'actices advocated by the Mer concept, such as case 
screening and case monitori ng were not heeded by the remaining 
centralized investigative units. This reluctance to change was typical 
in the department. There was a general sentiment that the investiga
tions function was operating smoothly and that little could be learned 
from a federal grant. 
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Over a two year time span this situation has changed. The two 
remaining centralized units have adopted several MCI concepts. 
In this sense, the department has moved a\'Jay from many traditional,· 
ineffec~ive investigative management practices; Management, therefore, 
is presented with a situation where many parts of MCI have already 
been implemented. 

To illustrate, interviews with the commanders of the Crimes . 
Against Property and Crimes Against Persons Divisions demonstrated 
that the following changes, consistent with MCI principles, have been 
adopted in the past six-nine months. 

1. The establishment of case screening positions - Both central 
divisions have implemented the case screening function. The use· 
of the screening position varies in each division. In the 
Crimes Against Property nivi sion the screener assigns cases 
subject to an override by the shift supervisor. In the Crimes 
Against Persons Division th~ screener functions as a crime 
analyst responsible for identifying common trends and patterns 
by time of offense, nature of offense, m.o., and suspect traits. 
This screener advises shift supervisors when such patterns are 
detected. 

2. The rotation of patrol officers throu9h investigative units -
Both central units have met with district commanders to encourage 
the voluntary assignment, generally on a two week basis, of 
patrol officers to investigations. This practice has resulted 
in a breakdown of many traditional communication (.barriers· between· 
patrol and detectives. It resembles the Mcr rotation concept 
very closely with the exception that it is a voluntary program 
only. 

3. Detective ~ttendance at patrol toll calls - The Crimes Against 
Property Division has adopted a poiicy of directing detectives to 
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regularly attend patrol roll calls. This was an MCI program 
activity designed to break dow'n cOlll11unication barriers between 
patrol officers and detectives, 

4. Case assignment based on geography - The Crimes Against 
Property Division now has assigned detectives to the three 
remaining patrol districts. Investigators work cases generated 
by these districts and are directed to spend as much time as 
possible in the district station to be more familiar with crime 
trends and patterns. 

5. Utilization of new case tracking forms - The Crimes Against 
Persons Division has instituted a new case monitoring card which 
incorporates many of the data elements contained on the MCI 
Case Tracking Form. This form was developed to provide super
visors with more accurate information on case assignment dates, 
return dates and case status. 

6. Incorporation of solvability factors into supplement report -
The Crimes Against Persons Division recently adopted a procedure 
whereby follow-up extensions beyond 15 days are not granted unless 
the investigator indicates that specific leads, or solvability 
factors remain to be investigated. 

These changes indicate that the Case Screening and the Managing 
Continuing Investigation components of MCI have been implemented satis
factorily throughout the department. In addition, certain aspects of 
the patrol enhancement component have been adopted (e.g., the patrol 
rotation policy). The question as to whether these concepts are more 
successfully practiced under a centralized environment as opposed to 
a decentralization structure deserves attention. 

Tna case screening function depends primarily on access to infor
mation to be successful. Obviously, the introduction of a case 
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screening 'capacity in the two ceilltral units is an improvement over 
past practi ce, but there is some' questi on as to whether sct'eeners 
in those uni ts can operate as ef1Fecti ve ly as the r4cr case screener. 
To begin, the central unit screeners are responsible for reviewing 
and compiling information from three districts not just one. Secondly, 
they do not receive reports as quickl)' as cases are still processed 
by the Report Review Section prior to being distributed to the two 
central units. Finally, the central screeneri are not capable of 
developing the same working relationship with patrol officers as is 
possible in Silver Spring. This is not due to any intentional effort 
to remain aloof from patrol, but to physical separation. Consequently, 
the screening function as practiced under MCr will likely operate 
more effectively under a decentralized structure. 

The case management concepts introduced by Mcr and now practiced 
by the centralized units, on the other hand, can ~perate as smoothly 
under a c~mtralized configuration. The practice of assigning cases 
by geography, nature of crime and investigator expertise can function 
effectively under the present'centralized structure. The case monitoring 
tasks associated with MCr also can fUnction as efficiently under a 
'centralized structure. There are certain disadvantages" moreover, 
'associated with full decentralization of this component. Without any 
centralized coordination capability, it will be difficult to manage cases 
with cross district m.o. patterns or trends. Dec~ntralized investiga
tive units tend to adopt a district orientation and, therefore, place 
less priority on crimes with cross-district leads. Further, the manage
ment of such cases, once they are identified, is more cumbersome under 
a decentralized operation. 

The patrol rotation policy quite obviously can function more 
effectively under a decentralized structure. Presently, officers are 
assigned to the central units on a voluntary basis only. Therefore, 
it is difficult to assure that all officers have an equal opportunity 
to participate. More importantly, the logistical problems associated 
with selecting and assigning officers from each district reinforces the 
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decentralized approach. Under the Silver Spring system, officers 
Gould easily be called back into call-far-service status if necessary. 
This would be more difficult under the centralized structure. 

The advantages in access to information and patrol-detective 
coordination thus suggests that the decentralized structure should 
be adopted countywide. The only caveat which must be considered, 
however, is the paramount need for coordination. Effective case 
screening practices -and case management techniques will not be insti
tuted on a department wide basis unless some process is set up 
to assure analyses of cross district screening and assignment patterns. 

Countywide Implementation of Remaining MCI Concepts 
Beyond the changes implemented by the Crimes Against Property 

and Crimes Against Persons Divisions, there are certain other organi
zational changes which should be introduced prior to fully realizing 
the benefits of MCl. These are discussed in the following from the 
perspective of a centralized vs. decentralized configuration. 

The remaining program activities deemed successful under the 
. experimental project, and heretofore not discussed, can be categorized 

by MCI component. Three component areas are analyzed: (1) Enhancement 
of the Patro1 Role; (2) Police-Prosecutor Relations; and (3) The 
Monitoring System. The Case Screening and Managing Continuing Investi
gation components have been analyzed above. 

1. Enhancement of the Patrol Force - During the experimental 
proje~t, it was determined that the new event report contributed 
to improved effectiveness in the initial investigation. This 
single reP.ort form including solvability factors and a patrol 
recommendation for follow-up block could be implemented under 
either a centralized or decentralized structure. The form· 
and its successful use are not dependent necessarily on the 
investigative configuration. The only advantage to be gained 

8-7 



through decentralization is patrol access to detectives to 
provide more in-depth information to rate solvability. 

The MCI Program practice of involving patrol officers 
in follow-up investigations undoubtedly.works more effectively 
in a decentralized environment. The Screener/Investigative 
Coordinator has a greater knowledge of officer strengths 
and weaknesses and a closer working proximity to shift super
visors. The key issue to be addressed concerning this policy 
is whether management is willing to introduce altered 
operational strategies to assure that the patrol involvement 
policy functions smoothly. The two types of strategies 
recommended in this evaluation could be carried out more 
effectively under a decentralized environment. 

Finally, the supervisory call stacking program activity 
could be instituted countywide on a more formal basis than 
now followed, by directive from district comnanders. It is 
not a program activity directly reliant on decentralization for 
success. 

2. Police-Prosecutor Relations - The entire police-prosecutor. 
component could be instituted more effectively than is now 
practiced, under either a centralized or decentralized mode. 
The activities of case feedback, case conferences and investi
gative checklist usage are not dependent on organizational 
structure to be effective. The broader issue critical to the 
achievement of a better working relationship is managerial 
follow-through. Many of the agreements discussed by the State's 
Attorney and the Chief of Police have not been implemented for 
lack of such follow through. 

The only issue regarding organizational structure is travel 
for detectives. It is conceivable that travel costs and time 
incurred in conferring on cases at the.States Attorney's Office 
could be minimized if detectives were centralized. This is not 
sufficient itself, however, to warrant decentralization. 
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3. The Monitoring System - This component, like the police
prosecutor area, is not contingent on organizational structure 
for success. It is a management concept which ought to be 
implemented with or without an MCI Program. The prospect of 
decentralization, nevertheless provides fUrther justification 
for a comprehensive monitoring system. Investigative managers 
at the bureau level will require in-depth workload and perfor
mance data by district station in oder to adequately assure 
optimum use of resources. 

This analysis demonstrates that little overall advantage is to be 
gained through adoption of remaining MCI principles in a centralized 
structure .. With the exception of the issue of cross-district coor
dination of case assignments, the evidence suggests that greater 
operational effectiveness can be achieved throu@h a d~centralized 
structure. Further, the findings presented in this evaluation, 
specifically those regarding improved patrol-detective working relation
ships and better utilization of resources in case assignment, give 
further justification for decentralization. For these reasons, it is 
recommended that the current Crimes Against Property and Crimes Against 
Persons Divisions be disbanded and decentralized investigative units 
be situated in each district station. 

APPROACH TO DECENTRALIZATION 

Decentralization of the criminal investigation function should 
not occur until three remaining organizational issues are ad~ressed 
and resolved satisfactorily. These three issues are: (1) should 
the decentralized investigative unit remain under the command of the 
patrol district commander, as is the case with MCI, or be situated 
under the' command of the centY'a 1 i zed invest; gat; ve bureau commander?; 
'(2) should a major crimes unit be retained in headquarters to work 
homicides, otheY' death investigations, rapes and other serious crimes 
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with cross district patterns or trends, and (3) how many investi
gators are required per district? Each of these issues is examined 
in the following. 

Organizational Command of Decentralized Unit 
The issue of organizational command of the decentralized unit· 

cannot be resolved through analyses of crime or arrest statistics. 
There is no accurate method of correlating performance statist,ics 
to command structure. It is instead an issue which must be resolved 
by considering working relationships between patrol and investigative 
units. 

Under MCI, the district commander had the flexibility of setting 
priorities for the MCI unit and, moreover, had the authority to 
reconcile any conflicts between patrol officers and investigators 
since all officers, regardless of position, reported to him. The 
authority to set priorities and determine manpower needs provides 
many advantages. First, the district commander was able to use 
both patrol officers and detectives to address district wide goals 
and objectives' formulated as part of the MBO Program. Detectives 
worked jointly on many occasions with patrol officers to accomplish 
set goals and objectives. One such objective was a reduction in the 
reported robbery rate during the summer of 1978. ,Detectives and patrol 
officers both concentrated on this objective, often.times through .ioint 
tactical activities, such as stakeouts, etc. Further, this authority 
provides the district commander the flexibility to adjust operating 
procedures concerning screening priorities, case assignment patterns 
(e.g., which types of cases should be assigned to patrol officers), 
and case management techniques. This last example presents an especially 
important reason for district commander control. During the MCI Program, 
procedures for assigning and monitoring patrol assignments were altered 
several times by the district comnander in order to attain the best 
possible system. 
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The~e examples and others demonstrate that the MCI concept of 
patrol-detective integration can best be met by providing the district 
commander ultimate authority for managing the investigative unit. If 
this department is to continually encourage this integr.ation and, 
moreover, place geographic accountability for district performance 
with the patrol comm,;mder, then the investigative unit should come 
under his command. 

Two subsidiary issues need to be examined, however, in view 
of this recommendation. First, the district commander ideally should be an 
individual with investigative experience, preferably supervisory 
experience. l A patrol commander with no investigative background is 
liable to encounter difficulty in managing the investigative unit. The 
district commander should adopt the posture that the investigative 
function is an important district responsibility which ;s not sub-
servient to patrol, but supportive of the patrol function. 

Secondly, the issue of departmental coordination of cases with 
cross-district patterns requires consideration. This is an issue which 
precludes decentralization in the minds of several current investigative 
personnel. The department can address this issue by setting up a 
central investigative coo~dination unit which would analyze workload and 
case trends in all districts. Further, this unit could hold l"egular 
inVestigative coordination meetings with case screeners from the five 
districts for purposes of discussing caseloads. Such meetings \A/auld 
encourage the identification of cases with like patterns. The unit 
could also be provided the authority to manage cases with cross-district 
trends or patterns. District wide investigators would be required to 
work with this coordinator in such cases. This could be accomplished 
through temporary assignments. It is unlikely that such assignments, 
which would occur infrequently, would seriously dt:ain manpower' at the 
district level. 

lIt is recognized that this may not be possible. Patrol administrative per
sonnel do not always have the opportunity to work in an investigative-unit. 
The Department may not be able, therefore, to assign Commanders with inves
tigative experience to all districts. If not, there should be a concerted 
effort initiated to assure that all Commanders understand fully the opera
tional necessity of integrating the patrol and detective functions in one 
district. 

8-11 



The Establishment of a Major Crimes Unit 
The i!='$ue of whether or not a major crimes unit is required should 

be decided on two factors: (1) workload impact; and (2) inves,tigator 
experti se. 

The MCl experiment unfortunately did not provide a great deal of 
statistical data upon which to determine these decisions. The number 
of homicides, rapes and rape attempts were relatively small fo,r the 
twelve month evaluation period. This was particularly true for homicides. 
A difference between arrest rates for rapes was noted between Silver 
Spring a~d the control area (6% of cases in Silver Spring resulted in 
arrest while 9% of control area resulted in arrest). It should be noted, 
however, that rape arrests declined in both areas as compared to the 
previous year. Silver Spring, on the other hand cleared a much greater 
percentage, of, rapes (42% to 18% for the control ar~,a). These statistics 
could have very easily been biased by small samples of cases (17 cases 
in the control area and 46 in Silver Spring). Thus, it is difficult 
to base any conclusions on performance rates. 

A more important criterion appears to be workload impact. During 
the MCI experiment, it was observed that homicides and on some 
occasions rap~s consumed an inordinate amount of investigative resources. 
This allocation was undoubtedly justified by the nature of the crime. 
The impact on ongoing workload, however~ was serious. At such time 
that homicides and serious rapes occurred, ongoing, routine case 
work vi rtually was, discontinued. Investi gators were forced to work 
these routine cases as time permitted. It is highly conceivable that 
cases with solvability (e.g., robberies, burglaries) were not investi
gated promptly with the result that possible leads were never followed 
up, or followed up too late. If, in fact, a centralized major crimes 
unit had investigated'these cases, the probability of such results 
occurring would be minimized. 

Another factor bearing on this decision is experience. Investi
gators assigned to the central Crimes Against Persons Division have 
considerable specialized experience in working homicides and rapes. 
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They have not been expected to work burglaries and larcenies, cases 
often requiring a different set of investigative skills. Furthermore, 
this central division currently uses two person male-female rape 
teams for rapes and rape attempts. This blend of investigative 
talent has been beneficial in quickly soliciting accurate accounts 
of rape situations from victims. Evidence collection is also expedited 
through the use of such teams. 

Finally, several experiences with similar sex offenses occurring 
in different portions of the County give further justification for 
assigning such crimes to a central unit. Oftentimes, suspects involved 
in a sex assault in one district may be apprehended for a rape in 
another district. Centralized responsibility for such crimes provides 
more assurance that these trends or patterns are identified. 

Collectivel~, these factors dictate the need for a central m~jor 

crimes unit consisting of a relatively small number of specialized, 
experienced investigators. The major crimes unit could also assume 
responsibility for crimes other than death investigations and rapes 
which have been identified as having cross-district patterns or trends. 
For this reason, the director of the major crimes unit should be 
experienced in all fonnsof investigation. The same can be said for 
the investigative coordinator, who could work in this unit and be 
responsible for analyzing crime trends and patterns, as well as coor
dinating specially assigned task groups to work major cases. 

District Personne1 Assignments 
A key issue bear'ing on the decentralizat'ion decision is staffing 

configurations. Much has been learned about investigator workload 
during the Mer Program. These experiences provide insight into the 
personnel allocation decision. 

First, detec.tives should be assigned based on workload. The MCl 
Program identified the importance of workload in investigative manage
ment. For the first time, the number of ~ctual cases worked, and not 
reported cases was used as the main determinant of workload. Several 
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program activities were geared toward reducing this figure (e.g., 
not "?e-contacting vi ctims C,'1.suspended cases promptly, suspendi ng 
unworkable cases after all solvability was exhausted). These 
activities were proved successful and, in most cases, should be 
continued in all decentralized units. If they are,' then workload 
can be addressed similar to the approach used by Mel. 

A major decision impacting workload is whether patrol officers 
will contfnue to be involved in follow-up investigations. This 
evaluation has recommended that such practice be continued as a 
means of using existing resources more effectively. In this regard, 
the district stations wil1 not require as many investigators if 
patrol officers participate in folloW-up investigations. 

To use a hypothetical example, presume that management decides 
to maintain a monthly caseload per investigator of 10 cases. Utilizing 
the case screening patterns fo 11 owed by the Mel unit, the number of 
investigators required can be calculated by using this figure. 

During calendar year 1978, the Silver Spring District investi
gated a total of 1160 cases 2 exc 1 udi ng homi ci ~~?" rapes, rape attempts,. 
sui ci des, sui ci de att,empts and natura 1 deaths. ~1~ these, 879 were 
Part I crimes while all other classifications accounted for 281 
assignments. Part I crimes thus account for the major portion of 
the investigative workload (76% of all.cases worked). 

This workload figure can be used to calculate the percentage of 
cases actually investigated. Workload figures show that 6620 Part I 
crimes were reported in Silver Spring for the calendar year. Thus, 
13.3% of all Part I cases were investigated. For all other classifi
cations, .70% of reported cases were investigated (281 divided by 
40,120 cases reported). 

~his figure was extracted from the Mel monthly report for December 1978. 
Patrol assignment figures were also taken from this report. 
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An analysis of case assignments shows that 946 (or 82%) of all 
assignments were made to the MCr unit while 214 (or 18%) were for
warded to patrol for follow-up. This figure is important in deter
mining approximately the number of cases that will be worked by 
patrol officers. 

These figures can be used to derhf~ an allocation system for 
all districts by using the new beat and district configurations 
developed by the Field Services Bureau to accomodate opening of 
the Germantown Station.3 Crime statistics were calculated by 
district using this configuration for the first five months of 1979 
and excluding all death investigations (homicides, suicide, natural 
death, rapes and rape attempts). The percenta.ge of cases worked by 
Silver Spring was then used to determine how many cases would be 
worked during the five month period. The number of investigators is 
then calculated by allowing for a monthly average of 10 cases per 
investigator per month. Two figures are provided: the first is 
based on detective assignment.s only; the second allows for patr'ol 
assignments. 

The advantage gained by ~nvolving patrol officers in investi
gations is evident from thi~ example. The department would require 
eight less positions in the decentralized units. (A total of 33 
investigators would be required under the first option with 41 
detectives required under the second approach. 

Supervisory levels also must be determined. Each unit should 
be staffed with a lieutenant (unit director), and a case screener/ 
investigative coordinator (at the rank of sergeant). The Mcr 
unit adds to these supervisory levels by assigning sergeants as 
shift supervisors. The department must determine if such supervision 
is required or if one supervisor would be sufficient. (The case 

. screener/investigative coordinator could also function as a supervisor. 
The hypothetical example shown in the following is only one 

illustration of how investigative manning needs can be computed through 

3 This reconfiguration of districts and beats was recently completed. 
Workload will be proportionately divided among the five districts using 
this configuration. 
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HYPOTHETICAl INVESTIGATOR ALLOCATION PLAN 
." ' .... "" 

" (BASED ON CRIME DATA FOR JAN. - MAY 1979 AND 
AN AVERAGE MONTHLY WORKLOAD OF 10 CASES PER DETECTIVE) 

"SILVER WHEATON 
ROCKVILLE BETHESDA . SPRING GLENMONT GERMANTOWN 

Part I Crimes a. 2~O87 1,948 2,517 2,502 1,608 
(less homi ci des, 
.5 ui ci des, rapes 
& rape attempts) 

All Other b. 15,241 16,004 18.524 18,075 13,121 
Crimes Reported 

Part I Crimes c. 288 269 347 345 222 
Worked (line a. 
x 13.8%) 

All Other Crimes d. 107 112 130 127 92 
Worked (line b. 
x .70%) 

Total Crimes e. 395 381 477 472 314 
Worked 

Option 1 
(With Patrol Involvement) 

Cases Worked f. 324 312 391 387 257 
by Detecti ves 

Cases Worked g. 71 69 86 85 57 
by Patrol 

Month ly Avg. h. 64.8 62.4 78.2 77.4 51.4 
Detecti ve Cases 

Investigators i. 6.48 6.24 7.82 7.74 5.14 
Required (at 10 (or 6) (or 6) (or 8) (or 8) (or 5) 
cases per mo.) 

Option 2 
(Without Patrol Invol vement) 

Cases Worked j. 395 381 477 472 314 
by Detect·~ ves 

Monthly Avg. k. 79.0 76.2 95.4 94.4 63.4 
Detective Cases 

Investigators 1. 7.90 7.62 9.54 9.44 6.34 
Requ'j red (at 10 (or 8) (or 8) (or 10) (or 9) (or 6) 
cases per mo.) 
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workload statistics. Obviously. refinements to this approach could 
be made to more definitively measure v/Orkload needs. For example, 
a more detailed analysis of Part I crimes may show that the workload 
percentages used above may be off slightly. Districts other than 
Silver Spring may actually investigate less Part I crimes because 
of a smaller assault and robbery rate. Such refinements could easily 
be made once a decision is made by management to decentralize. 
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APPENDIX I 

VIC'l'IM SURVEY ON INVESTIGATIVE 

PROCEDURES 



FOREWORD 

This appendix contains descriptive findings from the 
victim survey conducted in September, 1978. This survey, 
administered vi~ telephone, contained 32 questions concerning 
a variety of topics ranging from victim perceptions o.f 
response time to attitudes regarding detective contacts on 
case assignments. 

, 
lnclud~d in this appendix are act'ual survey responses 

for both the pre-implementation sample and the sample 
selected for the Mel implementation year. Numerical and 
percentage scores are provided for each survey question. 
The survey responses are presented on the survey instru
ment itself for all questions except socio-demographic data. 
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SURVEY RESPONSES 

DEMOGRAPHIC AND PARTICIPATION INFORMATION 

Note: Questions 1 and 2 contained case identifying ihforma
tion only and consequently are not reported in this analysis. 

QUESTION PRE 'YEAR DURING YEAR 
N % .N % 

3. Victim's Race 
, Negroid 8 8.3 8 8.3 
Caucasion 87 90.6 87 90.6 
Oriental 1 1.0 1 1.0 

4. Victim IS Sex 
Male 62 64.6 66 68.8 
Female 34 35.4 30 31. 2 

5. Victim's Age Mean = 46.7 Mean = 45.2 
Median = 43.5 Median = 39.5 

6. Police Reporting Area No statistics are reported for 
this question. 

7. Crime Classification 
Burglary 76 79.2 76 79.2 
Larceny 20 20.8 20 20.8 

8. Crime Classification Specific 
Burgla'y Residential 65 85.5 67 88.1 
,Burglary Commercial 10 13.2 9 11.8 
Burglary School 1 1.3 0 0.0 
Larceny From Auto 6 6.2 6 6.2 
Larceny Auto Parts 4 4.2 1 1.0 
Larceny From Building 7 7.3 10 10.4 
LCi.rceny Other 3 3.1 2 2.0 

9. Receipt of Letter 
Informing Victim of Survey 

Yes 56 58.3 42 43.8 
No 34 35.4 18 18.8 
Missing Data 6 6.3 36 37.5 

10. Agreement to Participate 
in Survey 

Yes 94 97.9 89 92.7 
-No 2 .2.1 2 2 _,I 
Missing Data 0 0.0 5 5.2 
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OPENING: 

CALLER: 

CITIZEN: 

CALLER: 

CITIZEN: 

CALLER: 

MCI VICTIMIZATION SURVEY 

MASTER INTERVIEW INSTRUMENT 

(I F A CH I LD ANSWERS THE PHOH~) -
MAY I PLEASE SPEAK WITH YOUR MOTHER OR FATHER? 

THIS IS MR.lMRS. _____ _ 

GOOD EVENII~G MR./MRS. _____ . I A~ . 

CONDUCTING A SURVEY OF INVESTIGATIVE PROCEDURES 
FOR THE MONTGOMERY COUNTY DEPARTMENT DF POLICE .. 

. AN INTRODUCTORY LETTER WAS RECENTLY SENT TO YOU 
DESCRIBING THIS SURVEY. 

DID YOU RECEIVE THIS LETTER? 
(COMPLETE # 9 ON CODING SHEET) 
YES OR NO 

IF NO 

I'M SORRY YOU DIDN'T RECEIVE THE LETTER. LET ME 
Dt" • 9'\ 'T Tn vOU nJWll Ul • 

(READ LETTER - STARTING WITH DEAR MR./MRS. ) 
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.' 

CALLER: . 

CITIZEN: 

CALLER: 

CITIZEN: 

CALLER: 

CITIZEN: 

CALLER: 

WOULD YOU MIND GIVING ME A FEW MINUTES OF YOUR TIME 
TO ANSWER A FEW QUEST I ONS?PLEASE REMEt'lBER 'THAT YOUR 
ANSWERS WI LL BE HELD IN STRI CT CONF IDENCE. 

N0 1 1'M SORRY I DON'T HAVE THE TIr'E (OR SHiILAR 
NEGATIVE RESPONSE) 

THANK YOU FOR YOUR T Ir)E, HAVE A GOOD EVEN H~G, 
(Cor'tPLETE # 10 Ot~ CODIHG SHEET) 

YES I WOULD BE HAPPY TO REsporm <OR S I ~I LAR RESPO~,SE) 

THANI~ YOU. PLEASE BE AS SPEC I F I C AS POSS I BLE \~HG~ 

ANSWERING lHE FOLLOWING QUESTIONS, IF YOU DO NOT 

UNDERSTAND THE QUESTION PLEASE ASK ~jE FOR CLARIFICATION. 
MAY I PROCEED WITP. THE INTERVIH:? 

EITHER GIVES AFFIRMATIVE RESPONSE OR ~"t.AY ~,SK A 
QUESTION TO RECEIVE FURTHER CLARIFICATION. 

I AM GOING TO ASK YOU EACH QUESTION AND THEN READ A 

GROUP OF POSSIBLE ANSWERS. PLEASE SELECT THE ANSWER 

WHICH YOU FEEL is MOST SUITABLE. 
(START INTERVIEW) 
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CALLER: QUESTION '# 11: APPROXI~~TELY HOW LONG AFTER 
REAL1ZING THAT THE CRIME OCCURED DID YOU CALL THE 
POLICE? 

.: 

PRE YEAR DURING YEAR --
6.2 (54.fi% 5. 5 MINUTES OR LESS 51 53.1% 

11 11. 5% 4. 6 - 15 MINUTES 12 12.5% 

2 2.1% ·3. 16 - 30 MINUTES 9 9.4% 

4 4.2% 2. 31 - 60 MINUTES 6 6.3% 

12 12.5% 1. MORE THAi~ 1 HOUR 15 15.6% 

5 5.2 9. NO RESPONSE 3 3.1% 

QUESTIOa # 12: APPROXIMATELY Hm; LOtIG DID IT 
TAKE THE FIRST PATROL OFF 1 CER TO RESPOflJ TO YOUR 
CALL? 

PRE YEAR DURING YEAR 

53 55.2% 5 .. LESS THAN 15 MINUTES 51' 53.1% 

21 21.9% 4. 16 - 30 MINUTES 21 21. 9% 

11 11.5% 3. 31 - 60 MINUTES 4 4.2% 

3 3.1% 2. 1 - 5 HOURS 8 8.3% 

4 4.2% 1. MORE THAN 5 HOURS 4 4.2% 

4 4.2% 9. NO RESPONSE 8 8.3% 



CALLER: QUEST I 0:\ # 13: IN YOUR OPINIONI WAS THIS RESPONSE: 
PRE YEAR DURING YEAR 

43 44.8% 4. VERY SATISFACTORY 41 42.7% 

46 47.9% 3. SATISFACTORY 45 46.9% 

3 3.1% 2. SOMEWHAT UNSATISFACTORY 5 5.2% 

2 2.1% 1. VERY UNSATISFACTORY 2 2.1% 

2 2.1% 9. NO RESPONSE 3 3.1% 

QUESTION # 14: IN YOUR OPINION 1 HO~ INTERESTED 
\'!P,S THE PATROL OFF I CER W YOUR COM?LA I NT? 

. PRE YEAR DURING YEAR 

41 42.7% 4. EXTREMELY INTERESTED 42 43.8% 

43 44.8% 3. INTERESTED 41 42.7% 

8 8.3% 2. NOT VERY INTERESTED 10 10.4% 

1 1.0% 1. NOT INTERESTED AT ALL 1 1. 0% 

3 3.1% 9. NO RESPONSE 2 2.1% 

QUESTION # 15: HOW RESPECTFUL WAS THE OFFICER TO YOU? 
PRE YEAR DURING YEAR 

79 82.3% 4. VERY RESPECTFUL 89 92.7% 

15 15.6% 3. SOMEWHAT RESPECTFUL 6 6.3% 

0 0.0% 2 •. HARDLY RESPECTFUL 0 0.0% 
.. NOT RESPECTFUL 0 0.0% 1. 0 0.0% 

2 ~.1% 9. NO RESPONSE 1 1. 0% 
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CALLER: 

PRE YEAR 

27 28.1% 

41 42.7% 

6 6.3% 

0 0.0% 

If) 10.4% 

12 12.5% 

PRE YEAR 

43 44.8% 

34 35.4% 

19 19.8% 

PRE YEAR 

32 33.3% 

35 36.5% 
. 

29 30.2% 

QUESTION # ]6: IN YOUR OPIlnmL HO~' 'COMPLETE 
WAS THE'PATROL OFFICER'S SEARCH FOR PHYSICAL 
EVIDENCE? 

DURING YEAR 

4. VERY COMPLETE 27 28.1% 

3. COMPLETE 42 43.8% 

2. INCOMPLETE 3 3.1% 

1. VE RY I NCor'1PLETE 3 3.1% 

8. DID NOT SEARCH FOR EVIDENCE 8 8.3% 

g. iW RESPO;'~SE 13 13.5% 

QUEST] O:J # 17: DID THE PATROL OFF] CER ASI< YOU 
IF YOU ARE AWARE OF ANY S1MILAR CRIMES OCCURR1NG 
IN YOUR NEIGHBORHOOD? 

2. YES 
I. NO 
g. NO RESPONSE 

DURING YEAR 

43 48~8% 

25 26.0% 

28 29.2% 

QUESTIO~ # 18: DID THE PATROL OFFICER DISCUSS 
THE POSSIBILITY OF RECOVERING YOUR STOLEN PROPERTY? 

DURING YEAR 

2. YES 49 51. 0% 

1. NO 22 22.9% 

9. NO RESPONSE 25 26.0% 
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CALLER: 

PRE YEAR 

9 9.9% 

25 26.0% 

0 0·0% 

0 0.0% 

62 64.6%. 

PRE YEAR 

56 58.3% 

29 30.2% 

11 11.4% 

-..-...... -. _ ... ." -.. - ....... ~.-.--.,,----

1F YES. COMPLETE 1/ 19. IF NO OR flO RESrOUSE 

PlACE A (0) IN THE CODING SPACE FOR it 19-A!ID 
GO ON TO tI 20. 

QUESTlor~ # 19: Ho\! SATISFIED WERE YOU ~:ITH 

THE PATROL OFFICER'S RESPO~SE? 
DURING YEAR 

~. VERY SATISFIED 17 17.7% 

3. SATISFIED 27 28 1% 

2. DIS-SATISFIED 5 5.2% 

1. VERY DIS-SATISFIED 2 2.1% 

9. NO RESPONSE 45 46.9% 

QUEST I OiJ # 20: DID THE PATROL OFFICER RECO~~~H~ 
ANY CRH1E PREVENTlor~ METHODS TO YOU? 

DURING 'YEAR 

2. YES 61 63.5% 

1. NO 24 25.0% 

9. NO RESPONSE 11 11. 5% 

1£ YES I COriPlETE # 21 Arm 22. 1 F ~O OR NO RESPONSE 

fLACE A (0) J N THE CODES FOR tI 21 AND 22 AND GO O~{ 

10 NUMBER' 23. 
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CALLER: QUESTION # 21: IN YOUR OPINION~ DID THE PATROL 
OFFICER ADEQUATELY EXPLAIN HOW YOU COULD USE 
THESE METHODS? 

PRE YEAR POST YEAR 

12 12.5% 4, YES~ VERY ADEQUATELY 16 16.7% 

40 41. 7% 3, YES~ IWEQUATELY 41 42.7% 

1 1.0% 2. NO~ NOT VERY ADEQUATELY 3 3.1% 

0 0.0% 1, NO~ NOT ADEQUATELY AT ALL 1 1.0% 

43 44.8% 9, NO RESPONSE 35 36.7% 

QUESTION # 22: DID YOU USE ANY OF THE RECm~rl::~m::D 

METHODS? 
PRE YEAR DURING YEAR 

47 49.0% 2, YES 44 45.8% 

7 7.3% 1, NO 17 17.7% 

35 36.5% 
6 6.3% 9. NO RESPONSE 

QUESTIm~ # 23: AFTER DISCUSSING THE CRIME \'11TH 
THE PATROL OFFICER~ HOW MANY TIMES DID YOU MAKE 
CO~TACT WITH HIM (OR HER) AGAI~? 

PRE YEAR -- ---~------. DURING YEAR 

8 8'.3% 5. MORE THAN 2 TIMES 5 5.2% 

21 21. 9% 4. 1 - 2 TIMES 34 35.'4% 

3 3.1% 3. NEVER 1 DID NOT KNOW WHO TO CONTACT 4 4.2% 

55 57.3% 2. NEVER 1 HAD NO REASON TO 46 47.9% 

2 2.1% I. NEVERI WAS NOT IMPORTANT ENOUGH 2 2.1% 

7 7.3% 9. NO RESPONSE A-9 5 5.2% 



CALLER: 

PRE YEAR 

14 14.6% 

14 14.6% 

52 54.2% 

16 16.7% 

PRE YEAR 

38 39.6% 

52 54.2% 

2 2.1% 

0 (>-.0% 

4 4.2% 

PRE YEAR 

17 17.7% 

58 60.4% 

21 21:9% 

QUESTION 1/ 24: HOW MANY THiES DID THE PATROL 
OFFICER RE-CDrHACT YOU TO ASK' FURTHER QUESTlm~S 
ABOUT YOUR CASE? 

DURING YEAR 

3. TWO OR MORE TIMES 10 10.4% 

2. 1 TIME ONLY 19 19.8% 

I. NEVER 61 63.5% 

9. NO RESPONSE 6 6.3% 

QUESTION # 25: TO \'U:AT DEGREE v!ERE YOU S.~TISFIED 

WITH THE WAY THE PATROL OFFICER HAt:DL::D YOUR 'CASE? 
DURING YEAR 

'L VERY SATISFIED 45 ~6.9% 

3. SATISF.1ED 36 37.5% 

2. DIS-SATISFIED 6 6.3% 

I. VERY DIS-SATISFIED 6 .6.3% 

9. NO RESPONSE 3 3.1% 

QUESTION # 26: DID THE PATROL OFFICER STATE THAT 
DUE TO A LACK OF INVESTIGATIVE LEf,DS , YOUR CASE 
WOULD MOST LIKELY NOT BE FOLLOWED UP BY A DETECTIVE? 

2. YES 
1. NO 
9. NO RESPONS~ 

A'~ 10 

DURING YEAR 

16 

55 

25 

16.7% 

57.3% 

.26.0% 

L 
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CALLER: 

PRE YEAR 

26 27.1% 

47 49.0% 

23 23 .• 9% 

'PRE YEAR 

10 10.4% 

62 64.6% 

1 1. 0% 

4 4.2% 

19 19.8% 

PRE YEAR 

26 27.1% 

59 61. 5% 

11 11.0% 

QUESTI01~ f 27: DID THE PATROL OFFICER STATE TH~T 
A (!TECT 1 VE WOULD corn ACT YOU TO AS~~ FURTHER QU::ST I Oi~S 
ABOUT YOUR CASE? 

DURING YEAR 

2. YES 15 15.6% 

1. . NO 66 68.8% 

9. NO RESPorJSE 15 15.6% 

QUESTION # 28: WERE YOU SATISFIED W]T~ THE PATRO~ 
OFFICER'S EXPLAr~AT10~~ OF h'HhT h':JUL.D B:: D~t~E ~'ITH 

YOUR CASE? 
DURING YEAR 

4. VERY SATISFIED 20 20.8% 

3. SATISFIED 49 51. 0% . 

2. DIS-SATISFIED 5 5.2% 

1. VERY DIS-SATISFIED 6 6.3% 

9. NO RESPONSE 16 16.7% 

QUESTION # 29: DID A DETECTIVE ACTUALLY CONTACT 
YOU TO FURTHER DISCUSS YOUR CASE? 

2. YES 
1. NO 
9. N(J RESPONSE 

DURING YEAR 

14 14.6% 

71 - 74.0% 

11 11. 4% 

IE YES J COMPLETE # 30 J IE NO OR NO RESPONSE 
PLACE A (0) IN THE CODE EOR # ~D AND GO TO f 31 . 

. ... - ....... - ... ~ .H"'\ . ..", .. ~""'-·r--""~~·"~i"''''''_'''''''_''~''.'''''''''I_'' 'u\,oo .... ," • '.'~ 
...... ,.-.'4 ............ r •. •. ~ ...... -..._ ... '-.... . 
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CALLER: 

PRE YEAR 

8 8.3% 

13 '13.5% 

2 2.1% 

0 0.0% 

4 4.2% 

PRE YEAR 

35 36.5% 

49 51.0% 

5 5.2% 

1 1.0% 

6 6.3% 

PRE YEAR 

3 3.1% 

15 15.6% 

29 30.2% 

45 46.9-% 

4 4.2% 

.,4'._ ..... _ ...... 

QUESTlo!~ # 30: HOW SATISFIED WERE YOU WITH THE 
DETECTIVE'S FOLLOW-UP INVESTIGATIVE EFFORTS? 

DURING YEAR 

4. VERY SATISFIED 6 6~3% 

3. SATISFIED 5 5.2% 

2. DIS-SATISFIED 0 0.0% 

1. VERY DIS-SATISFIED 2' 2.1% 

9. NO RESPONSE 9 9.4% 

QUESTION # 31: HOW SATISFIED ARE YOU WITH THE 
DEPARTr~~]n' S OVERALL RESPOl~SE TO YOUR CASE? 

DURING YEAR 

4. VERY SATISFIED 31 32.3% 

3. SATISFIED 44 45.8% 

2. DIS-SATISFIED 13 13.5% 

1. VERY DIS-SATISFIED 2 ' 2.1% 

9. NO RESPOi~SE 6 6.3% 

QUESTION # 32: ON HOW MA~~Y PRIOR OCCASIONS 
HAVE YOU BEEN A VICTIM OF A CRIME? 

DURING YEAR 

4. MORE THAN 5 TIMES 5 5.2% 

3. 3 - 4 TIMES 9 9.4% 

2. 1 - 2 Tl~iES 30 31. 3% 

1. NEVER 57 53.1% 

9. NO RESPONSE 1 1.0% 

A-12 

~ ,,_. ~-.. V • ": 

'i 
i , 
~ 



· . 

il· 
: j-

, I' 
i' 
j 

I 
i , 

I 
I 
I 

" J 




