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.PROGRESS REPORT )
e LE\A JRANT NO. DATE oF REPORT REFORT NO. ) 1.2 PERSONNEL ACTIVITY
. -DF-AX - 31, 1 6 ’
City of San Jose -17?? ~stpoé~rx 0077 March 31, 198 (for Patrol Personnel)
IMPLEMENTING SUBGRANTEE P Vi s ‘ . Number of Sle Days 764 9
San Jose Police Department requiar [ seeczat aeauest[ ] A (Patrol only)
| § Post Office Box 270 : Numb . 161 .9
San Jose, CA 95103 . umber of Injury Days .
, we zeport [X] (Patrol Only) '
SRORT [ITLE OF PROJECT GRANT AMOUNT Number of Requests for
» { Intearated Criminal Apprehension Progrdm $333,333 Transfer from Patrol to
. Other Units N/A
RSPORT [S SUBMITIED FOR THE PERICD THROUGH .
October 1, 1980 December 31, 1980 ‘ Number of Requests for
TICRATGRE OF PROJECS DIRECIOR TY;ED;.\ME 5 r\t/us oF ?ac;.:ac;\ 2IRECTCR « Transfer from Other Units
. obert V. Bradshaw to Patrol . N/ A
RS Y Assistant Chief of Police 1 : N/A
LIOUNT OF GRANT MONIES EXPENDED TO DATE SXPECTED GRANT END DATE ’ ‘ ‘ ‘1.3 MANPOWER ALLOCATION
‘ a T
See Final H-1 Report December 31, 1989 Please ind%c%lte the numbers of Sworn personnel assigned to major de-
‘ | partment divisions and total sworm personnel. (Has this changed since
’ the last report period? Yes[] ~ No If there has been
3"?} _ no change proceed to question 1.4).
i)u\(E. \DOPESS, TEL ¢ OF LCCAL ZVALUATCR Hughes - He-iss & Associates PH: (4]5) 3«43_4508 .
181 Second Avenue, Suite 319 , : Patrol )
San Mateo, CA 94401 .
- £§§$ o Investigations
Ew23 g E
. NE : 3 : N 2e8E 3 @& 8 .
SECTION 1: GENERAL DEPARTMENT INFORMATIOp . s5iz 2 ., g g Crime Prevention
ZE5E = org 2
N y gocs ] i . .
1.1 CRIME STATISTICS 985 3 5 %’ g Special Operating or
: = 88 S8y g 3 o i i
: Provide the following data for Part [ offenses for the current report quarter .3.;3 2252 E E =] 3 g Tactical Units
in t i i 35 §2es g g o
(as reported in the Uniform Crime Reports). ok E§‘§2—"’,’ : § 3 2 Traffic
5S £§52 fop|f £ Othex
ACTUAL OR g% 2£98 g =
N EARED ARRESTS cPgz oo Z L.
TYPE KNOWN OFFENSES OFFENSES CLEARE 45 §228 3 ap | 33
z mg‘%ﬁ é‘ [a¥ E gg
| : Egle © S sa
585 2 g g
MURDER 14 1 8 ¢ 28ce B3 2 §g
O 35 8:‘; gg a
FORCIBLE RAPE 110 58 21 » Sg.8s £ 3 S Total Sworn
nac9L &5 5 8%
ROBBERY 456 87 103 o . fices T ° L2 Personnel
AGGRAVATED ASSAULT 1,541 870 - 145 j} | e |
BURGLARY 3,969 294 260 | _ o S)ﬁg \
# 3 ARCENY-THEFT 7,256 1,073 682 - Tl St ©
v ;"r;? N
MOTOR VEHICLE THEFT 1,117 : 19 29 | 4 \ - e A
1 t % g‘\yjn\; ¥ 2
i P ‘
i - % 5.
t | AL

<«
<

L

L&



»

Temporary Proceséing Resolution Call

Document Title: INTEGRATED CRIMINAL APPREHENSION PROJECT: THIRD GRANT
FINAL REPORT

NCJ# (1f applicable)

. Author:

Problem (describe):
- APPENDIX I, ATTACHED REPORT MISSING

Contact:

Name: Dr. McMillian, Research and Development Planning

Address: San Jose Police Department

San Jose, CA 95103

Phone:

Result:

10-6-82: Talked to Dr. McMillian, she will try to locate missing
material. will get back to me soon-

f/,w/,(/u/ f/'a M /},-// CO/(JG7 (i/qy"977'f2w)p|;w Dprf’
Jo-12-82 Wil Sepd A ),’}’;V{ W]" Spn Jod FO

October 19, 1982: Received missing material. Doc cleared. SXO‘

By: <:;;¥/JEL7J%}/ \f;? RV Date: October 6, 1982
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1.4 ORGANIZATIONAL CHANGES

Please describe changes in key personnel or organization (chief,
program director, manager, crime analyst or overall organizational
structure). Further, describe significant changes in city adminis-
tration. Indicate the time frames involved, the impact of the
changes on department operations and ICAP implementation.

Staff Analyst II, Avelina Wood, transferred to the ICAP
developed Operations Support Unit. 11-23-80

On November 23, T980, San Jose's ICAP-developed Operations
Support Unit (OSU) beaan operating in the Department's
rRecords Division. ImpTementation will be phased with all
burglary and receiving stolen property cases being processed
T The Tirst phase. .

New case audit, enrichment, quality control, and screening
functions as described in the narrative fina] report attached
are being performed in addition to onacing Crime Analysis
and Information Coordination Services. This -accomplishment
represents the major ICAP contribution to the improvement
of the investigative process in the San Jose Police Depart-
ment. Impact on investigative operations is anticipated to
be substantial. The 0SU's manager reports that OSU is pro-
cessing approximately 40% of all felony cases reported to
the Department and is screening out (retaining in inactive
status) 79.4% of those cases it processes.




SECTION 2: MAJOR ICAP COMPONENTS

2.1 CRIME ANALYSIS -- PROCESS AND OUTPUT

2.1.1 Indicate files maintained and/or utilized by crime analysis.

2.1.2 Indicate use by the crime anajysis unit of other files maintained

by the Data Processing Division or other department units, e.g., a
property file maintained by Investigations, on-line warrant files, etc.

"Files maintained" include those for which the crime analysis unit
is responsible for input and editing of data/materials. "Files
utilized" include those files used by the unit for purposes of data
collection and analysis. The unit may use certain files without
maintaining the file. (Has this changed during the report period?

Yes [ No [

If no, proceed to question 2.1.2. If yes, please indicate all files
now maintained or utilized by crime analysis. Do Not indicate only
the additions or deletions.)

-

FILE

OFFENSE REPORTS )
NON-CRIMINAL INCIDENT REPORTS
SUPPLEMENTAL REPORTS

ARREST REPORTS

CAREER CRIMINAL FILES

SUSPECT FILES

SUSPECT VEHICLE FILES

FIELD INTERROGATION FILES
WANTED PERSONS REPORTS
PHYSICAL CHARACTERISTICS FILE
PROPERTY FILE

OTHERS

OO 000 oooonnn
OO OonoooOoooo

(Has this changed during the report period? Yes[ ] No
If no, please proceed to question 2.1.3. If yes, list all files now
used; do not note just the deletions or additions).

MAINTAINING UNIT/DIVISION FILE

2.1.3 1Indicate crime analysis products, the frequency of their distribution

(monthly, weekly, daily, as needed) and to whom they are distributed
(patrol commanders and officers, investigations, crime prevention unit,
etc.). (Has this changed during the report period? Yes D No

e for

If no, please proceed to question 2.2.1. If yes, please complet
all items.)

[F APPROPRIATE

FREQUENCY DISTRIBUTICN

PRCDUCTS tE.G., DAILY, WEEKLY, ETC.) |7FATROL, INVESTIGATIONS, CRIME PPEVENTICN]

@

INFORMATION BULLETINS

CRIME ANALYSIS RECAPS

i i

CRIME SUMMARIES

PATROL OPERATIONS BULLETINS

CRIME SPECIFIC MEMORANDA

CAREER CRIMINAL BULLETINS

OTHERS:




2.2 CRIME ANALYSIS -- ACCEPTANCE ANI) UTILIZATION

2.2.1 Indicate the number and souruve of special requests for crime analysis

snformation. (Sources, for example, include Patrol, Investigations

Division, Crime Prevention Unit, Administration, Tactical Unit, etc.
Also note requests from outside agencies.)

REQUESTING DIVISION/OUTSIDE AGENCY

NO. OF REQUESTS

Patrol 20
Investigations 43
Administration 16
Qutside Agencies 11
TOTAL REQUESTS FOR THE QUARTER 90 .

.2.2.2 Indicate the number of respons

The number of responses includes responses to 'mew requests'' received
this quarter and any responses made in the current veport period to

a request which was received in a prior quarter. Total responses within
the quarter are sought.

~

TOTAL RESPONSES FOR THE QUARTER 90

2.2.3 Have crime analysis products directly supported (i.e., provided the
basis for) any tactics or strategies initiated during this quarter?
Provide specific examples for each area listed below. Where data is
available, quantify those responses (e.g., "X" stake-outs conducted
based on tactical information provided b7 crime analysis).

CRIME PREVENTION ACTIVITIES: vEs [X] No * [
IF YES, PROVIDE AN EXAMPLE

TACTICAL/SPECIAL OPERATING UNIT ACTIVITIES:
EXAMPLE(S)

ves [il

no [

es made to special requests this quarter.

Vi

wF

Rt

A

PATROL DEPLOYMENT:
EXAMPLE (S)

INVESTIGATIVE SUPPORT:

YES ' NO D
EXAMPLE(S)
OTHER YES D N0
EXAMPLE(S)

2.3 OPERATIONS ANALYSIS
2.3.1 Total number of calls for service

51,149 .
2.3.2 Number of calls for service handled through:

Patrol Unit dispatch

43,145
Telephone/Mail-in Reports 6,803
Walk-in reports 1,201

Community Service
Officer or
Civilian Aide N/A*
*A process of inte i i
) grating police record .
taking functi ; ecords clerks into the repo
has begun. on at the Department's Information port

Data as

> Center (TeleS
et do . : . eServe)
taken by clerks vs. sziceiz.nOb distinguish numbers of reports




2.3.3 Proportion of CFS by Time. Please indicate the percent of CFS the
department receives by time of dav. Frequently departments breagout 2.3.6 . '
CFE by 8 hr blocks. The grid buluw provides space to note the times | 3.6 Average Time per CFS _43:00
of day for three eight hour blocks and the percent of calls Te- 4. 2.4 PATROL AN
ceived within those blocks. Other departments have a more refined T D INVESTIGATIONS
preakdown of CFS by time (e.g., by the hour). Please provide the 2.4.1 Number of patrol personnel assigned to h shi
mo;g)refined @ati available. Atrach additional sheets (or add to the of the reporting quarter. gn each shift on the last day
grid) as required. ‘
Time 4 CES Tine %#CFs - Time % CFS TIME OF WATCHES  NO. OF PATROL PERSONNEL
0000-0100 =~ 4.7 0800-0900 - 3.1 1600-1700 - 5.7 '
0100-0200 - 3.9 0900-1000 3.1 1700-1800 - 6.1 FIRST WATCH 0630 - 1630 100
0200-0300 - 3.6 1000-1100 ig 1800-1900 - 2573 SECOND WATCH 1530 - 0130 126
0300-0400 - 2.6 "1100-1200 . 1900-2000 - g T —
0400-0500 - 1.8 1200-1300 4.1 2000-2100 - 95 THIRD WATCH 2100 - 0700 83
0500-0600 - 1.5 1300-1400 4.3 2100-2200 -  9-6 FOURTH WATCH N/A . N/A
0600-0700 - 1.7 1400- 1500 4.5 2200-2300 6.0 2.4.2 Tndi . . —
0700-0800 - 2.4 1500-1600 - 5.1 5300-2400 5.7 4. accgrézigetgge number of investigations conducted during the quarter
- Source: CAPSS Log ‘ ‘
2.3.4 Does the department have a formal policy for: ’ ‘ . PATROL NVESTIGATORS
PRIORITIZING CFS T Yes K No[] '
$ PRELIMINARY 13,233 -
STACKING CALLS YES vo[ . 1610
With the first submission of this report form please gttach formal FOLLOW UP 209 6366
department policy/criteria for prioritizing and stacking calls. For )
bmissions, attach only revisions. . i ) .
all other submissio Y Plgise.atzachhwr;Ften policy governing investigative case screening
; criteria to the first submission of this' report form. Indicate
2.3.5 Patrol Manhours changes/new policies on subsequent submissions.
Indicate the proportion of patrol hours consumed by: 2.4.3 Chirging and Disposition Data
% OF TIME Number of felony cases presented by the department
4 . . .
Calls for Service Not Available at this time. \ ! to the prosecutor's office during this report period.
Officer Initiated Activity " % Felony Cases Presented N/A
Personal & Administra- , Number of felony cases filed by the prosecutor during
tive Activities " ‘ . this report period. (Only for the department cases).
Other (SPECIFY) Free Patrol " ? Felony Cases Filed 773
Car Stops Court Trainina X Number of felony convictions obtained this report
Total Patrol Manhours " o period (Only for department cases).
Indicate the basis for the percents shown and the time frame iithin Felon Convictions Obtained N/A
which the data was collected (e.g., a study condugtcd June 1977, CAD Lt 2.5 CRIME PREVENTION ACTIVITIES
information for the current report period, «n estimate based upon §¢
a sample of dispatch and activity logs for the period October to | 2.5.1 Number of  dent; . '
(%? December 1978.) CAD information for the quarter. § 1 quarter. residential and commercial surveys conducted this report
Lk, : A T
~ A% s Residential . Not Available
% Commercial "
t ' _
i TOTAL 400 (Crime Prevention Unit Only)
o4
3
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2.5.2 Indicate the number/proportion of surveys conducted by:
NUMBER PERCENTAGE

Not Available

Patrol
Crime Prevention Unit

Others (Specify)

st e e

1
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1

2.6 DIRECTED PATROL

The following questions apply to those departments with 2 direc?ed.
patrol program. If not appropriate to your department, please indi-
cate in the space provided and proceed to questien 2.7

NOT APPLICABLE K]

2.6.1 Describe, by checking one or more of the following, and quantify
the department's directed patrol activities during the quarter.

E] Community Education and Organization
0] Tactical Deployment

[ saturation Patrol

. Investigative Follow-Up

E] Other. Please indicate ‘

2.6.2 Total number of directed patrol plans/runs prepéred .
2.6.3 Number assigned/dispatched .

2.6.4 Number completed as scheduled .

2.6.5 Number canceled, delayed, or interrupted .
Optional

2.6.6 Number of hours consumed during the quarter by directed patrol

2.6.7 Number of arrests attributed to directed patrol activities .

[

60

2.7 WARRANT SERVICE

2.7.1 Felony warrants issued in the quarter 247 .
2.7.2 Felony warrants served in the quarter 184

g h

1

2.8 ICAP TRAVEL

2.8.1 Describe travel undertaken with ICAP funds -~ to other departments

conferences, or training sessions -- during the quarter.
attendance at ICAP cluster meeting). Indicate the individuals who

made the trip, the dates and pu
: rpose. Attach to the Quarterl
trip reports completed by those who made the visits. ? ey Report,

N/A !

(Exclude

2.8.2I ggscribe vis%t§ Wade to your department by other }CAP‘departments
ndicate the visiting department individuals who made the trip, dates

and i
gzneral purpose (g.g., to observe crime analysis unit operations
provide technical assistance in crime analysis, etc) |

November 20, 1980: ' ’

Memphis P.D.: Earl Clark and three other members

of M.P.D. visited S.J.P.D.

to gain technical assistance
regarding Mobile Computer Terminals.




SECTION 3: PROJECT ACTIVITIES

This section of the report is to capture the unique activities of
each ICAP department, -and to document those activities in relationship to
stated individual project objectives. Each agency's implementation plan
and schedule will be the basis for assessing agency activities and re-
sults. This section of the report includes Quarterly Objectives, Present
Activities/Results, Problems Encountered, and Status of Implementation.
Grantees should follow the instructions provided for completing each section.
Additional sheets and appendices may be attached as required.

3.1 Quarterly Objectives: Major implementation steps and objectives for
the reporting period are to be listed. These should include all
objectives for the reporting period which are included in the Project
Implementation Plan. ‘ '

3.1.1: Complete functional development of Operations
Support Unit (0OSU). ’

3.1.2: Test O0SU functions including Automated Case Fnrich-
ment System (ACES) enhanced with new disk drives.

3.1.3: Complete OSU staff selection and trainina.

»

3.1.4: Start OSU operation November 23, 1980

3.1.5: Complete patrol district/beat restructuring project
in anticipation of January 18, 1981 implementation.

3.1.6: Accomplish ICAP project closedown process.

<
-~
o
Loe
-

hitd

L%

s

Pregsent Quarter Activities/Resui:cs: Provide the highlights of the
report period's project activiti@s and the results obtained. Activities
should be presented in a brief turimat, and linked directly to the ob-
tives listed above. Significani activities which do not directly
support a specific objective may be presented under the category of
"Other'". Detalled appendices may be attached as deemed necessary. To
the extent possible, answers should be quantified.

3.2.1: Functional development of San Jose's Operations Support

Unit was completed in anticipation of a November 23.1980
implementation date. An Automated Case Enrichment System

(ACES) purchased with ICAP second grant funds has been

enhanced with new disk drives, purchased with third grant
funds. (See attached narrative final report for details.)

3.2.2: Pre-implementation qufing af a11 05U fupctions was
accomplished by in-house and ICAP staff.

3.2.3: 0SU staff selection and training was accomplsihed during
this quarter.

*

3.2.4: 0SU operations began_a phased implementatian Nrocess. on
November 23, 1980. Al] burglary and receiving stolen
pProperty cases are being processed th?ough the O0SU using
an expanded "Managing Criminal Investigations", unweighted

solvability factor, approach.

3.2.5: A comprehensive patrol district/heat restriucturing peg
was completed by a team of in-house and ICAP staff. A
proportional allocation of patrol resources was also
accomplished by the team using the previously published
San Jose Allocation Method.

1

3.2.6: Closedown procedures fovr TCAP projects wevre accomplished.

NOTE: A detailed description of above activities is attached

to this report.
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3.3 Problems Encountered: Briefly outline the problems encountered,

corrective actions planned, and changes in program objectives or
schedules.

See attached narrative report.

(92}

*

Stactus of Implemeniation: Using the following code, indicate the level
of success attained for each of the objectives listed:

@ '"1" reflects an objective partially attéined
s '"2" indicates an objective totally attalngd
e "0" indicates that the objective was not implemented

Additional information may be provided in explanation of the assigned
rating. :

3.1.1 - 2
3.1.2 - 2
3.1.3 - 2
35.1.4 - 2
3.1.5 - 2
3.1.6 - 2

o

FINAL REPORT
INTEGRATED CRIMINAL APPREHENSION PROGRAM
Grant #79-DF-AX-0077
San Jose, California

July 1, 1979 through December 31, 1980

This Project was supported by

Grant Number 79-DF-AX-0077 awarded

by the Law Enforcement Assistance
Administration-United States

Department of Justice. Points of

view or opinions stated in this

report are those of San Jose Police
Department and do not necessarily
represent the official position of

the United States Department of Justice.
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; Final Report for Grant 79-DF-AX-0077
TABLE OF CONJENTS ‘ ygﬁ Integrated Criminal Apriehension Program
s San Jose, California
. . (Grant Period Covered - July 1, 1979 to December 31, 1980)
PREFACE . : S idd
ACKNOWLEDGEMENTS - iy PREFACE
I. BACKGROUND | 1 1 This document constitutes the final report.for the LEAA grant indicated
$ﬂ§ g;$¥ce Department i above. It is organized in five sections: Section I, Background, provides
The Project 2 information about the City of San Jose, the Police Department and some
IT. GRANT ADMINISTRATION 3 introductory data about the project; Section II, Grant Administration,
égg}}gigion and Adjustments : 2 : describes various aspects of adminigtration connected w{th the project;
Eggg$réza]uation ; i Section III, The Project, the main portion of the narraﬁive, describes in
Rg;;g?zlrgz?lgagigg]ggg Coordination with other ?rojects : i% some detail the history, progress and product of the project; Section IV,
I THE PROJECT 15 Conclusion, is devoted primarily to a brief assessment of the actual and
ICAP National Program Concept - 15 | expected benefits of the product produced by the projecé; and Section V,
fE\ ggz;z of the Department ig ' if Appendices, contains the principal documentation associated with the project,
‘ ?ﬁzuégzegagﬁht '; %8 | | that is related to Section III, The Project, above.
égﬁli???iiﬁiggse control Section P gg i The grant on which this document reports is actually the second of
%:}gimgg?;%ségoiggﬁgzgon Section gg % ~two parts of a project. The first of these was the research which determined
Results . 40 E the need for and developed an Operations Support Model. This was accomplished
Iv. CONCLUSION | under grant number 78-DF-AX-0036 (termed ICAP-I) which covered the period:
8??Ei?lg;;egngggzrngiﬁling project : jg § June 1, 1978 through June 30, 1979 (with an extension until February 15,
v APPENDICES ’ 1980 for the express purpose of expending equipment funds). The final
A. Computer Equipment Purchase Documentation Aol report for that grant indicated that it was, in reality, an interim report,
g: S%géiégé ﬁeggg:ag?gggaglggéigoﬁgzz;ng Flow Charts g:i o since it represented only the first half of the project - the research and
2: E;gx EE::E - 852£g§182: gﬂgggig mg?i1 g:i: development phase - with the implementation to follow in the subsequent
g: g;ﬂeF;rmgtion Studies of S.J.P.D. Report Processing Function g:% (present) grant. The present grant has been devoted to the implementation
@E\ ?: E;Z;?iESé?ﬁ:Eoﬁ?ztEggggziQ%eggigigfriézgggt) H-1 %3\. ; e of the product of the previous grant. For fhe purposes of this report
W B T e the present grant shall be referred to as ICAP-II.
) ’% i
E
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tration, and to our elected officials, our thanks are due and hereby
given.

Within the Police Department there are so many who helped that it
is really proper to thank the Department as a whole. ye particularly
appreciate the strong support and helpful guidance of the Chief of Police
and his staff. The Research and Development Division,‘commanded by
Lt. Bill Gergurich, and later Lt. Mike Maehler, were so much involved
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I. BACKGROUND

The City

San Jose is a city of approximately 610,000 residents, situated at

the southern end of San Francisco Bay. Like other local governments in

- California, San Jose is attempting to cope with severe budgetary restrictions

as a result of Proposition 13, a voter initiative passed in June 1978, which
drastically reduced property tax revenues. This situation demands that the
City do everything possible to utilize its present rescurces to the fullest

in order to maintain at least current levels of service.” The ICAP Project

represents a part of that effort.

The Police Department

The San Jose Police Department operates from a central location in
the Civic Center area near downtown San Jose, except for-several small
specialized units which are quartered in other facilities. The Department
has a sworn strength of 850 which is augmented by 260 non-sworn employees.
This represents a ratio of approximately 1.4 sworn officgrs per 1000 citizens,
one of the lowest officer to citizen ratios for a city of this size in the
nation. Over the past 20 years, San Jose has experienced considerable
growth. During the Tast several years this has been greatly accelerated .
and a high rate of growth is anticipated for some time to come. This
phenomenon, considered in the 1ight of the budgetary restrictions discussed
above has created a problem for the Department, since it can be expected
that only Timited increases in strength will be possible under the circum-
stances, at least for the foreseeable future. In order to maintain the

Tevel of service the City Council and the Department desires - and the

citizens demand - it is necessary to find ways to better employ the resources



which are available. That need has peen addressed by the ICAP Project
in the development of a model which is making substantial contributions

in the area of efficiency when operated as the Operations Support Unit.

The Project '

The project is engaged in the conceptualization, development and
implementation of an operational entity which will improve the handling
of various types of crime and incident reports such that greater efficiency
is realized in both the paper flow and operational areas. The work is
divided into two segments: 1) conceptualization and development, and
2) implementation. The first of these two segments was accomplished during
ICAP-I. The second (implementation) constitutes the work of ICAP-II.

The Operations Support Unit, as this entity is known, is a response to
the need for better employment of existing resources described above.

Organizationally, the project has been placed in the Office of the
Chief, with the Assistant Chief of Police as Project Director. The Project
Manager is a Police Sergeant, who is responsible for thewday to day operation
of the project. The Project Manager is supported by a staff described
under Grant Administration. In addition to the ICAP Staff "itself, the
project has been closely associated with the Department's Research and
Development Division which has facilitated a mutually beneficial continuous
exchange of information.

Since what is now the ICAP Project (ICAP-II) had formerly been the
Patrol Emphasis Program, and then ICAP-I, there was no period of gaining
"acceptance" either in the Department, or in the rest of the City Government.
Consequently, the project has, from the beginning of ICAP-II, enjoyed the
support not only of various entities in the Police Department, but of the

City Government, as well.

-

2

II. GRANT ADMINISTRATION

Application and Adjustments

Following submission of a Grant Manager's Project Summary and a
formal application for assistance, the Grant Awar? in the amount of
$333,333 (including 10% City cash match) was approved on June 19, 1979
and indicated é grant period from July 1, 1979 to December 31, 1980.

During the course of this grant, a total of four adjustments were
applied for and approved by LEAA. The details of these adjustments are
as follows: :

Adjustment #1: Approved by LEAA on September 24, 1979.
Reallocates funds between categories to j
increase Personal Services, Travel, Supp1ies,
and Indirect Cost.

Adjustment #la: This adjustment was erroneously numbered‘#l
by LEAA, hence is 1isted as la. here. .
Approved by LEAA on November 13, 1979. .
Retires the Special Condition in the Grant
Award which required submission and approval
of a current EEO plan within 120 days of award.

Adjustment #2: Approved by LEAA on March 24, 1980.

Grants approval for sole source contracting
with Hughes-Heiss and Associates for local
evaluation.

Adjustment #3: Approved by LEAA on June 24, 1980
Reallocates funds between categories to
provide $40,500 for purchase of computer

equipment to expand the DEC PDP 11/34 system

purchased under ICAP-I.
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Staffing
The staffing at the beginning of this grant consisted of twelve

positions funded by LEAA:

1 - Police Sergeant (Grant Manager) ‘

1 - Statistical Analyst

2 - Staff Analyst II

1 - Analyst I

2 - Typist-Clerk II (1 vacant - to be eliminated)

5 - Staff Aides (Part-Time)

During the course of the grant the following personnel changes occurred:

July 9, 1979 - A Staff Analyst II was hired to repléce the lead

analyst who resigned in June, 1979.

August 19, 1979 - The Project Manager, a Police Sergeant, was
removed from grant funding and placed on City General Fu;ds. No change
of function or personnel occurred as a result of this action.

September 24, 1979 - One Typist-Clerk II position deleted per
Grant Adjustment Notice approving budget adjustment.

October 19, 1979 - The Analyst I resigned from the grant. This
position was not filled again.

October 31, 1979 - Deletion of Analyst I position and addition
of two Staff Aide positions authorized by the City. Phone authorization
from LEAA (David 0'Connor) obtained the same date. Followup letter of
authorization obtained from LEAA on January 22, 1980.

' January 20, 1980 - One Staff Aide hired.
January 23, 1980 - One Staff Aide hired.
February 22, 1980 - The Statistical Analyst resigned from the grant.

This position will not be replaced. Functions will be absorbed by SJPD

Research and Development Division.

<

\“‘A)‘

May 2, 1980 - One Staff Aide resigned from the grant. The position

was not filled again.

June 8, 1980 - One Staff Aide reclassified o new category of Staff
Technician. (See explanation below)

September 5, 1980 - One Staff Aide resigned %rom the grant.

November 13, 1980 - Staff Aide position filled.

November 24, 1980 - Qne Staff Analyst II transferred from ICAP to
Operations Support Unit.

In addition to the "regular" staff shown above, thé}e is one other
position which requires mention. The Project operates as a unit in the
Office of the Chief of Police, with the Assistant Chief Hesignated as
Project Director. In addition to providing policy dirégtion, the assistapce
of the Project Director in Tiaison with the City Mahager, the City Council,
and, on occasion, outside agencies has been invaluable fb the project.
Further, the placement of the project at this Tevel and‘the appointment of
the Assistant Chief as Project Director has clearly demonstrated to Sub-
ordinate managers and staff the commitment of top management to the project,
which augmented greatly the credibility of the project within the Department.

Problems in staffing during the period of this grant Qere external in
origin. Passage of Proposition 13, and the anticipation of Proposition 9,

a ballot measure which would further reduce City revenue, would pass,
resulted 1in the City Government instituting a "hiring freeze.™" This action
made it difficult to obtain approval to change the position structure of
the project as changing needs dictated. In the case of a vacancy in an
already established position, it was possible to fi11 the positicn, however
the hiring process involved delays, sometimes of considerable length. These

delays had a negative effect on the functioning of the grant. Had this
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development not occurred, the work of the grant would undoubtedly

iti i ituation
been able to progress more smoothly and expeditiously. This situa

i d the
was alleviated somewhat in June, 1980 when Proposition 9 failed, an

i degree.
hiring freeze was relaxed in some deg ‘

. th
During the period of the grant, the City of San Jose contracted wi

t to conduct an in-depth study of the non-sw
£ the results of this study was the establishment

orn, non-managerial
a consultan

personnel structure. One o

s . : des
of a new class of employee called Staff Technician. This class proviae

help (full or part time) to analytical’ personne], and is

paraprofessiona1

As a
of more highly technical nature than the category of Staff Aide.

s
result of this study, one of the Staff Aides employed in the grant wa

fied
found to qualify as a staff Technician, and the pos1t1on was reclassi

accordingly. . .
ICAP Staff funded by LEAA at the end of the grant period (Decem s
1980) was as follows:
1 - Staff Analyst 1I

1 - Typist Clerk 1I

1

1 - Staff Technician

5 - Staff Aides (Part-time)

he
At the termination of the grant, all Staff Aides and the Staff Tec

Police
nician were transferred to City General Funding, and remained in the

i jod. A1l
Department performing the same duties as during the arant period

in in Ci i nsferred to
other personnel who chose to remain in City service were tra

i ifi i itions were
positions commensurate with their qualifications. These posit

trans-
with other City departments. One Staff Analyst IT had already been

ferred from ICAP to the Operations Support Unit, as noted above.

T
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Property

In the area of equipment, no funds were budgeted for this purpose in
the original grant award. A1l necessary office furniture and equipment
had been acquired during the Patrol Emphasié Proqram grant period, and it
was not necessary to purchase additional items of this kind for the ICAP
Project.

During ICAP-I, the grant purchased a Digital Equipment Corporation
PDP 11-34 computer system. The primary use to which this equipment has
been put is the housing of the Automated Case Enrichmen% System (ACES),
the first file of which was an autohated Field Interview Report file.
This system also has the capability of performing some éasic word processing
(actually text editing) functions. In addition, sevefa] other applications
are being considered for the system. It was recognized at the time the
system was acquired that some future expansion would be‘needed. During
ICAP-1I, an assessment was made of the capabilities of.the system with its
present configuration (CPU, two 5 megabyte disk drives, :one printer and
two CRT terminals, one of which is a systems terminé] and so restricted in
its use). It was determined that several enhancements would be beneficial.

While core memory (256 K Bytes) was sufficient for our needs, storage
for data was sadly deficient, even considering the Field Interview File
system alone. For this reason, it was decided to increase the storage
capacity by adding two disk drives with a capacity for 60 to 100 megabytes
each. This would provide for the needed storaqge, and give backup capability
as well (vital in case of a head crash, etc.).

It was noted that the original configuration included one printer and

two CRT terminals. One of the CRT terminals is in the Records Division,

together with the printer. The second CRT terminal is a systems terminal



and is located next to the CPU in a room remote from both Records Division
and Crime Analysis, the other prime user of the system. No terminal, hard
copy or screen, was present in or near the Crime Analysis Unit (which is
physically located approximately 450 feet from Rgcords Division), making
it very inconvenient to use the system. To correct this deficiency, it
was decided that one additional CRT terminal and one additional printer .
should be acquired and located in the Crime Analysis area.

These items were only the most pressing needs, and, together with the
expansion chassis for the CPU (needed because there wasrno room available
to install the controller for the disk drives) and the controller for the
disk drives“‘represented a purchase estimated at approx%mate]y $40,500.

It was found that this amount could be made ava11ab1e.from ICAP funds due
to some underspends in other categories. Accordingly, a budget adjustment
was prepared and submitted to LEAA, resulting in a Gran% Adjustment Notice
dated June 24, 1980 resulting in reallocation of funds.among categories
and authorizing $40,500 for equipment (previously zero);

Having secured fhis authorization and having prepared specifications
in the interim, a request for proposal was sent to seven firms which would
be likely to be able to supply the equipment. Four of these responded.
International Data Services, Inc. of Sunnyvale, California was selected
as the successful vendor on the basis of being the Towest responsive bidder,
and the necessary documentation was prepared (including a lease versus
purchase analysis) for forwarding to LEAA, through Search Group, Inc.,
Sacramento, California, for approval. Purchasing Division, meanwhile,
took the necessary steps to obtain City Council approval of the purchase.

Federal approval was given for the purchase October 30, 1980 and was

received via Search Group, Inc. A purchase order was issued on November 6,

W

1980 to International Data Services, who delivered the equipment on
December 11, 1980 at the bid price of $40,187.78 (including sales tax).
This price did not include installation.

A1l the equipment being purchased was of Digita1 Equipment Corporation
(DEC) manufacture. In order for the equipment to be eligible for inclusion
under a DEC maintenance agreement, it must be inspected and certified as
eligible by a DEC maintenance representative. To facilitate this, a
purchase order was issued for DEC to install, inspect and certify the
equipment at a price of $1500.00. This process was coﬁb1eted on December 23
and 24, 1980. 1

The equipment purchase approval documentation will be found as

Appendix A to this report.

It was mentioned earlier that the equipmenﬁ purchased with grant
funds, as described above, represented only the most pressing needs in
this area. Also needed are additional items of hardwafe (beyond those
discussed here) and software enhancements amounting to between 40 and 50

thousand dollars, which the City expects to provide as part of its ongoing

commitment to this project.

Loca] Evaluation

City policy dictated that a formal evaluation was needed for ICAP-II.
In addition, the members éf the project itself felt that a neutral party
assessment would be beneficial to aid in determining what, if any, changes
were needed to improve the product of the ICAP Project, the Operations
Support Unit. Therefore, the decision was made to contract with a consul-
tant to accomplish this.

As part of the contract for evaluating ICAP-I, Hughes-Heiss and

Associates of San Mateo, California, developed an evaluation design for
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ICAP-II. Because of this, and beccuse of their familiarity with the
Project and the Department, gained during the evaluation of ICAP-I,
togethér with the high quality of their work in ICAP-I, it was considered
that the Project, the Department, the City and LFAA would all be best
served if the services of the same firm could be obtained to evaluate
ICAP-II. The advantages appeared to be several: 1) the expense of the
RFP process would not be necessarys; 2) the process of familiarizing the
consultant with the Project and the Department would be eliminated;
3) this firm would be following a research design whicg they developed,
saving the time and expense of deveioping a design as part of this contrscts
4) the total fee would be substantially Tower than it Qbu]d be with a new
consultant. Preliminary inguiry of Hughes-Heiss indiéated that the fore-
going was, indeed, the case, and they indicated a total fee of $12,100
would be acceptable. This is a figure substantially 1o;er than could
reasonably be expected with another firm performing aﬁ evaluation as detailed
as that called for in the research design mentioned above.
This information was communicated to LEAA in Washington, accompanied
by a request for authorization for sole source contracting with Hughes-
Heiss and Associates. This request was approved by LEAA in Grant Adjustment
Notice #2, March 24, 1980. A contract was concluded between the City and
Hughes-Heiss on May 23, 1980, under the terms on which that firm was to
evaluate the Project and its product, the Operations Support Unit, according
to the evaluation design developed under the contract for evaluation of
ICAP-I. The contract price for these services was $12,100, the amount
previously quoted.

The report of this evaluation is found as Appendix H.

-10-
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National Evaluation and Coordination with Other Projects

The San Jose ICAP Project fully recognized its responsibility to
cooperate in the National Evaluation Program. This responsibility was
fulfilled through two media: Tlocal evaluations performed by independent
outside consultants on the San Jose ICAP Project;'and submission of
quarterly progress reports containing detailed information regarding the
activities and progress of this project. Prior to September, 1978, these
reports were submitted in a form which was primarily narrative in format,
consistent with direction received from LEAA. For the ﬁériod beginning
September 1978 until the present, a more structured reporting format
developed by LEAA has been used. In this connection, 1t‘shou1d be noted
that, in order to respond as fully as possible to the data needs of LEAA,
a number of changes were found to be needed with regard to fnformation
not routinely collected by the Department. Since some o% this information
is derived from automated systems, it was necessary to Write a number of
new programs to access the data base and retrieve the information in the
form required. Other items are not under the control of the Department,
but had to be obtained from agencies not part of the City government.
These items also required new reports to be produced by auéomated systems,-
and, hence, new programming - in some cases, extensive in scope. This
effort was undertaken by request to the agencies involved, at Department
expense. Efforts have been ongoing to develop as comprehensive and refined
data as possible. This new data was included in the quarterly reports as
it became available.

Exchange of information with other law enforcement agencies has long
been a policy of the San Jose Police Department. During the period of

ICAP-II, and of ICAP-I and the Patrol Emphasis Program which preceded it,
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a significant increase in requests for information has occurred, compared
to past experience. We attribute this to our greater use of relatively
sophisticated automated systems than is the case in many other agencies,
and to the fact that awareness of these systems by other agencies has
increased through the medium of the ICAP Program.‘ It is interesting to
note that this awareness is not confined to ICAP agencies, suggesting that,
in many areas, information is being disseminated by ICAP agencies to

agencies not participating in the ICAP Program. This is evidenced by the

fact that San Jose receives requests from both ICAP and %on—ICAP departments.

Most inquiries are received by mail or phone. The volume reached a point
which made it necessary to develop information packets oh the Crime Analysis
Unit and the Patrol Allocation Plan, the activities most frequently asked

about. Other areas in which interest has been frequently shown include

our computer aided dispatch system (in San Jose it is called CAPSS - Computer

Aided Public Safety System) and various other automated'systems used by
the Department. Every effort is made to respond to each,request promptly
and as fully as possible, whether or not the requesting agency is ICAP
affiliated. .

In addition to dissemination of information by phone or mail, a
number of requests were responded to by personal contact, either by hosting
a visit by representatives of other departments or by San Jose ICAP staff
visiting agencies to render assistance which required more than could
be.provided by phone or mail. San Jose was also represented at most
scheduled ICAP Cluster Meetings during the period of ICAP-II. These
meetings provided a valuable opportunity for the exchange of information
between participating agencies, in addition to the formal presentations

on the agenda.

-12-

Special activities, other than attendance at cluster meetings,

i S A

- undertaken for purposes of National Evaluation or information exchange
were as follows:

July 30-31, 1979 - Hosted visit by David O'Connor, LEAA/ICAP
Western States Program Manager. The visit was made to render assistance
in problem areas and to assess project progress.

September 26, 1979 - Dennis Moore, University City Science Center
(LEAA Contractor) visited to gather data and render technical assistance
in the area of quarterly reporting. N

November 29, 1979 - Hosted a visit by five members of the Jackson,

Mississippi ICAP Project. The purpose of the visit was for technical

assistance in the area of Operations Analysis/Resource A11ocation.

December 10-12, 1979 - An Operational Audit was conducted by Mike

| Lamson of the Sacramento office of LEAA.

March 19-20, 1980 - Three members of the Jacksonville, Florida ICAP

" Project visited to obtain technical assistance in several areas.
»

July 28-29, 1980 - Four members of San Diego Police Department visited

for TA on Patrol Allocation, Deployment, Decentralization and CAD.

August 18-19, 1980 - $.J.P.D. Crime Analyst attended a meeting of CASS

Advisory Committee at Simi Valley, California, to evaluate software developed

for CASS and in use at that location. This participation was funded by San

Jose ICAP Project.

- | November 20, 1980 - Four members of Memphis, Tennessee Police Department

visited to learn about Mobile Computer Terminals in use here.

Administrative Problems

% = Under "Staffing," the problem of delays in hiring staff due to the

, o hiring f i i i
ﬁ. g Treeze instituted by the City as a result of the passage of Proposition
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13 is discussed. Since this problem has already been dealt with under [l ITI. THE PROJECT

the appropriate heading, it is not necessary to discuss it further here. ' , e The principal product of ICAP-I was a conceptual design known.as
' Suffice it to say that, while some amount of delay and consumption of | the Operations Support Model, which has been, during ICAP-II, translated
staff time was occasioned by this, it did not result in loss of time such . into a working organizational entity called the Operations Support Unit.
that the final product was adversely affected."The implementation seament This Unit is intended to respond to three basic needs of the Department,
of the project progressed as planned. to fulfill the stated goals in the application for LEAA funding, and to
E further the overall accomplishment of objectives of LEAA's Integrated

Criminal Apprehension Program. Specifically, these are as follows:

- v

ICAP MNational Program Concept -

The concept of the ICAP National Program found on page 1-1, ICAP

. Program Implementation Guide (February 1978) is stated as follows:
The Integrated Criminal Apprehension Program (ICAP) represents
a recently developed police service delivery concept that

focuses on building a structured approach to the management

and integration of police services. The progrém has emanated

from the'accumu1ated experience and Titerature developed through
a number of LEAA sponsored police programs. The unique feature
of ICAP is that it provides a framework for the integration of
the various police service delivery functions and support
services. Further, it establishes a solid developmental base
for increasing overall effectiveness and efficiency of a police
organization.
&3 The Operations Support Model developed and implemented as the Operations

Support Unit by the ICAP staff of the San Jose Police Department addresses

the elements of this strategy directly by providing for a structured approach
to providing support services to management, patrol services and investigative

oo E services.

It utilizes experience and insights gained in a previous LEAA
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grant (Patrol Emphasis Program), and builds upon these. The model makes
extensive use of integration of various services now performed in the area
of support, but presently independent of each other. Enhanced efficiency
and effectiveness has been, and is, a prime goal jn the development of the
concept. The precise manner in which these objectives were attained will
be more clearly seen below, as the model is described in more detajl. It
is appropriate (and necessary) to refer back to ICAP-I activities since
ICAP-I and II were two grants which funded two segments of a single ongoing
effort to develop and implement the concept described. &t is therefore
difficult to speak of ICAP-II withouf reference to previous work under

L

ICAP-I (and to some extent, the Patrol Emphasis Program (PEP)).

It should be mentioned here that another ICAP objective, that of
technology transfer, has also been kept in mind during the development of
the Operations Support Model. The model (and unit) prov}des a basis which
other agencies, with sujtable adaptation, will find usefu1 in seeking to

solve similar problems. »

Goals Stated in Application

The overall goal as stated in the application for LEAA funding
in ICAP-I ids:
To increase the productivity of police manpower and strengthen
management and supervision's decision making processes that
allocate such manpower in order to effectively and directly
affect the potential victim, offender and opportunity for crime.
This broad goal was further defined by stating three sub-goals, each
of which included three objectives. The sub-goals were related to program

areas (labeled Program Area I, II and III, for convenience). They were

stated as follows:

-16-

Program Area I, Patrol Methodology and Rationale.
Goal: To improve the capability of patrol forces to impact

the occurrences of crime and meet the demands for other police

services.

1

Objective A - To improve Field Deployment and Strategies
and Tactics.

Objective B - To increase the amount of Police Officer
effectiveness in Patro] Operations.

Objective € - To minimize response time.

Program Area II, Apprehension Techniques and Effectjveness.
Goal: To improve the capacity and effectiveness of patrol and
investigative resources for apprehension of offenders.

Objective A - To increase the level and quality of investi-
gative resources available for apprehension acti;ities.

Objective B - To improve the procedures for preliminary

»

investigative and case assignment.

Objective C - To improve tactical deployment of special

units assigned to apprehension operations.

Program Area III, Supervision and Management Resources.

Goal: To strengthen management and supervision's capability in
improving and maintaining a high level of police officer productivity.
Objective A - To create a functional unity among Information

Analysis, Crime Prevention and Apprehension Operations.
Objective B - To systematically provide the information and
training needed by management to make decisions in allocating

personnel and deployment of manpower.
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Objective C - To improve the relationships with external 7 ‘ ' 43% Results Sought

agencies that affect police productivity. i Ly .- (a) Objectives. The major objective of ICAP-~II will be the successful
These goals, originally stated in ICAP-I, continued to be the goals . implementation of the Operations Support Model in the Department. That
of ICAP-II. Indeed, the fact that ICAP-II was a ?ontinuation of ICAP-I . . accomplishment will represent the achievement of the goals and objectives
would make this necessarily so. E of the Operations Support Model--to provide and gromote:

1 Consistency in information gathering, quality control, storage,
Needs of the Department b

) accession, and dissemination in the Department.
The three basic needs of the Department are essentially

_ : : Optimization of the utilization of 1line personnel in both the
simplified restatements, in practical terms, oﬁ the foregoing. X

A ‘ patrol and investigative functions.
The Department has a need to provide better information to f

Needed information for management and line personnel to enhance
management and supervisory personnel to assist {in decision-

] ) the police service delivery capability.
making as relates to utilization of available resources. ;

Timeliness in identifying crime patterns and suspect/offense
There is a need for better information for fieid officers, to

. correlations and advising management and Tine personnel
enhance their effectiveness in daily operations. A third )

of those conditions.

need relates to investigative personnel - specifically to

‘ ) Responsibility being fixed at all levels for the most effective
enhance their ability to solve cases. This third need is ;

L . and efficient completion of assigned tasks.
addressed in two ways: 1) by reducing the paperwork with which

‘ Operations/Crime Analysis information for informed management
investigators now cope, thus providing more time for field

< g e

. judgment  and improved line operations.
investigative work, and 2) by providing investigators with

Liaison within the Department and with the public being improved
more and better information with which to work.

and strengthened.
Through the Patrol Emphasis Program in San Jose, some of the goals

. . ; (b) 1. Performance Goals. The followina have been identified as
and objectives of Program Area I were addressed. The ICAP Project utilized ,

critical measures of progress achieved in terms of implementing ICAP-II -
and built upon the work of PEP, and so many areas which have already been é

’ Operations Support Model (0.S.M.):
greatly improved, will be enhanced still further through the impTementation wr ;

f Achieve basic operational status for the Operations Support
of the Operations Support Model. ' :

) Model not later than September 1979.
The specific objectives for the final phase of the project were

§ Complete and submit study of re-configuring beat structures
stated in the application for ICAP-II funding as follows: L

by January 1980,

-18- i
% -19-




D

3

Complete conceptual desiun of Operations Managers' Information

System by September 1980.

Initiate ICAP-II Phase-out plan by July 1980.

2. lImpact Goal. The ultimate goal of }CAP—II - 0.S.M. to
conceptualize and operationalize an organizational entity that will manage
the flow of information throughout the Department, perform and promptly
report the results of analyses of data on operations and crimes to the.end
that the administration is capable of providing the highest level of pro-
fessional police service to the community in the most e;fectiVE and efficient
manner possible. In this State at ﬁhis time, police chief executives are
faced with severely constrained budgets. Yet, crime ha% not appreciably
abated and the demand for police services has increased. Such conditions
impose upon police executives the necessity for defining‘and achieving

comparable goals. The éfforts undertaken in San Jose may serve as a mode]

for replication elsewhere.

The Research (Uperations Support Model)

Historically, the Operations Support Model began with a Reorganization
Task Force in the San Jose Police Department, which began work in August .
1977. A component of its overall study was the consideration of a centralized
operations support function. At that time, this function was not precisely
defined. The PER Project participated in the work of the Reorganization
Task Force, which was composed of experienced and knowledgeable representatives
of the various operating and administrative units of the Department. The
final report of the Task Force was pubiished in June 1978, the month which
also marked the beginning of ICAP-1. In the report, attention was given to
some aspects of what has become the Operations Support Model, but none of

these was treated in depth, nor were the elements brought together to

-20-

| - “
P e —
,

comprise a single functional entity. It became the task of ICAP to perform
the extensive research needed and to develop and implement the concept of
the model.

| Prior to and during ICAP's participation in Fhe Reorganization Task
Force, the PEP/ICAP staff engaged in a number of other activities, each
of which was ultimately to contribute to the development of the model. As
early as October 1976, the PEP staff provided support in the system'deVe1op-
ment of the Records Index System II (RIS 11, an automated records index -
system housed on Santa Clara's computer system), and thé Computer Assisted
Public Safety System (CAPSS, a compﬁter aided dispatch system). An analysis
of the management of the Juvenile Division was done, beéinning in April 1977,
and in July of the same year an analysis of sex offensés was performed.
An in-depth study of the Court Liaison function was also initiated in that
same month. '

As a result of the participation in the Reorganizétion Task Force and
the other activities cited above, by June 1978, when the ICAP-I grant period
began, a great deal of data on current resource management and deployment
had been gathered and analyzed. Two conclusions were formulated based on
the analysis. First, the data indicated that many of the problems hampering
the operating areas investigated were traceable to the flow of records and
information. A number of problems which appeared initially to be internal
to the operating units studied actually turned out to be problems external
to the units and not solvable except to the extent that the records and
information flow could be altered. Secondly, data indicated that the
records and information flow in the Department was excessively complicated
and inefficient. This condition had adverse affects on most, if not all,
areas in the Department. The evidence also indicated that it would not be

productive, and might even be counter-productive, to attempt to superimpose
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a new:entity on the existing records and information flow. The most
Tikely result of so doing would be that of adding to the complexity.,
thereby increasing, rather than alleviating, the problem. The alternative:
was a complete restructuring of the records and information flow, and it
was this course that ICAP undertook to follow.

To accomplish the task of restructuring, it was necessary for project
personnel first to have an intimate knowledge of the existing system,
since only with this knowledge could the system be effeftively altered. -
Simply scrapping the present system‘en toto and beginning anew was not
considered a viable approach. Were such a method to be*advocated by ICAP,
it was felt that the ICAP Project would suffer a great Joss of confidence -
confidence which it enjoyed at the outset of ICAP-1 as a result of the
accomplishments of PEP, its predecessor. This meant, t?en, that the entire
system of report generation, document flow and informa?ion flow would have

to be studied in great detail followed by sound recommendations for step

+
E

by step changes in procedures and work flow.
As a result of this decision, the initial four months of ICAP-I
(i.e.,June through September 1978), were devoted to two principal activities,
carried on concurrently; 1) a period of intense gathering of highly
detailed data needed for flowcharting the entire report generation and
document flow processes; 2) a series of on-site visits, meetings, analyses,
and comparisons. By the latter part of September, extensive data had been
gathered, analyzed and compared, rechecked, further analyzed and compared
again until all the data was consistent. Concurrent with this data gathering
process, a search of the literature was done to determine whether the
concept of an Operations Support Model had been explored in some other

. . . 0
agency. It was found that, while various features of the Model had bee
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impTemented elsewhere, there was no evidence that the total concept had
been tried previously.

Next, it was necessary to present this data in a readily useable
form. The next three months were consequently d?voted to flowcharting
the entire system. Despite the amount of data é]ready'c011ected, the
complex nature of the system made it necessary to make still further
inquiries and observations during flowcharting as the process disclosed
real or apparent errors. In December 1978, the flowcharting was essentially
complete, although some minor changes were needed in tﬁé months following.

The resulting flowcharts will be found in Appendix B.

*

The second principal activity that was carried on during this period,
concurrent with the data gathering and flowcharting, was that of model
development. During the data gathering phase, & preliminary concept of
the nature of the Operations Support Model was formed a; a result of
discussion and comparison of ideas presented by variougimembers of the
ICAP Project and some input from sources external to the Project. It
was essential throughout the activities of the project, and especially
crucial in model development, to encourage the free flow of ideas not
only among members of the Project itself, but among Project members and
all interested parties. Since the Project had a high level of acceptance,
many valuable ideas were contributed from resident staff in the Department.
As the data gathering and flowcharting progressed, the conceptual model
was refined so that when flowcharting was completed (December, 1978) a
fairly sophisticated model had been developed.

It was now possible to represent the model schematically from a
structural and a functional standpoint. It was also possible, with the

aid of the flowcharts developed for the existing system, to flowchart the

-23-



Operations Support Model. The months January through June, 1979, were
largely devoted to these activities, to preparing material descriptive

of the proposed functions and staffing, etc. of the Model, and to develop-
ing a plan for implementation. ‘

Selected schematics of the model which show the major steps in
development are to be found in Appendix C. The last two of the series
(Appendices C-6 and C-7) show the final version, the first being a structural
presehtation, and the second a functional one. The flowchart of the
Operations Support Model corresponding to the schematié'diagrams will be
found in Appendix D. Funding and ofher impediments made it necessary to
alter, somewhat, the 0.S.M. in implementation. A f]owchart of the Model
as implemented will be found in Appendix E. A comparison of the flowchart
of the Model with that of the original system (Appendix.B) will convey a
sense of the dramatic change the Model achieves. This same comparison,
when it is recalled that the changes were made incremeﬁta11y on the basis
of study of each individual function rather than simplysscrapping the old
and devising the new system, will provide graphic indication of the magni-

tude of the problem, and, hence, the task, of the Project staff during the

ICAP-I grant period.

Implementation

The ICAP-II Project was committed to two major efforts; 1) the
successful establishment of an Operations Support Unit in the San Jose
Police Department; 2) completion of an analytical proaram to re-configure
the patrol "beats.” The narrative in this section is intended to document
the most important aspect of ICAP-II; how the Operations Support Model,

was implemented and operates.
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At the beginning of ICAP-II, a model which promised a successfu!
solution to the problem of information flow was available, having been
developed in ICAP-I. It was now necessary to implement the Model as a
unit. To do this required additional research bgyond that which was
completed in the development of the model. The developmental research
focused on the flow of documents within the Department, but took little
notice of how many documents were involved, nor were time factors critical
in the earlier research. Implementation would require considerable,detailed
information along these lines. Consequently, beginniné in July, 1979, a
series of studies, collectively terhed Report Processing Studies, were
done which measured numbers of documents generated at v;rious
times, workload at different times of day and days of the week, and
provided detailed informaticn on processing procedures, including time-motion
studies. Every effort was made to insure that the stud}es represented
typical periods of time so that they would form a good.historical base
for determining what the staffing levels should be in the Operations
Support Unit. They would also point to specific skills that would be
needed. The Report Processing Studies were the major effort of the Project
through the month of September. The results of these studies may be found
as Appendix F to this report.

On July 1, 1979, a Police Lieutenant was appointed Commander of the
Operations Support Unit. Following a brief period of familization, he
embarked on a series of meetings with representatives of Patrol, Records
Division, and Investigations. The purpose of these meetings was twofold:

1) to orient those who would be primarily impacted by the institution of
the Operations Support Unit, and 2) to solicit input from these persons

as to how best to accomplish the change from one system to another with
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the Teast amount of upheaval in day to day operations. The orientations
were riecessary since, though command staff and management were somewhat
familiar with the concept of the OSU (and even they, it turned out, were
not as familiar as they needed to be), subordinape Tevels in all three
areas were quite unfamiliar with the proposed change, with the exception,
of course, of those particular individuals who had worked with the ICAP
staff in the research done during ICAP-I. Cooperative effort would be
needed on the part of a wide spectrum of people at all levels, as implemen-
tation proceeded, and so it was vital that these peop]é have a clear under-
standing of just what it was they wére being asked to cooperate in doing.
How important and useful these orientations were was ev}dent time and time
again as implementation of the OSU proceeded. The second aspect of these
meetings - solicitation of ideas - was also important. It will be recalled
that, during the development of the model upon which the Operations Support
Unit is based, ideas were solicited from various peopfé outside ICAP, with
beneficial results. Because the new unit would impact 'a broad spectrum of
people and activities throughout the Department, input by these people
would be beneficial in two ways. First, greater insight was gained not
only concerning the positive impact, but the negative as well. Although"
the negative impact was found to be minimal, it seemed important to attempt
to neutralize any negative effect (real or perceived) to the maximum
feasible extent. Feedback, both positive and negative, was received at
each stage of implementation, and many of the suggestions were incorporated
into the changeover. The second benefit was the realization of a low level
of resistance to the change in procedures. Change of any kind can be

perceived as threatening to many. This perceived threat, combined with

inertia which affects many others, has often proven a formidable barrier
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crime types, and "debug" the system as problems arose. The experience of
others, both in San Jose and elsewhere, when instituting broad orgapizational

change, led to the conclusion that this approach would be the more disruptive

and, should the system require adjustment (as we expect it will, inevitably), .

adjustment would be more difficult to accomplish because of the volume and
variety of the cases handled. The second alternative, therefore, was
selected by management as the more desireable. This method involved the
selection of one crime type which would be handled by the new OSU while .
othef crime types continued to be handled as before, be{ng added to the
responsibility of OSU 1ncrementa11y'as it proved itself able to absorb the
additional load and was able to acquire the increased sfaff to make handling
of other crime types feasible. (It should be noted that this phased imple-
mentation applies only to the Case Control Section. Crime Analysis and
Information Coordination were both in existence pyrior té the development
of the OSU, and were handling all crime types, and they‘continue to do so
as part of 0SU.) | L

The crime type selected for initial implementation of OSU was burglary.
Two reasons can be cited for this choice. First, there is sufficient
volume (t12,000 per year) to provide a good test of OSU function, while at
the same time providing needed assistance to the Burglary Investigation
Unit. Second, a high proportion of burglaries have 1little prospect of
solution in that solvability factors are low or virtually nonexistent.
That means that a significant number of these cases are "early closed"
(see the description of functions, below), and are not assigned to the
Burglary Investigation Unit, thereby freeing investigators from a heavy
unnecessary paper burden which they bore prior to implementation of OSU.

As indicated earlier, other crime types will be added to the OSU operation
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as the unit indicates its ability to handle them and as personnel
resources become available.

At the heart of the functioning of the OSU is the information
contained in the report submitted by the officer Who performs the prelim-
inary investigation. Since this is so, the ability of the patrol officers
to properly conduct a preliminary investigation assumes great importance.
With this in mind, sufveys were done to determine the level of this ability.
One survey involved the patrol officers themselves while another surveyed
detectives to gain their impressions based on the crime:}eports and other
material submitted to them as a resuit of preliminary investigations. The
results of the two approaches were surprisingly sim11ar,jand served to
point up both strengths and weaknesses in this vital area. Based on these
studies, training programs were developed to maintain the strengths and
correct the weaknesses found. This training will be con%inuous in order
to continue to improve the quality of preliminary inveétigations.

Several other important pieces of research were necessary before the
0SU could be made a functioning unit. Screening methods and solvability
factors had to be developed. A number of alternatives for each of these
was possible. ICAP staff worked together with Bureau of Investigations
staff as well as members of the Records Division to develop a system for °
case screening that was both efficient and agreeable to all concerned.
Solvability factors for use in determination of cases to "early close"
were devised, also by conference. Nationwide Titerature was researched.
An unweighted screening approach was se]ectea. The need to achieve a
consensus on these areas made this a rather time consuming process involving
many revisions before agreeiient was eventually reached. It is anticipated

that experience, over time, may well result in further alteration.
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The new procedures made it necessary to take a close look at the
forms which were being used to determine whether changes in them would
be necessary or helpful in implementing and operating the OSU. Particular .
concern was given the fact that greater use of auFomated systems than had
previously been the case might necessitate changes in format of report
forms of various types to achieve both consistency of data and ease of
entry into the computer systems. It was found that several forms needed
revision. There were also needs for forms which had not been used before,
and so had to be designed from scratch. These revisioné and designs were
undertaken with several purposes in‘mind. The forms had to be functional
with relation to the internal operation of the Operatioﬂs Support Unit.
They needed also to provide for the submission of information as complete
as possible while, at the same time, providing the patrol officer (in the
case of report forms) with a form which was easy and refétive]y quick to
complete, both to encourage completeness and to reduce; as far as possible,
the paperwork load on the patrol officer. With these criteria, it is
obvious that this was no easy task. In the developmenﬁ of the forms, a
considerable amount of time was expended in obtaining suggestions from
members of the Bureau of Field Operations (Patrol Division) and incorporating
these comments into the new forms where they were not inconsistent with
other goals. The end result accomplished, to a high degree, all the purposes,
as can be seen by reviewing the forms, shown in Appendix G. One form
deserves particular mention, since it represents a departure from past
procedure on the part of all patrol officers. This it the "Information
Bulletin for the Crime Victim." This form is found in Appendix G-3. The
form, besides providing a fairly large amount of general information to

the victim, also indicates the case number assigned to the occurrence, and

-30-

the status of the case. This means that the patrol officer now has the
responsibility to perform a complete preliminary investigation and make

. determination, based on the solvability factors discussed earlier, as

to whether the case will be submitted for follow-up investigation or not.
Of course, this initial decision can be chanéed by reviewing officers in
0SU, when justified, or upon receipt of additional information which would
change the "solvability" status of the case, but'norma11y, the recommendation
of the patrol officer performing the preliminary investigation acts as the
primary guide in this respect.

Staffing considerations loom Targe in the institution of any new

entity, and they were certainly a major area of concern in implementing

the Operations Support Unit. The problem arose in connection with the
Document and Case Control Sections, since both the Crime>Ana1ysis and the
Information Coordination functions were already operating entities in the
Department, and were staffed. For Case Control, however, personnel weould

be needed from one source or another, since this was an entirely new

entity. It is true that some of the functions had been performed by Records
Division personnel, but most had not. Originally, it was planned to acquire
the necessary clerical personnel from within the Records Division insofar as
it was possible to do so, and rely on new hiring only to a minimum extent.
Sworn personnel would be selected from among experienced officers dnd
sergeants in the Department. These officers would be replaced gradually

as new personnel ware hired and graduated from the academy. During the

last half of 1979 and the first part of 1980, the private sector in Santa
Clara County experienced a period of expansion which resulted in many job
opportunities and higher wage offers. Because of the severe financial
constraints imposed by Proposition 13, the City was unable to prevent the

loss of many of its employees, sworn and non-sworn. The resulting
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‘personnel shortage in the Department (and throughout the City government)

made it unfeasible to divert the necessary personnel from their present
assignments to staff the new 0SU. The solution was found in the availa-
bility of State of California Office of Criminal Justice Planning Mini-
Block Grant funds for Plan Year 1980. An application was prepared which
requested funding to support one Police Sergeant, two Police Officers,
and four Police Records Clerk II, together with certain non-personal
expenses. This request was approved on June 18, 1980. In addition to
the personnel supported by the Mini-Bicck Grant funds, the Department was
able to make available one Police Lieutenant (0SU Commander), one Police
Sergeant and Police Officer. This was enough to staff the 0SU provided
certain adjustments were made to the design. |

As has been noted, the design of the Operations Support Model is
quite flexible. This flexibility was now to prove valuable {as we believe
it will if and when other agencies attempt to implement a unit on the
same design). It was found that by consolidating the functions of the
Document Control Section and the Case Control Section into one entity,

the OSU could operate and carry out the functions called for in the design.

~The fact that management had already decided on a phased implementation

with relation to crime type (beginning with burglary) meant that the initial
volume would not be as great as it otherwise would have been. As implemented,
then, the functions of Document and Case Control are handled by one section
called Centralized Case Control. It is planned that, as the OSU proves
itself, and other crime types are added to its area of résponsibi]ity,

that additional personnel would be available for the increased workload
entailed. A determination will be made at the appropriate'time as to

whether a consolidated Centralized Case Control Section is the best way to
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continue, or whether it is better, because of volume, to return to the
idea of separate Document Control and Case Control Sections, as originally
envisioned.

The Operations Support Unit, as implemented, consists of a Centralized
Case Control Section, Crime Analysis Section-(Operations Analysis now made
a function of the Research and Development Div. ) and Information Coordination

Section. The functions of each section are briefly described below:

Centralized Case Control Section

- Collects: Al17 original crime reports, offense reports, citations,supple-
mental reports, property/evidence reports, etc. are being routed tb
the section. FEach police response is given a computer-generated
discrete jdentifier. Each document associated with the event is given
the same number.

- Audits: A "log" is generated by the Computer Assisted Dispatch System

| (CAPSS) at 0400 hours daily containing all events to which a response
was made. The log contains a “disposition code” indicating the closing
status. The code will indicate if a report(s) had been made. The
section uses the log to ensure that reports for each event have been
received. Any discrepancies noted are immediately reported to the
appropriate watch commander with a request that the décument(s) be
submitted without delay. The notification is documented and a copy
routed to the urfi 9n which the delinquency occurred. A "tickler"
file is maintained in the control section.

- Collates: A1l the documents associated With each event are then assembled
to form a preliminary case file.

- Prioritizes: The County "CJIC" System generates a report at 0600 hours

daily of all bookings by agencies in Santa Clara County for the
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preceding twenty-four hoqrs. The most qurrent custody status is

shown. The Section scans the report for San Jose arrests and for
custody status shown as "held." The associated case file is Tocated;

a worksheet is affixed with the label of "priority case" being assigned
(in this locality the Sheriff will release all arrestees after twenty-
four hours from initial booking if no complaint has been filed). The
"priority" notation alerts all personnel handling the document that
processing needs to be expedited and it must be received by the appro-
priate court liaison officer as soon as possible. If a complaint
received from the District Attorney is not filed prior to the arrestee's
release, an arrest warrant must be obtained, the suspect Tocated,
re-arrested and booked. This process provides the medium for early
identification of in-custody habitual offendérs which are priority
cases in the prosecutor's office.

- Distributes: When a case has completed processina within the Operations
Support Unit, it is faced with a sheet indicating the units or agencies
to receive copies. This section is responsible for reproducing the
document, as required, and routing it as indicated.

m'Revfews: A preliminary "sort" process is conducted at this step. Some
report(s) forms (cases) by their nature are not intended for further
investigation. Such items are identified and assigned low priority
for further processing, but also flow through the "Assignment" element
for verification of status of assignab11iﬁy. This unit is responsible
for ensuring all critical elements of each document are completed.
Inadequacies are handled in the same manner as in the "audit" function.

- Enriches: This section is furnished with computer consoles to access all

local, regional, state, and national criminal justice, and allied

. “X%'

(motor vehicles, drivers.11cense, etc.)‘information systems.

According to enrichment procedures established for each type of

case and the preliminary evidence reflected in the report, an

extensive data base search will be conducted. A1l results obtained

will be attached to the case. (Development and operation of this
component will be'supported by experienced investjgators and experienced
Police Records Clerks who will bring their experience, intuition, and
ingenuity to bear in directing the data base search process. )

- Evaluates: This is one of the most critical functions in the entire
model. It involves the evaluation of the merit of a case and determin-
ation as to whether further investigation is warranted. The criteria
for the case evaluation process have been developed. At present,
copies of cases "not to be assigned" are being routed to detectives
for information only. If the investigative commander wishes to assign
the case, justification for such action must be documented and severe
time constraints established for the supplemental investigation.

- Assigns: A formal case assignment procedure has been developed. This

| component will determine on the basis of the offense type, ages of
éuspect(s)/victim(s) the investigative unit(s) to handle the case
solely or jointly. The unit(s) of assignment are entered on the case
face sheet.

- Systems Entry: In the review and enrichment processes critical case
control (status-assignability) and crime analysis data elements are
highlighted. The data elements so indicated are entered into the
R.I.S. (Records Index System) and thus initiate the on-line status of
the case (Assigned/Unassigned/Unit(s)) and crime analysis elements

(crime type, Tocation, time, victim, suspect(s), witnesses, etc.).
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A responsibility of this'section is systems quality control. Supple-
mental reports received necessitate "calling-up" of the case on the
scéeen face. Quality control personnel ensure all data elements
recorded are correct'and that any errors are corrected without delay.
- Victim Liaison: In the event a case is determined not to merit investiga-
tive assignment, a brochure will have been provided the victim/reporting
party of that decision by the officer conducting the preliminary
investigation. The brochure also advises the recipient that in the
event they become aware of additional, related information it is
essential they telephone the Section at the number found in the brochure
and report the matter. The Unit records the information on a supple-
mental report form, re-activates the case, and routes it to the case

evaluation function for decision-making as to its assignability.

Crime Analysis Section

- Analysis: The Crime Analyst directs the activities of this section. 1In
the area of crime analysis, ready access to the crime event data bases
is available. Present production reports will be refined and expanded
as justification and resources warrant. Copies of reports of selected
target crimes (sexual and aggravated assault, robberies, burglaries,
etc.) are routed to the section and scanned by support staff in the
belief that reading only selected cases will promote the ability to
make early identification of pattern, trends, etc. Such speculations
will be tested by the crime analyst in programmed searches of data
bases. The function will provide management, operations, and line
personnel with'timely crime data of high utility.

The Operations Analyst, although disassociated from OSU and now

part of Research and Development, will impact OSU operations since he/
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she will continue research to re-evaluate the Patrol Allocation Plan,

expand the concept to other field units; and with more reliable work-

Joad measures for the investigative branch being déveloped as a result

of the functioning of the Operations Support Model, will initiate

% ' studies into investigative resource alloecation modeis. A set of

| 1imited management réports are generated by that section.

Analyst will assume lead responsibilities for the cu-ceptualization of
an Operations Managers' Information System. These products wj]] dove-
tail with those of the Crime Analyst to provide better information

for command and management use.

- Recommends: The Section develops and submits to management recommendations
for strategic/tactical deployments, allocations, etc., based upon the
results 2f the analytical process and any discernable, unique features

f!5. of identified series of events.

- Assesses: This section and the Operation Analysis Section in Research
and Development bear the responsibility for the in-house evaluation
of those plans and programs instituted by operations elements of the
Department upon the recommendations generated by this unit.

- Reports: ‘The obligation to keep management and operations informed as

! to the results achieved from functions performed by the section are

of the utmost importance. Strategic and tactical plans based upon or

i incorporated into such reports will be developed and‘imp1emented with-

out delay.

i Information Coordination Section

- Disseminates: The Department publishes a daily "Watch Bulletin" utilized

'r5\ by line members of this and other nearby police departments. That

function is performed by this section. Additiona11y, plans are being
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developed to expand the "Watch Bulletin," identify appropriate other
media (videotape, television time, cassettes, etc.) for the widest,
most effective dissemination of information that will facilitate

operations in the identification and apprehension of wanted persons.

Implementing this Model meant that additional personnel with specific
skills would be needed. Previous management coﬁmitments had been made to
reassign some existing staff to Operations Support, where they would
perform duties virtually identical to those they performed in their previous
assignments. Such reallocations could not satisfy personnel requirements
in the Case Control Section for two reasons: the first, that new and
special skills had to be developed in the staff selected for the Case Review,
Enrichment, Evaluation and Victim Liaison components; the second, that there
are not sufficient personnel, generally funded, to provide staff for assign-
ment to the above identified critical tasks.

It was determined that two levels of sworn personnel would be required
for the Review, Evaluation and Victim Liaison functions. A supervisory
sergeant would be needed to coordinate all functions of the section during
a shift. Most importantly, that individual would have final authority for
confirming decisions made by a police officer to early close, reclassify,
unfound, or reactivate cases and to make the screening and investigative
unit-assignment determinations. The supervisors would be required to acquire
new skills, but must also be generally regarded and respected for their
expertise in preliminary and supplemental investigative practices and pro-
cedures and their knowledge of existing prosecutorial requirements and
judicial philosophies. The police officers must have many of those same

skills but not to such an advanced degree. The distinguishing characteristic

between the two positions is that the police officer would recommend; the
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sergeant would be held accountable for the final decisions made. The
volume of work estimated to be flowing through the Case Control Section

supports the need for one officer and one sergeant on two shifts daily

- five days per week. The assignment of a sergeant also provides for overall

shift supervision.

The Case Enrichment function is performed by Police Records Clerks.
Essentia]]y, the staff selected must be trained to acquire a broad knowledge
of all existing criminal information systems and how to access the systems
in an interactive, dynamic fashion so as to obtain all possible information
related to fragmentary information elements contained in preliminary investi-
gation reports. Those selected for this specialized assignment must have
demonstrated knowledge of automated systems and especially an acute interest
in police investigatory practices and procedures. The personnel required
for such positions are in addition to the Police Records Clerks reassigned
from the Records Division, who are responsible for the Case Systems Entry
function. Two positions of Police Records Clerks are réquired for e;ch of
two shifts five days per week.

As mentioned earlier mini-block grant monies available for State of
California OCJP Plan Year 1980 were successfully requisitioned to support
the funding of two positions of police sergeant, two positions of police
officer, and four positions of Police Records Clerks to perform duties as
outlined in the foregoing. The utilization of block grant funds as proposed

reflects the commitment of the Department and the City to full implementation

of the Operations Support Model.
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Results (0SU)

The processing of all burglary and receiving stolen property cases by
San Jose's OSU represents a workload during first phase of approximately
40% of all felony cases handled by the Department. - The OSU reports that
it, during its first ten weeks of operation, screened out (held open but
inactive) 79.4% of the 3,266 cases it proceséed. This resulted in the
OSU's retention of responsibility for 2,594 cases. 20.6% of the total
cases processed (672) were sent to the Burglary Investigation Unit for
followup.
Highlights of the ICAP local evaluator's findings with regard to OSU
are that:
- Pre and post mesurements indicate positive changes in Burglary Unit
operating .. lerns.
¢ Patterns of time usage by investigators showed positive changes
in three areas.
® Investigator attitudes toward OSU impact showed moderate positive
shifts,
e A higher proportion of "assignable" cases are being assigned and
_receiving some followup.
o;Burg1ary.comp1aints filed have increased in number and in proportion
to numbers of assigned cases.
- Analysis of OSU. . .activities indicate that:
o Most Tow probability cases are being screened out by the 0SU.
o The great majority of cases forwarded to burglary are subjected
to enrichment. . .
e A high proportion of enrichment. . .activities are successful.

e About 11% of those cases forwarded to burglary by OSU had new

_.
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solvability elements added. . .

e . . .there appears to be a direct link between OSU enrichment
activities and ultimate disposition of those cases by Burglary
(Unit).

The 0SU manager's closing comment on the Unit's first status rebort
represents the majority opinion of all San Jése Police Department members
who are affected by the existence of the OSU. It merits repetition here.
"We are optimistic that we are on the right track and that the effort is

worthwhile."
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IV. CONCLUSION

Operations Support Model (Unit)

As can be seen from the information given above, the Operations
Support Model provides for an integrated, coordinated and efficient
means of providing direct support to the operational entities of the
Department. While many of the functions were already being performed,
they were not organized into a simple functional entity. It is antici-
pated that those functions will be enhanced by the very fact of close
operational relationship with other functions in the Operations Support
Unit, over a period of time. It is also anticipated that certain
functions, particularly Crime Analysis and Operations Analysis (although
not an OSU function, but part of R & D, an ICAP product, nonetheless),
will be expanded so as to provide even greater contributions to the
overall performance of the traditional police mission. We fully recognize
that because the Department does not operate in a static environment
some changes may be necessary as implementation proceeds. The Operatijons
Support Model has purposely been designed with this in mind. As can be
seen from the presentation above and in the appendices indicated, the
Model is flexible, and has been designed to meet changing requirements.
Indeed, its flexibility was crucial in enabling its implementation, as
discussed above. |

While the Model is designed to increase efficiency, and is expected
to result in savings over time, it did require a degree of financial
expenditure in the initial stages tovaccomp1ish the needed changes.

That financial need was met, in part, by State of California Mini-Block
Grant funds, as described earlier. Current and continuous budget

constraints may require some changes (or require changes from the original
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design now in being to become permanent) particularly where additional
personnel resources are required. Since some of the key functions of

the Model already existed in the Department, changes in implementation

~which were necessary because of funding Timitations were not so severe

as to prevent the resulting entity from accomplishing its stated goals.
It is hoped that, over time, those areas whiéh are affected can be funded
(even incrementally) so that the end result will be full realization of
the Operations Suppart Model as planned.

District/Beat Restructuring Project

A performance goal written into San Jose's ICAP Il application was
to "complete and submit study of reconfiguring beat structures by Janu-
ary, 1980". This study was accomplished; the resulting plan was imple-
mented by the Department on January 18, 1987.

After the close of ICAP I San Jose ICAP's local evaluators, Hughes-
Heiss, during their exit meeting with the Chief and fssistant Chief of
Police stated that it was their opinion that ICAP II, which was already
in progress, was over committed. They felt that 1) implementation of

"0SU", 2) completion of "ACES" installation/testing, 3) development and

~implementation of a new district/beat system, and 4) designing an Opera-

tions Managers' Information System were more than could be achieved by
the Project at the then existing resource Tevel.

A succession of resignations of all three of the Project's original
analysts compounded this identified problem. The remaining key staff
were the manager and two relatively new staff analysts. Halfway through
the grant (the nine month point) the Project was without a statistical
analyst, confronted by a City hiring freeze and, allowing that the freeze

could be bypassed, was hard pressed to find a statistical analyst who
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1) would take a nine-month job or 2) could accomplish the district/beat
project in the remaining nine months.

A1l of the above resulted in the Dgpartment's decision to postpone
implementation of the district/beat project to January, 1981, and to not
hire a statistical analyst for ICAP. The grant manager teamed with the
Department's Crime Analyst, also a statistical analyst, and the newly
selected Operations Analyst in the Research and Development Division;
together they, with support staff, accomplished the district/beat project.

This project is documented in Appendix H. .

As can be seen from a careful study of the foregoing, the Law Enforce-
ment Assistance Administration's Integrated Criminal Apprehension Program
through the San Jose Project has had and will have in the future substan-
tial impact on the operation of the San Jose Police Department. The
functions, methods and processes of the Department whichk have been
affected by the incorporation of ICAP-articulated concepts. we feel will
provide a rich return to the people of San Jose on theiﬁ investment in

&

terms of improved, cost effective police services.

N
f =4
-
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Appendix A
Computer Equipment Purchase

Approval Documents
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Appendix A
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CITY OF SAN JOSE, CALISCRNIA

201 W, MISSION SIRELT

. PO BOX 20
TELEPHONE (408) 277-4000

95103

POLICE DEPARTMENT

~

September 8, 1980

Search Group, Inc.
25 Secret River Drive

~ Sacramento, CA 95831

Attention: Mr. Joe Sharp

Dear Joe:

Attached is our request for approval for the EDP equipment to expand

our Automated Case Enrichment System. As you know, the primary file

on the system is the Field Interview Card file. As a secondary function,
the system will be used as a word processor to update our Duty Manual

and Beat Book Index, as well as other similar work as the needs arise.

We also plan to use the system for a variety of other files, to be Nt
on at a later time.

The equipment to be purchased will correct two deficiencies. The first
of these is a lack of adequate storage space, which the disk drives
will greatly expand. The second is flexibility which will be enhanced
by the addition of a CRT terminal and printer to be located in the
crime analysis area and which will be available not only for crime

~analysis purposes, but for input of data, etc., as well.

Since prior LEAA approval is needed before our City Council can author-

ize the purchase, your early action on this request will be greatly
appreciated.

Any auestions you may have may be directed to Bud Bye, ICAP Project
Manager, at (408) 277-4106.

Sincerely,

JOSEPH DL McHAMARA
Chiel of Police

’/‘
T e fshany

ROBERT V. BRADSHAY
Assistant Chief of Police

JOM/RVB/MRB/crf -
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1. Recommendation of SPA

i i i j i "track one" grant, the
Since the City of San Jose ICAP Project 1s a ac ant
S;R (Office o¥ Criminal Justice Planning) is not 1nvo]ved.1n tge )
administration of this grant. Therefore, the recommendation of tnhe

SPA is not applicable.

A-3
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2. Specific Equipment to be Purchased

following equipment is to be purchased:

One (1) Digital Equipment Corporation Expander Chassis,
Model BA 11-KE.

One Disk Drive, with disk pack and controller, Digital Eauipment
Corporation Model RJP-04, 88 megabyte capacity.

One Disk Drive with disk pack, Digital Equipment Corporalion
Model RP-04, 88 megabyte capacity.

One CRT Terminal, Digital Equipment Corporation Model VT-100.

One Matrix Printer, Digital Equipment Corporation Model LA-180
(operating speed of 180 characters per second).

A-4



3. Project Goal

The project goal, as stated in the grant application is:

To increase the productivity of police manpower

and strengthen management and supervision's decision-
making processes that allocate such manpower in order
to effectively and directly affect the potential victin,
offender and opportunity for crime.

This rather broad goal has been translated into the development of

an Operations Support Model, a schematic of which is attached. This
modeT is being implemented in the third grant period, and will become
a permanent system in the Department.

The equipment to be purchased is for expansion of a DEC PDP 11-34
computer system purchase during the second grant period. The expansion
is needed to provide sufficient storage for the applications contemplated
(including the Field Interview File, currently on the systen), and to
enhance flexibility of the system. Since the computer systen (called

the Automated Case Enrichment System - ACES) 1is used almost entirvely by
the Operations Support Unit, this purchase represents a direct enhance-
ment of an ICAP product - namely the Operations Support Unit.

A-5
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4. Bidders List

The following is the 1ist of organizations solicited by the City of
San Jose in its Request for Proposal (RFP):

Digital Equipment Corporation* Hest Coast Comnuter Exchange, Tnc.
100 Bush Street, ‘Seventh Floor 248 Sobrante Way

San Francisco, CA 94104 Sunnyvale, CA 94086

Digital Accessories and Supplies International Data Services, Inc.**
632 East Carribean 453 D Ravendale Drive

Sunnyvale, CA 94086 Mountain View, CA 94043

Systems Industries Pacific Data Systems

525 Oakmead Parkway 701 Welch Road

P.0. Box 9025 Palo Alto, CA 94304

Sunnyvale, CA 94086

Xebec Systems, Inc.
2985 Kifer Road
Santa Clara, CA 95051

* Response received from office in Santa Clara, CA. See Tisting in
item 5, following.

** Response received from office in Sunnyvale, CA. See listim, in
item 5, following. :

A-7
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5. Responses,

The following is a 1ist of organizations responding to the RFP:

"Digita1 Equipment Corporation

2525 Augustine Drive
Santa Clara, CA 95051

International Data Services, Inc.*
1020 Stewart Drive
Sunnyvale, CA 94086

West Coast Computer Exchange, Inc.
248 Sobrante Way
Sunnyvale, CA 94086

- Systems Industries

525 Oakmead Parkway
P.0. Box 9025
Sunnyvale, CA 94086

* Selected as the Towest responsible and vesponsive bidder.
The firm will supply all items of equipment indicated hercin.
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\& By

COMPONENT
1. Expander Chassis

2. Disk Drive, Pack
and Controller

y 3.
4. CRT Terminal

5. Matrix Printer

.

3

Disk Drive and Pack 13,000

6. .Lp.e_sgﬁltzr_cl'.a.s_e_é\p@.],.v.sﬁ_s_

LEASE/PURCHASE ANALYSTS SUMMARY

PURCHASE MONTHLY MONTHLY LEASE/PURCHASE
AMOUNT MAINTEHANCE BENTAL. Qgggjgiﬁi~___“
$ 3,425 $ 18.00 $ 87.26° Purchase
17,000 272.00 543.59 Purchase
242.00 449 .69 Purchase
1,850 17.020 46.56 Purchase
2,460 50.00 £9.30 Purchase
w
A-9

PRESENT VALUE
OF SAVINGS

THROUGH PURCHASE

¢ 189.80
2,865.41

47
3

Luooy Uil

Ly [ R
I R \VLR‘.}\.‘»I\L.{;!

Differential Calculation:

Cumulative Value of Purchase
Loss Cumulative Yalue of Lease

Diftfeorence

, H | e e ————
?agc lmglnmuni~} Pitase - P ransed l Moarcha b o o —
] ation Datc‘ Datu ‘ i l \@otxsz s Vot IR BA-TTEL
o : ‘ ‘ . ! ! Lapander Chassis
____Mov. 1, 1980 Mov. 1, 1990 10 years 1$3,425.00 |
TReckors i 'T-Pﬁﬁﬁﬂﬁéffzz""*“:z=;~—f*f-if~r~ e o e e
\ R stteinie T R A P B N R T T e T T
T e e imaace | Vol t ‘ x:f:ldhl/“ ‘ f”??”‘* | reaant i“iﬁfgfﬁtfbi
] . : | } a2 i Casty i VLiue Lol
. 16 | 189.43 | 3,425.00 | 872.62 i 765.29 L 765.24
5 0.769 216 e |
5 166. 10 | 3,591.10 872.62 i 671.04 | 1,426.3%
3 0.675 216 145.80 | 3,736.90 872.62 | 5689.02 | 2.075.35
, !
" 0.592 216 o017 | w26z | si6.80 ¢ 2.il
1 127.87 3,864.77 | 872.62 | £16.59 | 2,541.97
5 0.519 216 112.10 ! 3,976.87 072.62 | ace.g0 | 2.00d.i4
‘ O T S O
5 0.456 216 98.50 | 4,075.37 872.62 | 307.91 . 3 2./
7 0.400 216 | 86.40 ) 4,161.77 872.62 'i an0s ¢ onaLe
1 : - . i . § it b ————— e — v o ~.
3 0.351 216 | 75.82 | 4,237.59 | BJ2.62 | 106.07 Lo,
9 0.308 216 ! 66.53 ! 4,304.12 872.62 e
| Ml DR e S
_10 0.270 216 | 58.32 ¢ 4,362.44 | 872.62 L5610 Ao

3 189.80

Supportive Comments:

* .
Includes maintenance costs
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N 2 '\ ation Datel Oate . \ [ e o ‘ Aount
|

T nee RAP-M
D1 P Drive and Disk Pack
u1Lh Gontrollor

3 0.675 3,264.00

6,523.13 | 4.103.11

l15,1,o 19

.
‘“ﬂ] _“_QXN.EL,lggg Nov. 1, 1990\ 10 years $17,700
Fitors o My T T L.
T Annual Prosent L oumtlative | Annn Cronont 1 L bay
Year | Biscount Maintenance | Valun ! Valua . Viiue PValue
| Lanss ! ‘ S
1 0.877 . \ 3,264.00 \ 2,862.53 | 17,000.00 J?? 13 . J,/20.79 E 5,7¢0.79
! |
2 0.769 | _3,264.00 | 250.00 |_19.50. 6,523.13 | 5,016.29 , 10,737.0%

1,932.29

[#3]

23,645,

3,861.69

s et e

1,694.02

25,339.

|
i
l
h
'
t

. 6 523. 1° \ 3,uu5 50

6 0.456 3,264.00 1,488.38

26,827. 6,523 13 | 2,974.5

7 ' 0.400 3,264.00 1,305.60

|
1
2,203.20 | 21,713.2
!
i
I
}
|
| 28,133,
|

6,523.13 § 519 2

29,279.

6,523 13 g 2,:_(‘)9.02

o | 0.308 3,264.00

l
|
|
|
3 . 0.351 3,264 .00 \ 1,145.66 |
i

|
1,005.31 ; 30,284.
‘é;g 1 0.270 3,264.00 ;  ©8l.28 b oa, 165.76

4 0.592 3,264.00
» . 0.519 3,264.00

Diffcyential Calcuiation:

Cumulative Yalue of Purchase
Less Cumulative Value of Luuse

Difference

,523.13 Lo 9,12

6,523 13 ' 170125

_31,165.7¢
34,031.17

Y
,ohh.

P
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1 - e e m
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* Includes maintenance costs

Decision = Purchase

' 2& 5\3/ 511

8, ,._1(1 ())

?7 “'1.h

. J()‘: " :‘-‘\

el
v
e e i
\)'l\ AT S )
-

' R
'Pagu ; R '

! "
.u‘(‘]l‘!l'l‘n'_.. ey

3 | ation Date bLate

of
5

|
i
'__"""‘Nov 1, 19;0{”2&1.}3'19901 10 ycarf ;513,000

K

Ceand,

}dlLOI’ S ol ,l“.‘,.,\ - .
tear | TTreomii | tatatnes | i T
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4 0.592 2,904.00

I 1,719.17 18.912

5 0.519 2,904.00

6 0.456 2.,904.00

e

I
]
| 1,324.22

7 0.400 2,904.00

) 0.351 2,904.00

Differential Calculation:

Difference
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7.

[y

Sole Source Justification

Not Applicable.

8.

I'rogramming Lanquagye,

Not Applicable.
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Mr. Joe Sharp

SEARCH Group, Inc.

925 Secret River Drive, Suite H
Sacramento, California 95831

Dear Mr. Sharp:

Weaslunetan, D0 dv i

QLT 30 1927

SEARCH Group, Inc. letter of October 7, 1980 reguested ipproval
for the San Jose Police Department, an ICAP ay=zncy in
California, to procure certain ADP equipment.

We have reviewed the equipment listed in the enclosures =o the
letter and concur with the proposed expansion and procuv:iment.

Sincerely,

LY
'

Wayne P. Holtzman
Director

Systems Development Division

L
g

A-18

W

" APPENDIX B

REPORT GENERATION AND PROCESSING
FLOW CHARTS

B-1

Appendix B



- oy
5

g, v T,

¢-4d

SAN JOSE POLICE DEPARTMENT
REPORT GENERATION AND PROCESSING
FLOW CHARTS

1979

w
o
R
.
~
.



£-4

SAN JOSE POLICE DEPARTMENT
REPORT GENERATION AND PROCESSING

Inpex Yo Frow CHART PLaTES
1. REPORT GENERATION - FIELD FORCES KIT, REPORT PROCESSING - FORM 4
- EXTERNAL ORGANIZATIONS ‘
XITI. REPORT PROCESSING - FORM 4

.

e

REPORT GENERATION - INFORMATION CENTER
- INVESTIGATIVE SERVICES

OFF[CER DECISION BLOCK
REPORT PROCESSING - FORM 19; FORM 16; FORM 1

X1V,

REPORT PROCESSING - FURM 4

FORM 4 - STOLEN PLATES

XVI, -FORM 4 - FELONY VEHICLE AND MISSING PERSON PROCESS
IV." REPORT PROCESSIHG - FORM 2; JCR; DUI
XVI1, FORM 4 - STOLEN VEHICLE (SAFEKEEPING)
V. REPORT PROCESSING - ACCIDENT; HON-ACCIDENT i .
XVIII, FORM 4 - STOLEN VEHICLE (SAFEKEEPING)
VI, MISSIHG REPORT PROCESS
CASE NUIBER CORRECTION XIX. FORM 4 - IMPOUNDS
VII, RESEARCH AND DEVELOPMENT CODING PROCESS W, FORM 4 - [1POUIDS
VIII. CITATION PROCESSING - ADULT CRIMINAL XXI, FORM 4 - ABAUDONED VEHICLE
IX. CITATION PROCESSING - ADULT TRAFFIC XXII. OFF PAGE CONNECTORS
X, CITATION PROCESSING - NOM-MOVING; JUVEMILE
TAPS LOG PROCESS
XI, LATENT PRINT PROCESS

FIELD INTERVIEW PROCESS

--SPECIAL THANKS ‘TO STAFF 'NSPECTIONS FOR THEIR ASSISTANCE
AND TO ALL DEPARTHENTAL FERSONNEL INTERVIEWED,

ICAP
8-79
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CONVECTOR  [HFORMATION

@ Includes:

’7‘\\

Clerical process to facilitate data

entry-CIIC flagged booking pending A "case" requires one or more of the forms

Stand - ups book @
able ci
Taped interviews o ¢ cltes identified below
¥ Fingerprints - & P N
ti il TTeCt
! Mug shots ntify § detail process of PRV co o @ By instructors from records command
when CII rap return

content of repart may not be

Report distribution and altered by records clerks with the

Refer to indexing distribution procedures

system processes - See vehicle reports exception of beat number § case number

after records sort
Records stamps with D.A.,court or

do not reproduce

Pink copy to central case file Un-named suspects § vehicles associated

w/those suspects have limited indexing,

All forms that flow as an refer to procedurs entitled 'Hierarchy of
If it fits supervisor sign - off . : :
offense report(1,2,4,16,19,JCR,DUT) &, categories for indexing."
criteria, § has not been signed - off

X sent to quality control
Per directive in Police manual

Physical evidence retained by Latent fingerprint
Currently being tonverted

C ade dood

section - exception, too bulky? All homicide
to automated system
evidence, latents, 200-10c,10g reports,

. . . elimination prints kept in case folder
Officers' file copy for court testimony 2
wtil ajudicated

G2-14

constitutes offense report for traffic cases

If mmi code violation, dismissal & citation
13b is also the packaging § cannot be

g a aea @

forwarded to asst.chief; prepares letter to

R . . separated from contraband
city attomey for dismissal

) Action dependent upon Bureau involved;
Physical descriptors, charge information,
no follow-up by property

@

date/time of offense, case number entered

from cite
If currency, take to police records safe; rctum

<ol

F13 to property area* leave xerox w/13
All types of report forms :

Refer TAPS log process
Day shift - before 8§:00a.m & 10:30a.m - Ep

ad

Swing shift-
Refer case number correcti TOC
Mid shife- r number corvection process

Refer missing report process
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