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CHAPTER ONE

ISSUE IDENTIFICATION
“The best way to predict the future is to invent it." 

- Alan Kay 

Introduction


The changing business climate of the 1990s found many companies looking for ways to provide improved quality in their products, improved service to their customers, reduced production time, reduced inventories and reduced costs.  In the fast changing environment, businesses began to question whether owning all the factors involved in production was the best way to achieve competitive advantage.  The concept of moving production and information systems out of the company by contracting with specialized providers promised a means to improve products and services and the company bottom line.  This transfer of business activity outside the company became known as outsourcing.
  Both outsourcing and privatization function similarly in that they result in the transfer of products, services, personnel and/or management of resources from the user (such as the government) to the vendor.  These terms, privatization and outsourcing, will therefore be interchanged throughout this paper.

The law enforcement climate has also been changing over the past decade.  The demands for improved public services and police protection, along with budgetary issues have caused several police agencies to look at outsource services as well.  Outsourcing police services has typically involved smaller municipalities contracting with county level governments.  This allowed a smaller city to capitalize on the economies of scale enjoyed by a larger county.
  Today, however, numerous police departments outsource specific services that were once performed by employees of the agency, to a contracted private vendor.  Some of these functions include police dispatching, inmate housing, parking enforcement, animal control duties, and the maintenance of traffic citation or records management data systems.  Additionally, various types of administrative investigations have been performed by contracted experts including personnel backgrounds and internal affairs investigations.  Although the list of outsourced police functions is long, outsourcing criminal investigations is traditionally left to the sworn members of the law enforcement agency.

This project is designed to examine the viability of private criminal investigators.  Further, it is intended to explore the potential impacts that private investigative services may have on clearance rates within law enforcement agencies.  
 
In order to assess whether or not contracted criminal investigations are viable, or to effectively evaluate the impact that private investigative services may have on clearance rates, a clear definition and understanding of the concept of privatization must be identified.  This chapter will further define the term privatization.  Moreover, chapter one will examine whether or not a need for outsourcing criminal investigations truly exists, or may exist in the near future.  Finally, chapter one will discuss cost related issues relevant to privatized services.


Chapter two describes and documents the Nominal Group Technique (NGT) process.  This process is used to detect trends and events that may shape and influence the implementation of a system that uses privatized field investigative service officers.  A diverse group of individuals having various professional backgrounds convened to discuss this topic of private investigators in depth.  The panel provided independent views and opinions that netted numerous trends and events relevant to the topic at hand.  Additionally, the trends and events were used to develop futuristic scenarios that illustrate possible outcomes derived from a mixed utilization of privatized investigative services.  


The third chapter identifies strategies for implementing a contract system that utilizes private criminal investigators to serve the needs of the organization.  Various analysis models are utilized to help explore the contrast in the current themes of investigating crimes with futuristic alternatives.  A strategic plan that strives to identify concerned parties or stakeholders, key resources within the public and private sector, and influences that may act to facilitate or constrain the impact of this future is offered.


Chapter 4 identifies some potential obstacles that may be faced when implementing a plan that utilizes contracted criminal investigators.  These obstacles often stem from institutional customs where police agencies tend to resist the use of civilians in assignments that have traditionally been occupied by sworn personnel.  Transition planning and transition management techniques are utilized to provide considerations for minimizing and overcoming some of these obstacles.


The project concludes with an analysis of the implications surrounding the adoption of a system that utilizes the services and resources from private investigative firms, and discusses the overall viability of such a system.


First, the definition of privatization must be clear.  As earlier stated for the purpose of this project, privatization and outsourcing are similar and will be interchanged.  According to the Reason Public Policy Institute, a program dedicated to providing information of privatization, privatization is the transfer of assets or service delivery from the government to the private sector.
  There are multiple levels of product and/or service transfer options, sometimes leaving very little government involvement, and other times creating partnerships between government and private service providers where the government remains the dominant player.

Based on this definition, two concept options for privatizing investigative services can be formulated.  The first option follows the pattern where the government has very little involvement with the day-to-day operations on the case, yet must maintain general accountability.  The responsibility over all functions and tasks needed for the investigation is in the hands of the private investigator.  This form of privatization identifies a specific case such as a burglary, auto theft, or fraud, and relinquishes all responsibility to the control of the contracted employee.  Finally, this option empowers the private investigator to handle the entire criminal case from start to finish, utilizing the resources provided by firm from which they work for.

The second option follows the theory of creating a partnership between the government and the private sector, with the government as the dominant player who maintains control of all aspects of the investigation.  For this option, a sworn case agent would be assigned the case and be held accountable for the outcome.  The case agent would have access to the resources provided by the contracted private investigative firm in order to conduct a thorough investigation.  This option limits the privatized service to specific functions or portions of the investigation, such as the interview process, crime scene analysis, criminal filing and interaction with the District Attorney, or surveillance work.  These two ideas are offered to further illustrate the concept definitions outlined by the Reason Public Policy Institute.


Now that the two ideas for outsourcing investigative work have been identified and described, the question remains as to whether or not there is a need to explore the use of private criminal investigative services.

The idea of law enforcement agencies contracting with private investigative firms to provide criminal investigative services was conceived out of a growing concern that mid-sized police organizations consisting of 50 to 100 sworn personnel are fighting an uphill battle against the demands for completing successful criminal investigations.  Three issues have been identified as catalysts for considering contracting.  First, the number of white-collar crime, specifically identity theft and fraud, has been increasing exponentially.  As an indicator of the increasing numbers of identifies theft and fraud related cases, the Federal Trade Commission received more than half a million consumer complaints (516,740) during calendar year 2003, up from 404,000 in 2002.  These include 301,835 complaints about fraud and 214,905 identity theft reports.
  Consequently, the time and resources required to investigate these criminal activities has also increased, many times far beyond the means of the mid-sized agency.  Unless police departments intend on increasing their staffing levels, this tremendous increase in criminal offenses alone is cause for law enforcement agencies to explore the potential assistance that can be gained from the private sector.


The second concern is the need for specialized training and certified personnel to successfully investigate the white-collar activity.  With this increase in white-collar crimes, it is evident that future law enforcement generations will need to have the knowledge to investigate and prosecute suspects that victimize their communities.  Police departments have been very slow to respond to white collar crime issues in that the investigators lack the computer savvy and often have a fear of technology, or "technophobia." 
    This by no means suggests that police officers as a whole are incapable of learning these skills; rather, it illustrates how far they have to go before they will be prepared to tackle sophisticated white collar crimes.  Obtaining the knowledge needed through training and formal education is a costly line item as indicated in the training and education budget for the El Segundo Police Department which exceeds $150,000.  The issue of operational budgets and funding resources will be discussed as the last area of concern.
  According to a 1995 University of California study, 40% of police professionals receive no formal training on computers. 
 An additional 20% of police professionals receive no more than 2 hours of computer instruction. Compounding the problem is the insufficient training law enforcement personnel receive on either computer usage or computer crime. Very few departments currently train recruits on high-technology issues.  Any computer training which does occur is generally only on how to use proprietary law enforcement and criminal database systems for the purposes of checking for warrants and stolen vehicles.  At best, these are rudimentary skills that do not prepare police officers to combat computer-related crime.

The final concern that has channeled law enforcement to explore the use of a private criminal investigator revolves around the instabilities that are tied to an agency’s operational budget.  If training costs were not enough to discourage the average police chief from investigating white collar and digital crime, the cost of equipment and infrastructure must be considered as well.In addition to training and equipment expenses, operational funding encompasses capital improvements, supplies, staffing and overtime, and all fringe benefits.  
  The specialized hardware and software required for the forensic examination of computers can easily run to tens of thousands of dollars.
  

Many municipalities rely on revenues filtered down through California from the federal government as a funding source for their law enforcement operational budgets.  Unfortunately, according to the Institute for America’s Future; Economic Policy Institute, the future of this funding source looks grim.  The federal government budget resolution for fiscal year 2004 will cut a total of $1.96 billion in vital federal funds for California over the next 10 years.  Of this $1.96 billion, $336 million will be cut from California police and security programs.
  As a result, the state’s financial situation may dictate how California law enforcement agencies conduct business during the upcoming decade.  The anticipated loss in revenues will mandate many city and county law enforcement agencies to change their operational strategies.  


The need to examine a change in business practices based on future funding predictions has already come true for the city of El Segundo.  In preparation for the fiscal year 2004 - 2005 budget cuts, El Segundo has conducted budgetary reduction planning sessions in an effort to identify viable means for reducing operational expenditures.  According to the El Segundo Chief of Police, as a result of these planning sessions, three sworn police officer positions have been frozen and will not be staffed, and programs such as Crime Scene Investigations (CSI) and Animal Control Officers (ACO) have been identified for possible outsource.


The probable reduction in future funds lends itself to the idea of privatization.  The question that law enforcement officials must consider is whether outsourcing investigative services will indeed be cost efficient.  In general, outsourcing saves money if you can contract for services that you need without the long standing costs like benefits, retirement, office space, management staff, etc.
  Private vendors offer economies of scale in that they do a large volume of the same functions over and over again.  They generally employ trained personnel who are qualified to perform the tasks at hand, therefore eliminating the cost for specialized training.  Additionally, for the most part, private firms pay their employees only for hours worked.  In contrast, police agencies pay their employees for down time which includes vacations, sick time, time spent training, lunch and breaks, etc.  


Although the differences in operations of a private vendor vs. a police agency tend to show a clear opportunity for cost savings, determining the true amounts would be contingent on the agency’s demands, and the capabilities of the vendor.  A professional services agreement or contract is most often the binding document that defines the parameters such as scope of services, personnel requirements including training and experience, and fees for service.  Each service agreement and financial situation would be negotiated individually, and each may have different bottom lines.  The terms and conditions of any privatization service are defined in a contract between the government agency and the private vendor.


The aforementioned issues have offered strong support for the argument that private investigation services are indeed viable.  Further, there is support that a need for the use of private investigators does exist and potential cost savings can be achieved.  The remainder of this paper will continue to analyze the impact that privatization of field investigation services will have on clearance rates in a mid-sized, urban law enforcement agency.  For this, an understanding of a mid-sized, urban law enforcement agency, and the idea of clearance rates must be clear.     


Throughout this paper the city of El Segundo has been, and will continue to be referenced as a model city and police agency.  El Segundo is a mid-sized, urban city located within the County of Los Angeles.  It has a balanced mix of residential and light industrial areas and is home to several large corporate offices.  The northern border of El Segundo is directly adjacent the highly active Los Angeles International Airport.  

El Segundo is a 5-member city council, general law city with jurisdiction over approximately 5.5 square miles.  The City maintains a nighttime residential population of just over 16,000 residents.  El Segundo, meaning the “The Second,” was thus named because it was the second refinery the Standard Oil Refinery, now called Chevron/Texaco, built within the state of California.  Along with the refinery, El Segundo is known for its big business and industrial community.  Due to the numerous industrial corporations, including aerospace giants Raytheon and Northrop Grumman, El Segundo’s daytime population can grow to in excess of 100,000 people during business hours.
  

The El Segundo Police Department operates with an annual general fund budget of approximately $14 million, with an additional $1 million allocated from asset forfeiture funding accounts.  As with most public safety organizations, employee salaries and benefits encumber the majority of the department’s budget.  There are 127 total employees working for the El Segundo Police Department, 69 of which are sworn peace officers.  

The police department is composed of two functional bureaus; the Field Operation Bureau and the Administrative Services Bureau.  Each bureau is broken down into specific divisions.  One division within the Field Operations Bureau is the Investigative Division, often referred to as the Detective Division.  

The Investigative Division accounts for approximately 12% of the police budget and consists of sixteen plainclothes investigators who gather facts and collect evidence for criminal prosecutions.
  Among the sixteen detectives, six are assigned to offsite interagency, multi-jurisdictional task forces to combat specific types of crime including major narcotics, money laundering and auto theft.  

The remaining investigators are stationed at the police department and work cases specific to the city.  Similar to offsite investigators, in-house detectives specialize in one of a wide variety of criminal investigative categories ranging from property crimes, to crimes against people.  Both offsite and in-house detectives have similar responsibilities and functions including conducting interviews, examining records and evidence, observing the activities of suspects through surveillance, participating in raids, serving search/arrest warrants, making arrests, writing reports, filing criminal cases and working with the District Attorney.  

Off-site and in-house detectives are assigned cases on a crime-specific basis.  The investigators work the case until the case is solved and there is an arrest, or the case is closed for cause.  Once the investigator has completed the investigation, the case is cleared.  


With the determination of viability complete, the next step is to address whether or not and outsourced investigative system will have an impact on case clearance rates.  For this, a measurement process must be identified to monitor the successes, or failures, of a privatized criminal investigative system.  This process should be uniform throughout the law enforcement industry and able to be referenced in the future for comparison purposes.  

For many police organizations, including the El Segundo Police Department, the case clearance rate is utilized for this purpose.  Case clearance rates are utilized to track the progress of an investigator, as well as the entire investigative unit, throughout the year.  These clearance rate statistics are also used to monitor progress and change from year to year.  The case clearance rate is determined by dividing the number of cases cleared by the total number of cases.
According to the Federal Bureau of Investigation (FBI), law enforcement agencies reporting offences to the national Uniform Crime Reporting (UCR) Program can clear these offenses in one of two ways: by arrest or by exceptional means.  The El Segundo Police Department maintains these standards when reporting statistical information to the UCR, and therefore the federal statistics will be included for examination.  

Further, additional case clearance statistics are maintained at the local level which include information on all crimes beyond those monitored under the federal UCR.  Both the federal UCR Crime Index and the local El Segundo case clearance statistics are offered for analysis.  Each set of statistical data should be evaluated independently and not compared to each other.

As earlier stated, statistical information concerning case clearance rates is maintained by the FBI under the UCR Program.  The numbers from the FBI’s public database will be utilized as a baseline average for case clearance rates.  It should be noted that only specific criminal activities are included in the FBI’s national Crime Index database.  The Crime Index is an aggregate of crimes including murder, forcible rape, robbery, aggravated assault, burglary, motor vehicle theft, and larceny-theft.
  

To understand recent trends regarding the Crime Index and clearance rates, as well as to help monitor future progress; information from the following levels is offered and charted for the years 2000, 2001 and 2002:

1. The national level - total of all agencies,

2. The national level - total of agencies with a population of 10,000 - 24,999 (this includes the city of El Segundo),

3. The local level - El Segundo only.

YEAR 2000

	LEVEL
	CRIME INDEX
	CLEARANCE RATE

	National - All Agencies
	9,366,936 crimes
	20.5%

	National - Population 10,000-24,999
	868,200 crimes
	24.4%

	Local - El Segundo
	858 crimes
	21.9%


YEAR 2001

	LEVEL
	CRIME INDEX
	CLEARANCE RATE

	National - All Agencies
	8,884,332 crimes
	19.6%

	National - Population 10,000-24,999
	850,909 crimes
	23.9%

	Local - El Segundo
	811 crimes
	28.0%


YEAR 2002

	LEVEL
	CRIME INDEX
	CLEARANCE RATE

	National - All Agencies
	10,121,721 crimes
	20.0%

	National - Population 10,000-24,999
	929,803 crimes
	23.9%

	Local - El Segundo
	687 crimes
	23.0%


(Note - 2003 statistical information is available and included at the local level only)

YEAR 2003

	LEVEL
	CRIME INDEX
	CLEARANCE RATE

	National - All Agencies
	Not Available
	Not Available

	National - Population 10,000-24,999
	Not Available
	Not Available

	Local - El Segundo
	829 crimes
	22.4%


According to the UCR, 10,121,721 total crimes were reported in the United States by law enforcement agencies during the year 2002.  From these crimes, a 20% Crime Index clearance rate was recorded.  This is an increase from the prior year in both total crimes and clearance rates.  As outlined by the tables, this trend does not hold true for the other categories.

In 2002, although the UCR identified an increase in the number of crimes reported by agencies with a population between 10,000 and 24,999 people, the clearance rate remained the same from year to year.  Further, at the local level, both the Crime Index and the case clearance rate decreased from 2001 to 2002 in direct contrast with the federal trend.

This irregular pattern is also evident for the categories between the years of 2000 and 2001.  At both the national levels the Crime Index and clearance rate decreased, however at the local El Segundo level, the Crime Index decrease while the clearance rate increased.  

Finally, the fluctuation at the local level from 2002 to 2003 is again in conflict with the trend set at the federal level.  Although, the Crime Index increased by 142 crimes, the clearance rate percentage decreased.

The crime numbers and clearance data are important elements needed to monitor the level of impact that any change may have on clearance rates.  They are a baseline level that must be maintained for future comparison following the implementation of change.  Based on these numbers alone, a conclusion cannot be drawn as to the impact that a private investigative service may have on case clearance rates.  However, in conjunction with the chapters to come, a clear conclusion will be drawn 

The definitions and examples throughout chapter one have offered a mere overview of privatization, its viability for use in the criminal investigative arena, and a model for measuring its impact on case clearances.  In the next chapter, the present environment and future issues will be outlined to provide a foundation for reassessing the traditional investigative approaches that police agencies have employed.

CHAPTER TWO

FUTURES STUDY AND FORECASTS

“We can draw lessons from the past, but we cannot live in it." 

- Lyndon B. Johnson (1908 – 1973), December 13, 1963 

Nominal Group Technique


A major portion of this research involved the facilitation of a nominal group technique (NGT) process.  The NGT is intended, in part, to gain the collective perspective of a diverse group of participants as to how the future might influence privatized investigative services within the law enforcement arena.    


In November 2003, a selected group of thirteen professionals met to participate in the NGT process to identify and discuss trends and events that relate to the issue statement.  The participants in this process included representatives from the private corporate industry, advanced formal education, and a cross section of all levels of law enforcement employees, both sworn and civilian personnel.  Further, representation from the police officers association unions and criminal prosecutions was included.  The complete list of names and backgrounds of the panel members may be found in Appendix A.


Prior to beginning the session, participants were provided a background on Command College, the intent of the Command College project, and the guidelines for conducting and participating in a Nominal Group Technique.  These guidelines provided insight on the definition of trends and events, and illustrated the method for identifying each.  Participants identified trends and events, then explained their perspective and the significance of the trend or event to the topic.  

Trends & Trend Analysis


Trends are a series of incidents or events taking place, which seem to indicate a direction in which a particular issue may be heading.  Trends are based on the past, present and future, can be quantitative or qualitative, and should be simple observations.  They do not need to be complex yet should be specific.  During the NGT exercise, each panel member was asked to name trends that they felt are occurring that will have an impact, either positive or negative, on the future of utilizing private investigators for criminal investigations.  


For the initial identification of trends that could have an impact on the issue, a round table brainstorming session was utilized.  During the NGT round table phase, the panel members initially identified twenty-nine trends that would have an apparent impact on the issue.    Following a discussion and clarification session, several trends were broken down into more specific trends, thus equaling a total of thirty-five.  Refer to Appendix B for the complete list of identified trends.  The panel then performed a systematic voting method and the following top ten trends were identified for further discussion:

1. Level of public trust in law enforcement - Emphasis on how the public looks at law enforcement personnel as a whole and do they believe or trust the police.
2. Level of media influence - Emphasis on the level of influence the media has on the public who in turn pressure the law enforcement industry to institute changes.
3. Level of training needs in law enforcement - Emphasis on the increase or decrease in training necessary for officers to successfully do their jobs.
4. Level of investigator case load - Emphasis on the number of cases assigned to a detective.
5. Number of crimes needing criminal investigations - Emphasis on the overall number of criminal cases that being assigned for investigation.
6. Level of commitment (work ethics) of a police investigator - Emphasis on the attitude of the current police investigator.
7. Level of influence of labor contracts - Emphasis on the level of influence that labor contracts may have on outsourcing policy. 
8. Level of law enforcement personnel morale - Emphasis on the level of police employee morale.
9. Level of influence of civilian review boards on law enforcement - Emphasis on the increase or decrease in the influence of civilian review boards on law enforcement decision making.
10. Level of change in forensic technology - Emphasis on the level of forensic technologies utilized in criminal investigations.

After collectively agreeing on the aforementioned trends, the panel members provided independent opinions on each trend’s direction, either upward or downward, in comparison to today.  The group was directed to provide a numeric value to the trend’s increase or decrease in relationship to five years ago, five years from today, and ten years from today.  The value of “100” was to be utilized for each trend’s level to indicate where they believed the trend was today.  Additionally, panel members indicated, on a scale of 1 to 10, the level of concern that the trend might have on the issue.  The following Trend Summary Table shows the median average of those collective results.

TREND SUMMARY TABLE

	Trend
	-5 Yrs.
	Today
	+5 Yrs.
	+10 Yrs.
	Concern

	T1 Level of public trust in law enforcement
	89
	100
	88
	92
	8

	T2 Level of media influence
	79
	100
	112
	124
	7

	T3 Level of training needs in law enforcement
	81
	100
	109
	120
	7

	T4 Level of investigator caseload
	87
	100
	118
	138
	7

	T5 Number of crimes needing criminal investigation
	80
	100
	113
	123
	8

	T6 Level of commitment (work ethic) of a police investigator
	106
	100
	96
	93
	7

	T7 Level of influence of labor contracts
	85
	100
	106
	113
	7

	T8 Level of law enforcement personnel morale
	101
	100
	100
	102
	7

	T9 Level of influence of civilian review boards on law enforcement
	86
	100
	102
	103
	6

	T10 Level of change in forensic technology
	76
	100
	120
	147
	9


Discussion Specifics
T1: Level of public trust in law enforcement- The NGT panel had mixed opinions on the public’s level of trust.  The view of the trust level five years ago ranged between 40 and 150.  This giant variation was due to specific events in time.  Several panelists stated that the Rampart scandal at the LAPD was a significant factor in the decrease of trust, while others were of the opinion that the public trust had grown as result of Rampart.  This opinion was based on the level of accountability that law enforcement, specifically LAPD, accepted following the scandal.  Higher levels of responsibility and accountability by police organizations have netted a greater trust level from the public.  The panel was consistent among each other with regard to the future as the group members feel that the trust level spiked following the September 11, 2001, incident, and will slowly decline with time.  The ten-year analysis was also consistent among the panel as the belief was that the public’s trust in law enforcement would slightly increase.  It was mentioned that another significant positive or negative event would again spike the level of public trust either up or down at the time of the significant event.  The panel members all felt that the level of public trust would hold a high level of concern on the issue of private investigative services.  This was due to the influence that the public now has on the operations of a law enforcement agency.

T2: Level of media influence- There was little disagreement with regard to this trend.  The panel members believed that, without question, the levels of media influence have slightly increased over the past years, and will continue to do so in the future years.  The driving factor identified was the rapid advancements in media technology and the availability of providing live and immediate coverage to wide area network.  The concern level was high due to the operational influence filtered through the public via the media.  One member stated that the media coverage on the issue of private investigators in itself would benefit the issue of privatization by providing publicity and thus raising the clearance rates.
T3: Level of training needs in law enforcement- There was little disagreement with regard to this trend.  As with trend 2, the panel members believe that training needs have increased, and will continue to rise concurrent with the growth in crime complexity.  Although the concern level averaged out at seven, there was much discussion regarding the importance of training for investigators, both sworn and contracted.  Due to this, it was clear the panel believed that training requirements would continue to rise as indicated by the trend readings.  The level of concern for training requirements was high.  The panel indicated that training trends would not only drive the viability of the private criminal investigators, but also the clearance rates because of outsourcing. 

T4: Level of investigator caseload- The group identified this issue as another rising trend.  The defining reason was due to the demand by society for the police to conduct a thorough investigation on all cases, not just cases with viable leads.  Although there was no disagreement among the panel on the rising nature of this trend, the concern varied among members.  Few members believed that the rise in caseload would push the issue of utilizing private services and result in greater numbers of cases cleared.  Other members believed the increased number of cases might overwhelm the detectives causing a poor work performance on individual cases resulting in fewer cases cleared.  All members held a high level of concern for this trend.
T5: Number of crimes needing criminal investigations- The panel members maintained that criminal cases that need to be investigated has risen over the past five years, and they believe that these type of cases will continue to rise somewhat.  The panel attributed this rising trend to the increase in identity theft and fraud cases for the past years.  The fact that these cases are highly publicized was also discussed as a reason for needed investigation.  The panel identified a high level of concern as it may be for this exact reason that law enforcement agency’s move toward an outsource investigation option.  The number of cases, as well as the complexity and time needed to successfully investigate a fraud case is enormous.  It if for these reasons that such cases will continue to need to be investigated and therefore may be better placed in the hands of a private investigator who is dedicated to that single case.   

T6: Level of commitment (work ethic) of a police investigator- The level of commitment is the only trend that showed a decrease as described by panel members.  According to the group, there was a higher level of commitment five years ago, and the level of commitment will continue to decrease over the next five and ten year periods.  The NGT panel was unanimous in their forecast and cited that the generations of the recent past and today are more dedicated to their personal lives.  The belief is that future generations will continue with this priority and although it is believed that the police investigators will be committed to do their jobs, their main priority will focus on the private life away from the police station.  Generation “X” was identified as the start of the declining trend.  Again, the concern level was averaged at seven focusing on the fact that lower levels of commitment will result in a lower numbers of cases solved and therefore, lower numbers of case clearances.

T7: Level of influence of labor contracts- The level of impact from police labor contracts are on the incline according to the panel.  Five years ago, there was less of an impact than today as fewer police associations were active in political activities.  The group cited that in today’s climate, it is the norm for unions to be active and involved in community politics and therefore see the trend on a slight continuous rise.  Due to the increasing influence that police associations are gaining, the level of concern was high.  The unions are inserting themselves into the operational status of the department and this will drive the direction an agency moves in terms of outsourcing particular functions, specifically criminal investigations.  This will have an effect on the completion of criminal investigations and subsequent clearance rate.  

T8: Level of law enforcement personnel morale- The panel stated that the level of police morale has maintained status quo over the past five years and believe that this trend will not alter.  It was mentioned that there may be spikes in the morale as specific incidents of both positive and negative nature occur, however, the overall morale climate will stable.  The level of concern was relatively high as the morale of the organization will impact the success of an outsource system.  

T9: Level of influence of civilian review boards on law enforcement- The panel identified that over the past five years, there has been a steady increase in the creation and utilization of civilian review boards and thus the trend has increased as a result.  It was mentioned that in today’s climate, few new boards are created and those that do exist have been operating according to their own authority level.  The authority granted upon the review boards is now understood by the organizations for which they are employed and the influence of the board is understood.  It is for these reasons that the NGT panel asserts that the influence level has topped off and will remain stable for the next five to ten year periods.  The level of concern identified by the panel was six.  The panel stated that the review board might have an influence on the operations of the organization, depending on their identified role.  Any authority over detective operations would influence the use of private investigators. 

T10: Level of change in forensic technologies- According to the panel, this trend had the greatest increase from five years ago, through today, and into the future both five and ten years from today.  The discussion focused on the increase in forensic technologies and the mandatory need for law enforcement to keep up with the technological demands in order to maintain success.  The panel believes that the technological advances will not slow down but will only continue to develop at an exponential rate for years to come, forcing law enforcement to consider an alternative way of doing business.  The concern level that this trend had on the issue was “9,” higher than any other trend.  The panel advised that the progressing technologies would mandate the use of professionals from the private sector to manipulate the new equipment.  As was the case with the use of DNA evidence, sworn police investigators would not be proficient and suitable to testify as an expert.  Private criminal investigators would be capable of successful operation of the systems and expert courtroom testimony, and therefore result in greater clearance rates.

Events & Event Analysis

Following the discussions and analysis of trends, the participants were asked to complete a similar brainstorming session, this time focusing on specific events that have occurred or could occur that could impact the future use of private investigators for criminal police investigations.  Events are different from trends in that events are singular occurrences.  Events occur at a specific time and date.  For example, an earthquake or windstorm on a certain date is an event.  The passage of a new law that would mandate a certain action is an event.  

During the event identification round table phase, the panel members identified twenty-three events that would have an apparent impact on the issue.  Refer to Appendix C for the complete list of identified events.  The systematic voting method was again used to recognize the most significant events.  The panel identified nine events that were selected for further discussion and analysis.  

The nominal group was asked to assign numerical values to these events in order to portray the events in relation to one another and their impact on the topic question.  The following Event Summary Table charts these events in four categories.  The first column identifies the time that the participants believed that event could first occur.  The second column identifies the estimated likelihood, expressed in a median percentage that the event would occur within five years from today, but less than ten years.  The third column identifies the likelihood, again expressed in median percentages that the event would occur within ten years from today.  The fourth column expresses whether the nominal group believed that the event would have positive or negative effect on the topic question, and the level of impact that the event would have based on a scale of 0 to 10.

EVENT SUMMARY TABLE

	Event
	Yr>0
	+5 Yrs.
	+10 Yrs.
	Impact 

-10 to +10

	E1 Terrorist attack Chevron Refinery
	3
	75%
	80%
	+3

	E2 State releases 25% of convicted inmates
	3
	20%
	25%
	+6

	E3 POA conducts a work stoppage
	4
	95%
	95%
	-4

	E4 ESPD contracts police services to LASO
	9
	0%
	10%
	-6

	E5 4% @ 45 years is enacted
	4
	20%
	40%
	+5

	E6 South Bay forms a united police department
	5
	10%
	30%
	-2

	E7 FLSA mandates parity in wages for any private investigator and sworn peace officers
	4
	10%
	15%
	+5

	E8 Law mandates that private investigators obtain same POST training as sworn law enforcement officers
	5
	30%
	60%
	+2

	E9 Law mandates complete background check on all contract employees working for a police agency
	4
	70%
	70%
	+7


Discussion Specifics

E1: Terrorist attack Chevron Refinery- The NGT panel believed that there was a high probability that this event would occur, and due to the current position of the country, it would happen in three years or later.  The occurrence of such an event would have a positive impact on the issue as the U.S. would again focus its resources on the protection of homeland security and privatizing criminal functions would aid in day-to-day investigations.

E2: State releases 25% of convicted inmates- The NGT panel had similar ideas and forecasts with this event.  The belief was that there was a relatively low probability that it would occur, and due to the current position of the State budget, it would happen within the next three to five years.  The negative impact of a massive release of convicted inmates is due to a negative portrayal of law enforcement from the inability to keep convicts in custody.  Further, there would be an increase in recidivism causing further damage on the police image.  It was also pointed out that private investigative companies would also suffer for the same reasons.  One point was noted that this event may increase the demand for outsource services and reflect positively on the law enforcement industry for making the attempt to better the situation by utilizing a private corporation.  The panel identified that although the discussions highlighted negatives issues surrounding the release of inmates, this release may have a positive impact on the issue of privatization as the need for additional resources would be evident. 

E3: POA conducts a work stoppage- The panel agreed and surmised that this event is highly probable if the law enforcement agency were to move forward with considerations of privatizing the detective division or any of its functions.  As indicated by the “negative-4” concerns, it was suggested that the drop in morale from the labor members would be detrimental to the law enforcement world and therefore lesson the likelihood of a successful private investigation relationship.  The act of the work stoppage would have influential impacts on surrounding unions possibly causing a chain reaction and similar incidents.  This chain reaction would have a negative impact on the use of private investigators.

E4: ESPD contracts police services to LASO- The panel was certain that this event would not happen within the next five years and only displayed a 10% level of certainty that it would occur within ten years, specifically in the ninth year.  A discussion of the financial stability of the city directed the dialogue.  The panel further discussed the idea that the city would move toward the county for police services before going to the private sector, as this has been the trend in the past.  The example of the Hawthorne and Inglewood Fire Departments were used to further support this belief.  The impact level was -6 due to the belief that this event would eliminate any need for the city to contract out for investigative services.  

E5: 4% @ 45 is enacted- There was a short discussion by the panel to clarify what “4% @ 45” really means.  The description provided identified that, in retirement, a sworn officer will receive 4% for every year of employment, and will be able to receive retirement funds at the age of 45.  Currently, the industry standard for law enforcement is 3% @ 50, with a maximum accrual of 90%.  The panel agreed that this higher retirement benefit has a chance of occurring in year four.  The issue of the state budget was the source of discussion in which the panel hesitated on identifying a higher percentage.  The impact identified was +5 as the enhanced retirement benefits would cause many sworn personnel to depart the law enforcement industry at an early age.  This departure would reduce investigator expertise within the police agency creating a need to contract for these criminal investigator services.  Further, this reduction in sworn personnel would be a highly qualified pool of personnel for the private firms.

E6: South Bay forms a united police department- The panel defined the South Bay Police Department as an agency comprised of Inglewood, El Segundo, Manhattan Beach, Redondo Beach, Hermosa Beach, Palos Verdes, Hawthorne, Gardena, and Torrance.  It was further identified that the current city agency structures would be disbanded to form a single police entity, and would not remain in operation along with the newly formed South Bay P.D.  Although the members believed with only 10% certainty that this event could come to fruition within five years, and with slightly more certainty within ten years, the panel felt that politics would be the main hindrance.  Further, the differences among the identified agencies are enormous.  It is believed that the economy of scale would benefit each city.  It should be noted that the impact was highly divided among the panel members for this event.  One of the differing opinions suggested that a unified police agency would eliminate the need to privatize any services, as sufficient personnel would be available to accommodate any demand.  On the other hand, some panel members stated that consolidating resources does not necessarily provide unlimited personnel.  In fact, this may lead to reduced personnel and increase the need to privatize certain functions ultimately having a positive impact as it relates to the service of private criminal investigations.

E7: FLSA mandates parity in wages for any private investigator and sworn peace officers- The panel felt that this event would occur with a low level of probability.  The main idea behind this belief is that the labor union groups would become involved and lobby against the parity.  The idea of working as an investigator, whether private or sworn, would be classified as “different and distinct” and the pay would need to be different as well.  The impact of this event was +5 as the parity in wages would aid in the development of successful contracting firms.

E8: Law mandates that private providers of police services obtain same POST training sworn members of a law enforcement agency- The panel members identified that this event would come as a result to a prior negative occurrence.  The panel defined the POST training as the same training needed to obtain and maintain peace officer status in the California.  Again, there were mixed opinion on the probability of this event occurring as several panel members were of the opinion that the contract personnel would not undergo the time consuming training just to obtain the capability of providing any contracted police services.  After completing the necessary hours of training, it was the opinion of many panel members that the trained persons would prefer to become a sworn police officer, therefore reaping the benefits in pay.  Others related that the training would only benefit them in their pursuit of obtaining a license to perform their duties in the private sector.  Due to the opposing beliefs, the impact was averaged at +2.  The training mandates would cause contracted employees to obtain training levels equal to the sworn officers, and therefore create a more qualified contracted employee to conduct privatized investigations.
E9: Law mandates complete background check on all contract employees working for a police agency- There was a similar discussion as with event number 8, stating that this event would occur following a negative incident involving a private criminal investigator.  However, the likelihood of this happening was very high, as it seemed to be the panel’s opinion that in order for a contract system to succeed, full and complete backgrounds must be completed.  Some panel members discussed the issues surrounding the failed use of civilian jails by neighboring South Bay cities.  There was a strong belief that if this mandate was not enacted, the impact would be great and in the negative direction.  The panel identified that full and complete background checks on all contracted employees would again bring higher qualified personnel to the table for the purpose of conducting criminal investigations and therefore have a greater positive impact on the issue at hand. 

Cross Impact Analysis

After completing the trend and event analysis, a group of five members from the NGT panel was asked to view and analyze both elements, trends and events, in relation to one another through a cross impact analysis.  The cross impact analysis evaluates the impact of each event on each trend using a scale of negative five to positive five.  The mini-panel was instructed to keep in mind that the impact, either positive of negative, should be relative to the utilization of a private criminal investigative system.  For example, a rating of positive five indicates that the mini-panel thought the event would have the maximum positive impact on the trend, which would positively affect the proposed change.  Conversely, a negative five rating indicates the event would have the maximum negative impact and therefore negatively influence the use of private criminal investigators.  

The information gained from cross impact analysis is then utilized to dictate what type of influence should be directed toward a specific event.  For example, if a specific event should occur, and the result of that event creates a positive impact on several trends as they relate to the issue of privatized investigations, then measures should be taken to aid in the occurrence of the specified event.  On the other hand, if an event occurs that has a negative impact on numerous trends, then measures should be taken in an attempt to disallow that event from occurring.  

The following Cross Impact Analysis Chart identifies the ten trends across the top row and the nine events down the first column that were identified by the NGT panel.  A legend is provided to easily identify each trend and event.  The chart is read by following the event across the row and the trend down the column to where they intersect and identify the number that relates the specific impact for each event and trend.  The chart shows several spaces with an impact number of “0” indicating that the event would not affect the trend in any significant way.

CROSS IMPACT ANALYSIS TABLE

	
	T1
	T2
	T3
	T4
	T5
	T6
	T7
	T8
	T9
	T10

	E1
	+5
	+5
	+4
	+2
	-1
	+3
	+1
	+3
	+2
	+3

	E2
	-5
	-5
	+3
	+2
	0
	0
	0
	+4
	0
	0

	E3
	-3
	-4
	0
	-4
	0
	-4
	+5
	-4
	0
	0

	E4
	-2
	+4
	0
	+3
	0
	-5
	-5
	-5
	0
	+2

	E5
	0
	+1
	+1
	+2
	0
	-3
	0
	+4
	0
	0

	E6
	+1
	+3
	0
	+2
	0
	-2
	-4
	+1
	+1
	+2

	E7
	+2
	+1
	+4
	+1
	0
	+3
	-5
	+3
	0
	0

	E8
	+5
	+2
	+5
	+1
	0
	+2
	+1
	+5
	0
	0

	E9
	+5
	+2
	0
	-1
	0
	+3
	+3
	+4
	0
	0


LEGEND:

Trends

T1 - Level of public trust in law enforcement

T2 - Level of media influence

T3 - Level of training needs in law enforcement

T4 - Level of investigator caseload
T5 - Number of crimes needing criminal investigations
T6 - Level of commitment (work ethic) of a police investigator

T7 - Level of influence of labor contracts

T8 - Level of law enforcement personnel morale
T9 - Level of influence of civilian review boards on law enforcement
T10 - Level of change in forensic technologies
Events

E1 - Terrorist attack Chevron Refinery

E2 - State releases 25% of convicted inmates

E3 - POA conducts a work stoppage

E4 - ESPD contracts police services to LASO

E5 - 4% @ 45 is enacted
E6 - South Bay forms a united police department

E7 - FLSA mandates parity in wages for any private investigator and sworn peace officers

E8 - Law mandates that private providers of police services obtain same POST training sworn members of a law enforcement agency

E9 - Law mandates complete background check on all contract employees working for a                                     police agency
For the most part, the cross impact analysis identified several events that would have an influence on a number of trends in a beneficial manner should they occur.  For instance, E1 - Terrorist attack Chevron Refinery, illustrates that a disastrous event such as an attack on a local refinery would have beneficial consequences on the trends as they relate to the issue at hand.  The September 11, 2001, Twin Tower event in New York was identified as an example during discussions.  Following the fall of the towers and tragic loss of life, much support was offered for both the nation and the members of all public safety organizations.  As earlier stated, when a cross impact analysis indicates that a specific event would have an overall positive impact on all identified trends, consideration should be given and measures should be taken in an effort to make the event come to fruition.  However, in the case of a horrific event such as a terrorist attack, the cost of life and property can outweigh the potential benefits and positive impact that these trends would have on the issue of privatized criminal investigators.  

Another example of one event having significant positive influences on the specified trends is E8 - Law mandates that private investigators obtain complete POST training.  The group discussed that good could only come from a mandate that requires an enormous amount of qualified training.

On the other hand, it was identified that certain events would have tremendous negative influence on the trends and negative impact on the issue of privatization.  The most prevalent event in this case is E3 - POA conducts a work stoppage.  Although the mini-group discussed that the POA would build their own level of impact on labor contracts, all other trends would be influenced in a negative way.

Finally, during discussions among the mini-group members, it was stated that the occurrence of certain events would in turn cause other events to occur.  Based on this theory, it would be the sequential occurrence of said events that would have an even a greater impact on the trends, and subsequently on the issue of privatization.    

Scenarios


The development of trends and events and the cross impact analysis of the potential interaction between the two formed the basis for the following scenarios.  These scenarios depict three alternative potential future outcomes.  They are not intended to predict the future; however they are drafted for the purpose of looking at what the future may hold as it relates to the use of privatized criminal investigative services.  They are written in a manner to illustrate an optimistic future, a pessimistic future, and a normative one.  

Scenario I – Optimistic Future

The Progressive Police Department was a mid size law enforcement agency.  It was a Wednesday evening in December of 2009 and all the other jail cells were quiet.  “Off to court tomorrow for you,” said the jailer as he closed the jail cell door to where Althumb Anfingers was going to spend the night behind bars.  This was the final arrest and conclusion to a seventeen-month investigation involving a criminal organization that hacked their way into the Flybynight Medical Facility.  The crime spree began as what seemed to be an innocent virus that spread through the company’s finance software system.  It was later determined that the virus was actually disseminating revenue funds into untraceable accounts, little by little.  Due to the small and insignificant amounts that were transferred at each transaction, the loss went undetected for sixteen years.  Further investigation of the company revenue books determined that over twelve million dollars had been transferred to unknown banks from the business accounts.  

After several weeks of internal investigations, local authorities were unable to ascertain the origin of the virus.  It was determined that the Progressive Police Department would utilize the contracted criminal detectives from Investigations R Us.  Following the recommendation of a civilian review board, the city recently entered into an agreement with the private firm based on time and materials used for each criminal case.  The costs for an hour of specialized investigative service equaled only three-fifths of the total compensation of a sworn detective’s hourly rate.  

Specific circumstances of the criminal activities were provided to the company’s dispatcher and within minutes, two private detectives were dispatched and arrived at the medical facility.  Each of the detectives had a Masters of Science degree in computer science, and a Doctorate degree in computer applications and networking.  Their investigative experience was just as impressive.  Both investigators had over thirty years of sworn law enforcement time, several of those years working within an investigative division.  Each also had multiple hours of training from the Microsoft Corporation in computer design and software applications.

By utilizing their computer science and application education along with their extensive knowledge in current forensic technology and police criminal investigations, an investigative package was completed and presented to the Investigative Division Commander.  The package contained all necessary information including evidence collection and recommendations for arrest.  The package was presented to Judge Cunvictimal who was highly impressed by the work and investigative case layout.  Cunvictimal issued search and arrest warrants for all nine individuals that were identified during the course of the investigation.  Eight of the suspects were located and arrested throughout the state and eventually expedited back to the town of Progressive.  The head of the crime family, Anfingers, who had disguised himself as a woman and was living in Lodi under the alias of Martha Stewart, was the last to be arrested due to his clever disguise.   

Scenario II – Pessimistic Future

The Gloomy Police Department is a mid-sized agency located along the ocean’s coast in Los Angeles County.  On Saturday, June 28, 2009, Gloomy police officers and hundreds of supporters outside the police facility held signs and chanted, “For you we give our lives away, for us you give our jobs away!”  It was the start of the second week of officer and citizen protests following the signing of the contract to utilize private detectives for criminal investigations.  The Police Officers Association had threatened to not come to work  and sit out in the form of a “Blue Flu,” however, they have not yet resorted that form of protest as the public has already shown tremendous support for their cause.   

City council members continue their attempts to convince the public that there is a need to utilize private criminal investigators to assist in the investigation of certain crimes, as many of the officers do not have the computer expertise to complete a thorough investigation for several of the cyber-type crimes.  Further, the council members are claiming financial hardship and state that the utilization of a private service may ease the burden and prevent lay offs.

The police, on the other hand, claim that specific training in the field is all that is needed to obtain the expertise.  The argument for the police officers is that the jurisdiction for these type of crimes lies within the boundaries of the police, and it is police that should handle them from start to finish as it has always been.

The POA argue that the city of Gloomy is financially stable and has been keeping the truth regarding the financial status of the city from the public.

Finally, the POA claim that hiring contracted investigators would only cause problems.  The case that is quoted by the POA to protest the use of private investigators is from a neighboring agency that utilized a privately contracted criminal investigative firm to investigate an identity theft case.  It was later determined that the detectives sent by the investigative firm were convicted felons from Arkansas.  The crimes they were convicted of included insurance fraud and money laundering.  As a result of the information regarding the private investigators’ history, the case was dropped.

As with the neighboring municipality, the contract between the private firm and the XY Police Department did not have a clause mandating background checks for all of the private investigators.  Further, a recent ruling by the FLSA mandated that criminal investigators receive salary and benefits comparable to those that are received by sworn police officers.  

Due to continued protests by the POA and citizen outcry, the City Council terminated the contract with the private criminal investigative firm.

Scenario III – Normative Future

On September 18, 2009, Detective Kingpin of the Elvis Presley Police Department received a text message on his Blackberry palm pilot while changing the oil on his automobile.  The message advised that he was needed at the Concord Hotel to investigate another credit card and identity theft case.  This case pushed the total number of fraud cases over the all time department record for a single year, and it was only September.  Kingpin quickly thought about the department’s newly acquired “4% @ 50 years” retirement system, shook his head and mumbled, “Just two more years.”  He then closed his eyes to bring himself back to reality, locked up his toolbox, closed the hood on his classic 1989 Ford Mustang, and headed to the hotel.  Once at the hotel, he spoke to the manager who advised that three rooms were reserved on a stolen credit card.  The room occupants were no longer at the hotel as they had to catch the Supertrain to Boston.  

Detective Kingpin obtained the credit card information and contacted the credit card company to verify the information.  While waiting for a return, Kingpin thought to himself that this was the thirty-fourth credit card case he has been assigned in the past week and there seemed to be no end in sight.  The cases were adding up but because of his limited time to investigate all the information and leads, he felt that there was no answer to the hotel chaos.  

The only light that Detective Kingpin realized was that the true victims in each of these cases were the credit card companies, however, he wanted to stop this activity as many of the credit card holders have been fellow police officers.  Kingpin’s assistance for investigating these cases was to utilize the fraud investigators at the credit card companies and banks.  These private fraud investigators were a start to what Detective Kingpin really would like to see.  True private criminal investigators to assist with specific functions of these type cases would be a true benefit.  

Detective Kingpin was pulled back to reality when the credit card operator came back on the phone to advise that card was reported lost/stolen out of Utah.  “Well, here we go again, another one that won’t be solved,” Kingpin said to himself.

The aforementioned scenarios have taken the definitions that were highlighted in chapter one, the trends and events discussed during the NGT, and offered a conceptual pathway in the development of a strategic plan for private investigators.  
The next chapter will provide analysis and planning methods for moving this issue from the conception phase to an actual plan.  This is done by developing a strategic plan to understand steps needed for moving toward this operational change.

CHAPTER THREE

STRATEGIC PLAN

“If anything is certain, it is that change is certain.  The world we are planning for today will not exist in this form tomorrow." 

- Phillip Crosby, Reflections on Quality 

Planning Methods

The aforementioned scenarios from Chapter two are conceived from definitions and ideas identified in chapter one, and the trends and events discussed during the NGT process.  They are drafted to provide an idea of what the future may entail.  As seen in the scenarios, the utilization of private criminal investigation firms can be beneficial or detrimental to an agency, depending on the culture of the department, and the acceptability of the organizational members.  With the conceptualization of possible futures, a strategic planning process can be utilized to influence the future outcomes.     


Strategic planning is a formal process whereby people, typically leaders of organizations, do not just manage day-to-day activities, but rather, using a number of tools and techniques, identify a series of goals for five to seven years in the future and then work toward those goals.  
The strategic plan is an important component in taking an issue statement and bringing it to fruition.  This is where value, capacity and support are studied to see if the issue raised can be justified for consideration and implementation.  The primary function of this strategic plan is to consider and implement a criminal private investigator system in a successful manner that will have a positive impact on clearance rates by the year 2009.  To begin the development of the strategic plan, a vision is necessary.  The vision to implement this system in a successful manner must identify an outcome where within the next five years, mid-sized law enforcement agencies would be able to provide a higher level of criminal investigative service resulting in greater customer satisfaction and overall public safety.  Further, the utilization of specially trained individuals would provide the opportunities and resources for an increased number of cases cleared. Level of influence of civilian review boards on law enforcement
Organizational Analysis


In order to effectively develop this strategic plan, an analysis of El Segundo’s current environment must be conducted and included identification of the organization's short-term and long-term goals, as well as the internal and external factors that may impact the organization’s efforts to reach its goals.  
The SWOT model is a technique that can help with this assessment as it identifies the internal strengths and weaknesses, as well as external opportunities and threats.    

· Strengths: 

El Segundo is noted for a long tradition of leadership in the Los Angeles Metropolitan area.  This leadership role undoubtedly was the result of being one of the first cities established in the early 1900s along the Southern California coast.  Its residents today are the direct descendants of hardworking pioneers who settled the city with interests in agriculture and ranching.  The vast majority, however, arrived here because Standard Oil of California had selected this coastal site for a large oil refinery.  

Unlike the communities to the south, it does not lend its name to that of a beach community and a tourist attraction, but rather as a commercial center that has become home to over 30 major corporations, providing for a healthy tax base.  The spirit of both the businesses and the homeowners of El Segundo continues to exemplify their ancestors in their sustained commitment and support of the total community, and specifically in their overall quality of life. 

The issue of maintaining that quality of life within El Segundo is highlighted by their support for their police department that prides itself on their Part I case clearance rate that is better than 90%.  These and other accomplishments that have been maintained consistently are the direct result of the community’s support for the police.  The police department is community response oriented and enjoys not only an envious relationship with the community, but also with the City Council and City Manager.  The support of these long term business and residential communities, as well as the that of the city management, are indeed an internal strength for progression toward change within the police department.

Further, as a result of this support, the department is provided with advanced equipment and training, and subsequently responds well in crises.  The attitude of the department is upbeat and supportive of the administration.  There are few disciplinary issues and the employee turnover rate is low.  The officers enjoy working for the police department and will accommodate change to maintain their employment.

These city and departmental attributes are essential in the insertion of any new or innovative idea such as the use of private criminal investigators.

· Weaknesses:
A few years into the new millennium has uncovered an enormous California state deficit that has crippled many municipalities.  The noted $34 billion shortfall has caused the El Segundo city administration to look closely at ways to reduce costs and lower the annual operating expenses.  The slogan, “Do more with less!” is truly a reality and since the majority of the operating budget is utilized for paying salaries and benefits, the city’s only true means for saving dollars in the long run is to reduce staff.

Although the state budget is an external influence, the means by which the city of El Segundo has chosen to mitigate the deficit has been trying.  The reduction in staffing levels through attrition has been promising in that there are no lay offs, however, by not replacing the personnel, the city has added to the work load of the department.  This tactic to accommodate a short term budgetary issue has clouded the vision for future change within the agency.  This weakness however may be turn into a strong positive for the use of private criminal investigators due to work load. 

Additionally, some officers may associate the use of private investigators as a sign that they are not producing in an adequate manner.  Negative beliefs regarding job performance may be detrimental to the acceptance of change.

· Opportunities:
The police department currently enjoys deep support from the City Council and the community.  That support has been conveyed in special programs, equipment, and training that enhances officer safety and performance.  Although the current climate has put a hold on sworn personnel staffing levels, the aforementioned support can aid in providing an alternate source or assistance with police functions.  

The city has recently entered into several service contracts to provide maintenance for radios and vehicles in lieu of replacing staff that have left through attrition.  Prior to these service agreements, the police department, and the city in general, had a tendency to provide all services internally.  Now that the idea of contracting services has been broken, opportunities for future contracted services are possible.

Finally, the opportunity to examine any potential savings in operation funds may sway someone who does not support change to become an advocate of the new idea.

· Threats:
The police department may not be able to negotiate a satisfactory or cost efficient contract with a private vendor to provide criminal investigative services.  This failure to execute an agreement would cause the change to not occur.

Additionally, a poor understanding of the intent of the private investigator system may cause a lack of support and interfere with the successful implementation.

Stakeholder Analysis


This process involves the identification of key stakeholders.  Stakeholders are individuals, groups or organizations that have an interest, real or perceived in the desired goal.  Stakeholders have the ability of either cooperating toward the desired goal or of being obstacles to its attainment.  For this project, stakeholders fall into all three categories of individuals, groups and organizations.  Individuals are identified as those investigators from the police department and individuals from the private investigative firms that might work directly with the sworn detectives on a criminal case.  Groups would be the police officer associations, management, city council and the business corporations that provide private criminal investigative services.  Organizations would be the law enforcement agency and other public entities or private businesses that support the efforts of the private investigations.

A “snail darter” is an individual, group or organization that might oppose any planned changes.  In this case, the “snail darter” may come in from more than one area.  For example, individuals within the organization may view the idea of a private criminal investigator as too much of a radical departure from traditional police services.  The City Council may embrace the concept based on the anticipation of saving money, but balk at relinquishing any control over the investigations of criminal activities.  Finally, business owners and residents may not want to receive service from a contracted vendor as they may believe the services will be inferior. 


The following list of stakeholders may have potential influence on the success and implementation of a privatized investigative service:

· City Council

· Strong support for police and public

· High political influence with local and state issues

· High interest in providing the best services to their constituents

· Interested in financial expenditures for police services

· Would support change that increases public safety services and reduces costs

· City Manager

· Requires knowledge of operations to serve as liaison with Council

· Financially conservative

· Supportive of cost saving ideas

· Police Chief

· Understands the investigative functions

· Has contracted for outside services in the past

· Hesitant to contract with civilian investigators for critical functions traditionally filled by sworn

· Police Officers Association

· Will question the use of private police investigators

· Concerned over wages and benefits

· Probable adversary due to potential loss of labor opportunities

· City Residents

· Must be educated on the capabilities of the private investigators

· Pay taxes that fund public safety

· High expectations of successful investigations

· Supportive of the Police Chief and administration

· Business Community

· High expectations of police, this is why many have located to the city

· Strong relationship with the police department

· Work in conjunction with police personnel on criminal matter

· Supportive of the Police Chief and administration

· Police Managers

· Interested in maintaining or bettering case clearance rates

· Will support the decision of the Police Chief and administration

· May lose some control over criminal investigation process

· Police Supervisors

· Skeptical over the capabilities of the private investigators

· Fear of losing control of investigative process

· Have a high interest in police officer safety issues

· Police Detectives

· See an opportunity for appropriate assistance

· Understand the function of the jobs and cases

· Supportive of the added resource

· District Attorneys, Public Defenders, Judges, etc. - 

· Interested in professionalism of private investigators

· Influential with prosecuting privately investigated cases

· May actively support the use of skilled professionals for complex cases for testifying purposes

· California Legislature (snaildarter)

· May halt all attempt with legal issues prohibiting private investigators from doing the job, e.g. no access to NCIC databases. 

· Private Security Firms

· Currently a growing business with patrol and other law enforcement services

· Will support investigative fields if financially feasible

· May struggle with finding qualified personnel

· Media

· Can influence public perception through mass media

· Can be used as a tool for gaining public support

· Beneficial relationship with current police administration to deliver positive message

Strategy Alternatives


The Nominal Group Technique and the Cross-Impact Analysis highlighted the impact of trends and events that could play a role in implementing a private criminal investigative service system.  From those processes, three alternative strategies were developed.  These strategies represent different approaches in making this system part of the El Segundo’s institutional character.  Consideration of the organization climate and the concerns of the listed stakeholders were included during the development of the strategies.

Strategy One


El Segundo contracts with a private firm to provide specific investigative functions for their Detective Division.  Examples of the specific functions are individual tasks such as computer hard drive examinations, fingerprint analysis, arrestee interrogations, or credit card fraud tracking.  With this task-oriented system, a sworn investigator is assigned to a case and is given the option to utilize trained private investigative personnel as aids to conduct special tasks.  Once the private or contracted investigator has performed the identified function, the sworn investigator utilizes the work to prepare the case for filing.

Strengths

· Sworn investigator maintains control over the case

· Contracted private investigators can be utilized for their strengths and training

· Higher level of expertise within each task is obtained

· Sworn investigator can manage time 

· Sworn investigator can operate in the capacity like a General Contractor and sub-contract out much of the work

Weaknesses

· Sworn investigator may not have background information on contract personnel

· There would be a loss of direct knowledge

· Loss of direct knowledge may cause negative ramifications during court testimony

· Costs for multiple contracts

· Legalities for managing multiple contracts

Strategy Two


El Segundo enters into a contract with a private investigative firm to perform complete, start to finish, criminal investigations.  The supervisor of within the Detective Bureau assigns criminal cases to the sworn police investigators based on their areas of expertise.  Detective “A” is assigned two cases involving assaults, Detective “B” is assigned cases that entail the theft of automobiles, and Detective “C” is assigned an “in custody” case where a female was arrested for possession of cocaine.  The two remaining cases involve the use of a stolen credit card during a purchase via the Internet, and a check fraud that occurred at the Bank of America located in El Segundo.  For these two cases, the supervisor contacts the case coordinator at the private investigative firm and conveys the circumstances of each case.  The coordinator recommends two individual private agents based on their experience and expertise in credit card and check fraud.  The private detectives respond to the police station and conduct a complete investigation for their respective cases, including making the arrest, filing their case with the District Attorney, and testifying during the court proceedings.   

Strengths:

· The case is conducted from start to finish by a single investigator similar to current environment

· The case is investigated by personnel with high levels of expertise and experience in the related field for the case at hand

· Outsourcing cases that require extended hours of time to investigate such as the ones discussed in the scenario will free up time for sworn investigators

· Training for specific cases will be less essential for sworn investigators

· Costs for private investigators should be reduced compared to sworn salary

Weaknesses:

· Loss of control

· Loss of “Team” concept

· Uncertainties with arrest tactics

· Loss in mentoring capabilities

· Sworn persons would lose, and not have opportunity to build expertise in specific areas

Strategy Three


El Segundo enters into a contract with a private investigative firm to perform criminal investigative services on a “time and materials” basis.  This is a combination of the first two strategies and provides the El Segundo detective the ability to utilize contracted assistance for a variety of functions or services depending on the issues of the case.  The case is controlled by the primary sworn investigator in the capacity of a case agent.  The case agent can utilize services provided by private investigative firms in order to successfully complete the criminal investigation and bring it to closure.  

Strengths:

· Contracted private investigators can be utilized for their strengths and training

· Higher level of expertise within each task can be obtained

· Sworn investigator can better manage time 

· Sworn investigator can operate in the capacity of a general contractor and sub-contract out much of the task work

· The case agent has more flexibility while working the investigation

· Case agent is in control of the entire case

· The case is conducted from start to finish by a single investigator similar to current environment with a multitude of options for completing the investigation

· The case is investigated by personnel with high levels of expertise and experience in the related field for the case at hand

· Outsourcing portions of the case that require extended hours of time to investigate will free up time for sworn investigators

· Training for specific tasks will be less essential for sworn investigators

· Costs for private investigators’ services may be reduced compared to sworn salary

Weaknesses:

· This may be cost prohibitive

· May necessitate multiple contracts

· Uncertainties of private investigators

Selecting the Strategy


Each of these alternatives has several strengths and weaknesses.  Successfully completing the criminal investigation with the use of a private investigative is the primary influence for selecting a strategy.  Cost is also a crucial factor that would have a major influence on the direction of the agency.  Case control is yet another leading issue among law enforcement officials that ranks near the top of list of concerns for decision makers.  


Strategy one places more control into the agency’s hand on how to investigate a specific case.  It offers options to the lead sworn investigator that can be utilized in order to perform a more efficient and effective criminal investigation, yet it limits the flexibility. 


Strategy two takes the control of the case and hands it to the private investigator who now acts in the capacity of case agent.  This strategy provides a completed package for the employing agency; however there are many unknowns as to the quality of the product.  Further, strategy two may be inefficient in terms of costs. 


A combination of both strategies may be the most viable approach to the implementation of a private investigation service and therefore, strategy three will be utilized for the transition management chapter of this project.  Having the capability to either farm out an entire case to a highly qualified and training private detective, or piece out certain aspects of the investigation could prove to be cost efficient as well as successful.

Law enforcement is rich with tradition, is often slow to change and typically is seen as more reactive in nature.  Under the community policing model, law enforcement took on a more proactive approach to problem solving.  The external environment has certainly been a change agent for law enforcement especially in the area of conducting criminal investigations.  As earlier stated, identity theft is exploding and law enforcement can no longer remain in a reactive mode.  Law enforcement must adapt to the specifications needed to combat such crimes.  The selected strategy utilizes information that was derived from the analysis of the organization and the apparent stakeholders to product a proactive solution.   

The next chapter discusses the management of change and transition methods that an organization should consider during the implantation phase of the selected strategic plan. 

CHAPTER FOUR

TRANSITION MANAGEMENT

“Life is pleasant. Death is peaceful.  It’s the transition that’s troublesome." 

- Isaac Asimov (1920 - 1992) 

Managing Change


The focus of Chapter Four is the management of change and the implementation of the recommended strategy that will allow law enforcement to manage the use of contracted investigative services.  Change efforts within organizations often fail, many times due to a failure to adequately prepare the organization for the change.  Transition management is a systematic method that assists organizations that undergo change.  More specifically, the following Transition Management Plan will establish conditions and activities that must be accomplished in order to move from the present state of police criminal investigations to the desired future state.


In order to manage this change, consideration must be given to the uncertainty and fear of that the recommended change will create.  Along with the fear, a certain level of resistance will be displayed.  The challenge as law enforcement leaders is to manage this uncertainty and fear in a way that nets the lowest level of resistance utilizing a successful transition process.

Commitment Planning


Commitment planning is a methodology to identify those key people who will play a significant part in the change.  It organizes information gathered through the stakeholder process to provide strategic direction.  Commitment planning is what the name implies:  what level of commitment will the stakeholder have and how will these levels of commitment interact with each other to assist with the change or impede it?  Critical mass analysis is an important part of the planning process. 

Critical Mass Analysis


The initial step towards completing a successful strategy for change is to identify the “critical mass” through commitment planning.  It is important to consider that with any change, voluntary or not, there are numerous key individuals or groups that will need to be committed and support the change, in order for the change to be successful.  If these key people or groups oppose the change, then the transition will be unsuccessful and the change will fail.  The minimum number of key people who must support the cause to ensure success is considered the “critical mass.”  The following people and groups are the critical mass group:

· Police Chief

· City Manager

· City Council

· Police Association

The critical mass chart provides the reader with an overview of the current position each member is expected to take in the transition plan and what the desired position should be.  The chart uses the symbols X and O to denote the current positions and arrows to show the direction desired for the transition to happen in its most effective way.  Further, the chart illustrates that the level of commitment is not the same for all members or groups. The following critical mass chart provides a visual means of contrasting and comparing the essential stakeholders in the transition to a contracted criminal investigative service:

CRITICAL MASS ANALYSIS CHART

	Critical Mass Members
	Block Change
	Let Change Happen
	Help Change Happen
	Make Change Happen

	Police Chief
	
	
	X(
	O

	City Manager
	
	X(
	O
	

	City Council
	
	X(
	O
	

	Police Officers Association
	X(
	O
	
	

	
	X= Current Position
	
	O= Desired Position
	


The Chief of Police must move from helping the change happen, to making it happen.  This position is needed to implement the program and give final authorization.  The Chief’s position is mandatory in the implementation of policy and direction of the department.  He or she must provide a philosophy to his management and supervisory staff that supports the change and demonstrate that the change will indeed be successful.  This movement is accomplished by continued communications with the City Manager and City Council.  Additionally, the Chief  must provide clear direction to the staff who are charged with implementing the change.

The role of the City Manager is to help it happen if the unit is to succeed.  Currently, the City Manager holds positions of letting the change occur however, it is through the City Manager that a successful transition can be had with the governing body or City Council via good liaisons and communication.  Therefore, it is vital for the City Manager to educate the City Council on the benefits that the change can bring to the department.  Further, the City Manager is a key contributor in the distribution of funds among city departments and is therefore instrumental in helping this change occur.

Because the City Council has the final authority to approve funding for the agency, they too must help the change in order for successful implementation.  The City Council maintains a responsibility to their constituents to provide the best services through the public safety agencies.  However, they do not actively participate in the programs or functionality of the police department and do not make the change occur.  They must understand the benefits of the new investigative structure and actively support the change.

Police Officer Associations must convert from opposing the change, to letting it happen so that transition can occur.  The association may display disparate attitudes toward the use of civilian personnel to perform what has traditionally been completed by sworn members of the POA.  The use of civilian contracted employees can be viewed as a threat to the POA in the respect that the civilians may be a replacement for sworn officers, thus reducing the numbers and subsequent strength of the Association.  In fact, the use of contract investigators as a tool to assist sworn detectives can alleviate the peace officer of several specific tasks or cases.  Further, private investigators can provide the police investigator more time to focus on other cases.  Audit results could indicate diminished benefits are necessary for association members in terms of premium pay and range of assignments.  Still, there are positive benefits that far outweigh the short-term issues associated with the audits.  

Transition

The selection of an optimum transition structure that will best manage the transition is critical in ensuring stability during the times of change.  The structure of the transition team should be formed with the intent to create the least amount of tension during the transition period.  To provide adequate leadership, a program manager with knowledge of the investigative operations should act in the capacity of the team leader.  An additional committee, the Executive Committee, should be established consisting of the Chief of Police and the top command staff within the organization.  The responsibility of the Executive Committee is to provide clear direction and establish goals for the program manager.  These goals must be communicated to help alleviate some of the fear and anxiety the transition team may experience.  In turn, it is equally important for the program manger to communicate the established goals and objectives to the members of their transition team.  

The members of the transition team should include stakeholders who will be most affected by the change, including the Investigative Commander, sworn detectives and supervisors, members of the POA, representatives from the courts and the public.  Additionally, it is vital to have representatives from the organizations or firms that will be providing the contracted employees.  

Again to ensure adequate communications, the transition team’s progress should be publicized and kept before the organization at all times.  To aid in successfully managing the change and preserving an open forum for communication and information, the utilization of a responsibility chart should be maintained. 

Responsibility Charting

Responsibility charting clarifies behavior that is required to implement important change tasks, actions, or decisions.  It helps reduce ambiguity, wasted energy, and adverse emotional reactions between individuals or groups whose interrelationship is affected by change.
  Through this chart, those who have a vital responsibility during the transition are provided clear direction for the actions that must be completed.  This clarification of the roles also assists in gaining group consensus among team members.  As can be seen in the following chart, the horizontal lines identify the act or task, as well as the corresponding levels of involvement required by each individual or group.  The levels of involvement include “total responsibility” which is represented by “R,” and “approval,” “support” and “inform” which are represented by “A”, “S” and “I” respectively.  Finally, as identified in the following responsibility chart, each task can only have one person or group who holds total responsibility.    

	
Responsibility Chart

	



Decisions or Tasks
	
Participants

	
	
Program Manager
	
Detectives
	
Police Chief
	
Police Mgrs.
	
POA
	Private Investigator Firm

	1. Initiate Project
	
I
	
I
	
R
	
S
	
S
	
I

	2. Establish Awareness Plan
	
R
	
I
	
A
	
I
	
I
	
I

	3. Create Needs Assessment Plan
	
R
	
S
	
A
	
S
	
S
	
S

	4. Budget Plan 
	
R
	
I
	
A
	
I
	
I
	
S

	5. Create Guidelines & Policy
	
S
	
S
	
A
	
R
	
S
	
I

	6. Train Managers & Investigators
	
I
	
S
	
S
	
R
	
I
	
I

	7. Implement Contract System
	
S
	
S
	
A
	
R
	
S
	
S

	8. Measure Results
	
I
	
S
	
I
	
R
	
I
	
I

	R = Total Responsibility                   

A = Approval                                           
	S = Support

I = Inform


The responsibility chart identifies clear tasks for the transition and implementation of a contracted investigative system.  It is clear that the Chief of Police holds total responsibility for the initiation of the change, as well as the approval for numerous tasks throughout the transition.  The Program Manager is responsible for much of the administrative functions including awareness and assessment plans, as well as the development of a budget strategy.  The other critical participant who holds responsibility over various tasks is the Police Managers.  As identified by the chart, they are accountable for guidelines and policies, training and implementation, and the measurement of results.  The remaining critical participants hold roles to support the tasks during transition, and to be informed about transition tasks.   

As part of a transition, responsibility charting offers a visual aid for managing the tasks required.  Often during conversions, negative emotions are displayed which cause tension to the organization.  To combat this perception, additional communication steps during the transition should be considered.  The steps may include ongoing team building workshops to ensure open and honest communications.  

During the team building sessions, the program vision must be discussed with team members, staff and respective subordinates.  This effective communication is most important during any transition phase to ensure a true understanding among all stakeholders regarding the change at hand.  Additionally, as part of the program vision, standards and guidelines must be established.  This will further ease tensions and apprehension over the unknown.  The project manager should assist the staff by establishing these standards and guidelines.  Without standards and guidelines, members of the transition team do not have a clear definition of their roles and their direction.  The standards and guidelines should included checkpoints and mid-point goal evaluations.  These checkpoints are established to evaluate the progress of the transition period and to ensure that the transition to the future investigative system will be successful.

In addition to the checkpoints and goal evaluations that are performed throughout the transition phase, it is imperative that a final evaluation component is conducted following the implementation of the change.  For a considerable change such as the utilization of a private criminal investigative service, a six-month to one-year pilot program is suggested.  Following the pilot program, a management analysis should be completed to confirm the success or failure of the implemented change.  This analysis may include components such as customer satisfaction surveys, statistical data comparisons, and an examination of related costs.   

  
Finally, as stated earlier, communication is essential throughout the transition and evaluation of the changed program.  Stakeholders should be made aware of the issues and actions that are ongoing with the program transition.  It should be noted that stakeholder reactions to the issues is an important observation of the program manager so that actions or decisions can be appropriately conducted.  The entire transition period can be as successful a team building venture as the program change itself.  

The focus of this chapter has been the development of a transition management plan that aids in the implementation of change.  This transition plan provided a system to successfully change an organization and migrate to the use of an investigative structure utilizing private vendors.

The transition began with an introduction to the proposed change and the development of goals and objectives to achieve the desired future state of contracted investigations.  The management of the change required the identification of critical mass, their level of commitment, and their understanding of their roles and responsibilities.  The Executive Committee and transition team represented the critical mass and immediate stakeholders, and were charged with managing change during the implementation of the strategic plan.  As a vital organ in the successful management of change, communication and team building was introduced.   Team building session ensured that all team members communicated with each other.  Through this communication, each member understood the set standards, guidelines and goals, as well as their own role and responsibility during the transition phase.  Finally, as a vital component to measure the results from the implemented change, an evaluation element is suggested.  In this case, a complete management analysis is recommended.  

CHAPTER FIVE
CONCLUSION

“People do not like to think.  If one thinks, one must reach conclusions.  Conclusions are not always pleasant.” 

- Helen Keller (1880 – 1968) 

Conclusions and Recommendations


This futures study began by asking the question, “What impact will privatization of field investigations have on clearance rates in a mid-sized, urban law enforcement agency by 2009?”  Various topics stemmed from the use of contracted criminal investigative services that questioned training and education needs, specific expertise, funding and cost efficiency.  These questions provided the issue definition and set the parameters for the study.

Many agencies have already transitioned to the use of some form of contracted service due to various reasons.  Some of these circumstances include financial burdens, an ability to provide a higher level of services, or a reduction in personnel and limited resources.  Whatever their reasons, the traditional way of doing law enforcement by maintaining everything in-house has been breached and this project looks at outsourcing a step beyond.

The initial research presented in the opening chapter illustrated the possibilities and importance of this futures study.  The need to examine a new investigative resource is not only expressed to the extent of maintaining success, but also to accommodate the success that is shown through the closure rate of criminal cases.  Although the need is clear, there certainly is disagreement and difference in opinion among the citizenry and the sworn personnel within a law enforcement agency.  These attitudes are demonstrated through past practice and are further represented in chapter two via the NGT process.

The NGT process identified trends and events that would have influence on the issue of private criminal investigators and the relation to case closures.  Opposing opinions brought to light issues dealing with case control, historical knowledge and specified expertise.  These opinions varied the panels’ level of concern and/or the direction in which the trend move.  

While these considerations and opinions are valid for the purpose of examining the possibilities of introducing a contracted system, the period of transition and implementation is often an organizational disaster.  For this project, strategic and transition plans were identified and offered to achieve a smooth conversion from the traditional method of investigating crime, to a contracted option.  

Police criminal investigations are an essential component of any law enforcement agency and have been performed since the inception of the criminal justice system.  The growing number and complexity of white-collar crimes has placed a burden on the resources within many mid-sized police agencies.  Moreover, several police agencies struggle with training requirements and needs due to budgetary and/or staffing constraints.  The inability to maintain officers who are experts in the field has become an all too familiar state for many mid-sized organizations.  Often this is due to interdepartmental rotations or outright retirement.   

Criminal activities involving fraud, identity theft, credit card swindles and computer crimes are requiring detectives to attain extensive educations in nontraditional areas including mathematics, accounting, and computer science.  Each criminal activity is unique and requires specific and individualized training that must be continually updated with time.  Many agencies are finding this maintenance of training expertise to be overwhelming and unobtainable.  

Further, police agencies will continue to find their communities demanding that police officers, specifically investigators, are well equipped and able to deal with the types of crimes that plague society.  In addition to the training necessary to build and maintain expertise for a particular crime type, ongoing training must be provided to ensure that investigators remain proficient in the operation of crime solving technologies and tools.  The increase in technological advancements and computerized databases has grown at an enormous rate.  The necessity for investigators to stay current on their capabilities is prevalent, as these technologies have proven to be of value to the success of solving crimes and clearing cases.  


Finally, the financial strength of the law enforcement agency often runs parallel to that of the municipality, state, or other jurisdictional body for which it resides, and is therefore dependant on the financial stability of that body.  With the current budget deficit crisis of the state of California, many California law enforcement agencies may be suffering in the same manner with their own budgets.  

With all this said, implementing the use of contracted criminal investigators, or any change for that matter, may present difficulties for any department.  Several of these obstacles have been identified and discussed throughout this paper; however, the potential cost savings, enhanced quality and specialization, as well as the ability to maintain case control will outweigh these presumed difficulties.  

This project has identified that the utilization of a privatized criminal investigative service is indeed a viable and potential resource for police leaders to consider when faced with criminal investigative concerns.  Further, with enhanced criminal investigations occurring due to a more efficient and effective investigative model, there is belief that an increased number of criminals will be arrested and presented to the District Attorney for prosecution.  

It has been demonstrated that in the game of sheer numbers, the more cases that are reported does not necessarily result in a higher number of cases cleared.  The unpredictability in the relationship of the Crime Index and clearance rates has made it difficult to measure the impact that privatization of field investigative services will have on clearance rates.  Yet, the advantages gained by employing such a system are evident.  Consideration must be given to other influences when measuring the impact level.  Additional factors including the number of sworn investigators, their level of experience, and the experience level of the first responders or patrol officers may also impact the case clearance rates.  

To maintain success, it is important that law enforcement agencies employ any legal, moral, and ethical methods to successfully perform their duties of providing public safety to their respective communities.  Part of providing safety to the public is the successful investigation of criminal cases.  To show that investigations of criminal activities are successful, the case clearance rate of an organization is often utilized and monitored.  This project has demonstrated that privatization of field service investigations, in some form, will have a positive impact on case clearances by the year 2009.  Based on the expected level of specialized experience possessed by the private investigator, the outcome of the case will yield more arrests and therefore impact the case closure rate in a positive manner.  
Although this is not a traditional form of police work, it is recommended that a format of this contractual structure utilizing specialized private investigators be implemented within the next five years.  It is further recommended that statistics revolving around the Crime Index, arrests and cases cleared be continually monitored through the year 2009 to verify the extent of the impact that privatized investigations has on a mid-sized, urban law enforcement agency.

APPENDIX A

NGT Panel Members

A special thanks and appreciation goes out to the NGT panel that included the following people:

· Craig Cleary - Police Lieutenant – Investigative Commander; El Segundo Police Department

· Dan Kim - Police Sergeant – Patrol Supervisor / Training Coordinator; El Segundo Police Department

· Ed Villarreal - Police Officer – Investigative Detective; South Gate Police Department

· John Sellens - Police Officer – ESPOA President / PORAC Chapter President; El Segundo Police Department 

· Tammy Appleton - Crime Scene Investigator; Los Angeles County Sheriffs Department

· Betty Paquet - Records Administrator; Glendale Police Department

· Sandra Dell - Communications Dispatcher; Redondo Police Department

· Dave Gray - Technical Services Administrator; City of El Segundo

· Jennifer Seltzer - Deputy District Attorney; Riverside County

· Jill McKenna - College Professor; Chapman University; Orange, CA

· Robert Cummings - Corporate Security Administrator; Aerospace Corporation; Former Inglewood Police Officer

· Seane Nemeth - Citizen - City of El Segundo

· Lisa Bowen - Student - California State University Long Beach

APPENDIX B

List of Trends

1. Level of state budget

2. Level of El Segundo city budget

3. Level of El Segundo Police Department budget

4. Level of influence of labor contracts

5. Level of law enforcement personnel morale 

6. Level of integrity of contracted personnel

7. Level of public trust in law enforcement

8. Level of qualified personnel hired by police departments

9. Level of qualified personnel hired by contracted agency

10. Level of influence of civilian review boards on law enforcement 

11. Number of crimes against people

12. Number of white collar crimes

13. Number of social crimes

14. Level of quality of investigations of sworn investigators

15. Level of quality of investigations of contracted investigators

16. Level of legal authority of civilian contracted investigators

17. Level of public perception of racial profiling by law enforcement

18. Level of confidence by public in contracted investigators

19. Level of control over sworn investigators

20. Level of control over contracted employees

21. Level of media influence on public

22. Level of outsourced law enforcement functions

23. Level of training requirements in law enforcement

24. Level of terrorism issues

25. Level of investigator caseload

26. Level of influence that race has on criminal investigations

27. Level of emphasis society has on education for law enforcement

28. Level of emphasis police managers have on education

29. Level of commitment of a police investigator

30. Technological advances in police equipment

31. Level of training for sworn investigators

32. Level of personnel development opportunities for sworn

33. Level of change in forensic technologies

34. Level of liability on police organizations

APPENDIX C

List of Events

1. Terrorists attack Chevron refinery

2. State releases 25% of convicted inmates

3. 10 state legislatures are victims of identity crimes

4. POA files injunction against private investigator services

5. 10% loss of senior (10+ year experience) law enforcement personnel to work for private investigator agency at initial signing of contract

6. POA conduct work stoppage

7. Private agency has zero applicants during first year of operation

8. ESPD contracts all police services to county sheriff

9. Case law is adopted prohibiting private investigators access to criminal history

10. Case law is adopted allowing private investigators free access to criminal history in same manner as sworn personnel

11. Case law is adopted mandating sworn law enforcement personnel conduct all criminal investigations for prosecution

12. 4% @ 45 years is enacted

13. Private agency charges $500 per hour for criminal investigative services, regardless the service

14. Citizen group protest against private investigators

15. Private investigation agency employs ex-con to conduct criminal investigative service

16. State budget cause three California agencies to decrease staff 10%

17. District Attorney refuses to file all privately investigated cases

18. South Bay forms a united police department

19. FLSA mandates parity for private criminal investigators and sworn peace officers

20. Law mandates that private criminal investigators obtain complete POST academy training

21. Private investigator is killed while investigating a criminal case

22. Law mandates complete background check on all criminal private investigators

23. Private investigator is arrested for stealing while investigating a criminal case
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