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The primary purpose of this audit is to determine whether 

there are 4,000 outstanding solvable cases in selected 

units of the Criminal Investigations Division (CID) of the 

Tallahassee Police Department (TPD) that should be 

assigned for investigation.  We also analyzed clearance 

rates for comparable cities and sought to determine if the 

CID has established goals, objectives, and performance 

measures that can be used to measure the effectiveness of 

the Division. 

In March of 2000, sergeants of the CID estimated that 

approximately 4,000 “secondary” cases were not assigned 

for investigation during 1999 because of minimal solvability 

factors and limited resources.  Because these cases are 

active and changing daily, we were not able to verify the 

above number of cases.  We reviewed a sample of cases 

that were not investigated, and we agreed with the 

sergeants that, given available information and limited 

resources it was more cost effective to not review these 

cases. 

We reviewed summary statistics for selected units of the 

CID for the period January 1999 to June 2000.  We noted 

that the average number of cases assigned to investigators 

had increased from 22 to 41, and the number of outstanding 

cases increased from 288 to 643.  We also noted that the 
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number of cases cleared by arrest or warrant had increased 

from 124 to 169, and the overall clearance rate had 

remained approximately the same.  However, the CID has 

not established staffing standards to assist in the 

determination of the need for additional investigators. 

The City Commission approved three new investigators for 

the 2000-2001 fiscal year.  CID should establish staffing 

standards and monitor the staffing standards to identify the 

need for additional investigators. 

To evaluate current practices of the division, we reviewed 

case clearance rates, a measure used to indicate the 

performance of police units.  We found that the case 

clearance rate for TPD was very favorable when compared 

to six comparably sized cities. 

We further identified the need to establish Division policies 

and procedures regarding case management practices. 

We identified the need for the division to establish goals 

and objectives that would be consistent with those of the 

department.  We also identified the need to establish 

additional performance measures that could be used by 

management to justify staffing and monitor Division 

performance. 

Generally, we believe that the CID is focusing on and 

placing priority on those cases with the highest likelihood of 

being solved or that require further investigation.  We wish 

to thank the staff of the CID and TPD for their assistance 

during our review. 
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The purpose of the audit was to: 
• determine if the 4,000 cases identified as outstanding 

cases are solvable cases and should be assigned for 
investigation; 

• evaluate measures collected by the Criminal 
Investigations Division (CID) of the Tallahassee 
Police Department (TPD) by reviewing definitions, 
consistency with other police departments and 
recommended measures, and consistency and 
reliability within the  Division; 

• evaluate the consistency and reasonableness of case 
management procedures; and 

• evaluate goals established for the CID. 

The period under review was from January 1999 through 
June 2000 and was limited to the Homicide, Robbery, Auto 
Theft Task Force, Pawn Shop, Financial Crimes, Juvenile 
Protection/Sex Crimes, and Burglary units of the CID. 

We identified case statistics and time and attendance 
information collected and reported by each of the units and 
analyzed the information for consistency, relevancy, and 
accuracy.  We also compared the information to measures 
recommended by the Governmental Accounting Standards 
Board (GASB) and information collected from other 
comparable police departments. 

We interviewed supervisors to determine case management 
procedures and reviewed selected cases to evaluate case 
management practices. 

We evaluated goals established by the department and the 
CID. 
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This audit was conducted in accordance with generally 
accepted government auditing standards, and accordingly 
included such tests of the records and other auditing 
procedures as were considered necessary. 

 

The CID is responsible for following up on criminal 
complaints reported to the TPD.  The Division is managed 
by one captain and two lieutenants.  Each of the units we 
reviewed is supervised by a sergeant. 

Figure 1 shows the units included in the CID and those 
included in our review. 
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The questions to be answered in this report are: 

1. Are there 4,000 outstanding solvable cases that 
should be assigned for investigation? 

2. How do TPD clearance rates compare to other cities? 

3. Has the Division established consistent and 
reasonable case management procedures? 

4. Has the department established goals and 
performance measures for CID and each of the units 
in the Division, and are the performance measures 
consistent with other police departments and those 
recommended by the Governmental Accounting 
Standards Board (GASB)? 

 

The sergeants review the cases assigned to their unit for 
solvability factors and, based on the factors, either assigns 
the case to an investigator or files the case by date.  The 
different solvability factors used by CID include: 

§ Can a suspect be named or identified? 

§ Is significant evidence present? 

§ Can a suspect’s vehicle be identified? 

§ Were there witnesses to the crime? 

Filing the case by date keeps the file open and available so 
that if additional information becomes available the case can 
be assigned for investigation.  Cases include: 

§ pranks or petty theft, such as stealing a plant off the 
front porch, or 

§ burglary or car theft. 

The date file contains two types of cases:  “Non-assignable” 
and “Secondary.”  Non-assignable cases are those without 
any solvability factors, whereas secondary cases contain 
minimal solvability factors.  The sergeants estimated in 
March of 2000, that there were approximately 4,000 
secondary cases during 1999.  We were unable to verify the 
number of secondary cases during our review since date file 
cases are constantly changing.  Each day, cases are 
evaluated by the sergeants and assigned either to the date 
file or for further investigation based on the solvability factors 
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in the case.  Date file cases are also periodically purged so 
the number of cases changes daily. 

A non-assignable case does not contain any solvability 
factors, and this prevents investigation leads from being 
developed.  Secondary cases contain very minimal 
information on the factors.  A case with minimal solvability 
factors has a low percentage for disposition by arrest or 
some other manner. 

We reviewed a sample of date file cases and confirmed that 
these cases contained either no solvability factors or minimal 
factors, making solvability problematic.  We agreed with the 
sergeants in their designation of these cases as non-
assignable or secondary cases. 

While we were unable to determine if the number reported 
(4,000) as secondary cases was correct, we feel that there 
are some cases that, if given additional investigation, could 
result in a disposition.  We also feel that with available 
information and limited resources, it is more cost effective to 
direct those resources towards assignable cases that have 
the greatest likelihood of a disposition.  Assigned cases can 
be classified or resolved as follows: 

§ Arrest – when at least one person is arrested and 
charged with the crime 

§ Warrant – when an arrest warrant has been issued for 
a suspect associated with the crime 

§ Exceptional Cleared – a method used to clear the 
case when: 

o there is reason outside of law enforcement 
control that doesn’t allow arresting, charging, 
and prosecuting the offender; 

o exceptional means are the death of the 
offender, the victim’s refusal to cooperate, and 
denial of extradition; 

o in all exceptional clearance cases, law 
enforcement must have identified the offender, 
must have sufficient evidence, and know the 
offender’s location.. 

We Agree That Many 
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§ Suspended – disposition is not possible due to 
investigative leads being exhausted 

§ Unfounded – when investigators clearly establish that 
no offense occurred or was attempted or the reported 
offense was false or baseless 

§ Open – an assigned active case 

Figure 2 shows the number of cases referred for 
investigation during 1999 and their status. 

 

 

 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

As shown in Figure 2, over 11,000 cases were placed in the 
date file and did not receive further investigation.  These 
cases are classified as secondary (4,000) or non-assignable 
(7,118) cases.  The sergeants report that the secondary 
cases had some minimal solvability factors but were not 
assigned to investigators due to limited resources. 

In addition, we reviewed monthly performance information 
from each unit for the period January 1999 to June 2000 to 
examine staffing ratios.  We interviewed each of the 
sergeants to obtain their opinions regarding staffing needs.  
The sergeants expressed the need for additional resources 

Figure 2 
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to further investigate these secondary cases but felt that with 
current resources the assigned cases should receive priority. 

Detailed monthly performance information and staff time and 
attendance statistics are provided in Appendix B.  We have 
also included some ratios that could be used to analyze 
trends in the data. 

During our review, upper management established a policy 
requiring that a minimum of 25 cases (assignable, secondary 
and non-assignable) be assigned to each investigator per 
month.  As shown in Figure 3, we noted increases in the 
number of cases assigned to investigators in May and June 
of 2000 as a result of the implementation of this policy. 

 

 

 

Based on our review, we concluded that the best use of 
limited investigator resources would be to investigate only 
those cases deemed as solvable.  We do not believe that the 
25 case per investigator per month requirement recognizes 
the workload of the units and the investigators or the 
solvability of the cases.  Therefore, we recommend that this 
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requirement be discontinued.  While we understand the 
desire of the sergeants to investigate all cases to the fullest 
extent, we do not believe that sufficient resources are 
currently available for this purpose.  Thus, the investigation 
of the outstanding secondary cases does not appear to be 
an efficient use of limited investigation resources. 

As we noted above in Figure 3 there was an increase in the 
number of cases assigned to investigators from 22 to 41, we 
also noted an increase in the number of FTE investigators 
over this same period from 30 to 36.  Staffing levels would 
normally be based on generally accepted staffing standards 
or ratios.  However, the CID has not established these 
staffing ratios for each unit or the CID as a whole. 

The City Commission approved the addition of three 
investigators for the 2000-2001 fiscal year. 

While each of the sergeants we interviewed indicated the 
need for additional investigators, the elimination of the 25 
case per investigator per month requirement and the 
additional investigator positions may reduce the need for 
additional investigators at this time. 

The CID should establish staffing ratios for each unit that 
could be used to determine future staffing needs and identify 
those areas that need temporary assistance. 

Comparing case clearance rates is one method used to 
compare performance among police departments.  We 
looked at how TPD compared to other comparable police 
departments in Florida by comparing crime clearance rates 
with six cities of similar size.  For the purpose of our 
comparison, we used “part 1 crimes” as defined by the 
Federal Bureau of Investigation and collected by the Florida 
Department of Law Enforcement (FDLE).  Part 1 crimes are 
reported to FDLE annually by all police jurisdictions in the  
state and represent serious crimes that are most likely to be 
reported and most likely to occur with sufficient frequency. 
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As shown in Figure 4, we found that the case clearance rate 
for TPD has increased significantly over the past four-year 
period.  The case clearance rate for TPD was very favorable 
when compared to six comparable cities. 

 

 
 

Internal Control Guidelines (APP #630) identifies 
administrative directives such as policies and procedures as 
control activities necessary to communicate management 
philosophy and operating style and assign authority and 
responsibility to employees.  Currently the CID does not 
have standard operating procedures to collect and report 
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policies and procedures increases the risk that controls are 
circumvented or performed incorrectly due to employee 
turnover or a change in employee responsibilities. 

Our review of case statistics and time and attendance 
information reported by each of the units and our interviews 
with each of the sergeants indicated a general consistency 
of treatment among the units.  To ensure that management’s 
operating style and the employee’s level of authority and 
responsibilities are appropriately communicated, we 
recommend management establish standard operating 
procedures within the CID.  (See action plan in Appendix A.)  
These procedures will help strengthen controls within the 
Division in the event of employee turnover or restructuring of 
job responsibilities. 

 

Internal Control Guidelines - Administrative Policy and 
Procedures (#630) indicate that activity level objectives 
should be linked to department wide and citywide objectives 
to enhance control activities.  The department has 
established high level goals, but specific goals and 
objectives for the CID have not been established.  
Establishing goals and objectives would strengthen 
operations and increase the effectiveness of the Division’s 
internal control system. 

Figure 5 shows the relationship that unit goals and 
objectives have with division, department and City goals and 
objectives. 

The higher up in the organization, the fewer and broader the 
goals and objectives.  The City’s goals are supported by 
departmental goals.  This structure allows each employee to 
relate individual unit goals to those of the City. 

Performance measures on the other hand provide managers 
tools for monitoring the quality, effectiveness, and efficiency 
of services provided by the Division.  These measures help 
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strengthen internal controls and promote accountability and 
stewardship within an organization. 

 

 

 

 

 

 

 

The City’s Internal Control Guidelines (APP #630) recognize 
the importance of performance measures by stating that 
“performance indicators that relate different sets of 
operations or financial data to one another be periodically 
analyzed.”  These guidelines also require managers to link 
activity level goals and objectives to department wide and 
citywide goals and objectives to ensure:  consistency, 
relevance, specificity of objectives, adequacy of resources to 
meet the objectives, and involvement of all levels of 
management in setting the objectives. 

Criminal Investigations management (Captain, Lieutenant, 
and Sergeants) needs to establish additional goals, 
objectives, and performance measures with their associated 
definitions to measure the quality, effectiveness, and 
efficiency of services provided by the CID.  Management can 
then monitor and evaluate the effectiveness and efficiency of 
services provided by the Division. 

Currently the performance data collected by the Division 
measures the efforts expended and quantity of services 
provided within the CID.  For example, the number of cases 
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cleared and the number of crimes investigated are reported.  
These performance indicators are currently being reported 
by CID and are recommended by the Governmental 
Accounting Standards Board (GASB).  Measures reported 
by CID include: 

Input Measures: 
Number of Investigators 
Available Person hours 
Output Measures: 
Cases Investigated 
Number of Arrests 
Cases Cleared 

Additional measures recommended by GASB that apply to 
CID can include: 

Input Measures: 
Number of Assigned Cases per Investigator 
Average Work Hours per Investigator 
Average Number of Cases Received per Investigator 
Output Measures: 
Average Hours per Cleared Case 
Average Number of Hours per Case Assigned 
Outcome Measures: 
Percentage of Cases Cleared 
Citizen Satisfaction 
Crimes Committed per 100,000 

Appendix B contains various statistics used by the TPD.  We 
have summarized these statistics and have added some 
ratios to provide management with some additional 
indicators of performance.  This appendix has been 
discussed with TPD management. 

To provide management an effective tool for managing 
Division performance, the measures implemented should 
also present the results of the efforts or outcomes and 
whether the services help accomplish the goals and 
objectives of the division and department.  Such measures 
can assist management in identifying potential or existing 
problem areas, determining the degree to which objectives 
have been met and the quality of services being provided, 
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and measuring division accomplishments in relation to 
resources used.  We recommend that management work 
with each unit to develop performance measures and 
definitions to monitor the activities of the units.  (See action 
plan in Appendix A.)  The Division should implement these 
measures within the CID units to assist in their efforts to 
monitor division performance.  Also, when implementing 
these measures, management should ensure the measures 
are appropriately linked to and aid in the accomplishment of 
division-wide, department-wide, and citywide goals and 
objectives.  We have included in Appendix B some additional 
performance measures that could be used by the CID. 

Appendix A contains an action plan to address the issues 
raised in this report. 

 

I would like to express my appreciation to the audit staff for 
their efforts.  I have reviewed the audit report in detail and 
found the report to be balanced and fair.  I appreciate the 
recommendations regarding more consistent and reliable 
performance measures, and the improvement of control 
processes within the Criminal Investigations Division. 

Staff of the Criminal Investigations Division have met with 
the audit staff and reviewed the recommended Action Plan.  
During fiscal year 2001 we anticipate the completion of a 
comprehensive manpower study.  Based on the results of 
this study a timetable will be established for the completion 
of the individual recommendations within the Action Plan, 
and submitted to the Auditor’s Office. 

 

Response from 
City Manager 

Copies of this audit report #0110 (project #0016) may be obtained by telephone (850 / 891-8397), by 
FAX (850 / 891-0912), by mail or in person (City Auditor, 300 S. Adams Street, Mail Box A-22, 
Tallahassee, FL 32301-1731), or by e-mail (dooleym@mail.ci.tlh.fl.us). 
 
Audit conducted by: 
Jim Carpenter, Audit Manager 
Angela Welch, Senior Auditor 
Sam M. McCall, CPA, CIA, CGFM, City Auditor 
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Appendix A 
Action Plan 

A. Objective:  To ensure consistent and reliable reporting of 
performance measures. 

Step#  Responsible 
Employee 

Target Date 

1.  Develop goals and objectives within the 
CID that are linked to department wide 
and city wide goals and objectives. 

Captain 
Kirkpatrick 

4/1/01 

2.  Communicate goals and objectives to all 
employees within the CID. 

Captain 
Kirkpatrick 

4/1/01 

3.  Develop and implement performance 
measures for the CID and ensure the 
measures are linked to accomplishing 
unit goals and objectives. 

Captain 
Kirkpatrick 

4/1/01 

4.  Establish and document performance 
measures definitions. 

Captain 
Kirkpatrick 

4/1/01 

5.  Develop staffing standards for each unit 
in CID. 

Captain 
Kirkpatrick 

Within 6 
months of 

completion of 
staffing study 

6.  Continue to develop, implement, and 
document uniform reporting procedures 
for collecting and reporting performance 
data. 

Captain 
Kirkpatrick 

Within 6 
months of 

completion of 
staffing study 

7.  Communicate reporting procedures to 
all sergeants within the CID. 

Captain 
Kirkpatrick 

Within 6 
months of 

completion of 
staffing study 

B. Objective:  To improve control processes within the CID. 
1.  Develop and implement standard 

operating procedures (SOP) for the 
case management procedures. 

Captain 
Kirkpatrick 

Within 6 
months of 

completion of 
staffing study 

2.  Approve standard operating procedures. Captain 
Kirkpatrick 

Within 6 
months of 

completion of 
staffing study 

3.  Develop and adopt a timekeeping 
system for investigators to keep track of 
person hours and cases. 

Captain 
Kirkpatrick 

5/1/01 
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Appendix B 
 

Appendix B1 shows some additional performance measures for each of the six-month 
periods, January 1999 to June 2000, and for the full 18-month period. 

Appendix B2 shows the number and percentage change in several workload measures 
using three six-month periods.  The changes are expressed as changes over the period 
January - June 1999 compared to January - June 2000. 

Appendix B3 shows the number and percentage change in several workload measures 
over the 18-month period.  The changes are expressed as changes over the monthly 
period January 1999 compared to June 2000. 

Appendix B4 shows the summary statistics over each of the six-month periods: January 
1999 to June 1999, July 1999 to December 1999, and January 2000 to June 2000. 

Appendix B5 shows the summary statistics for the 12-month period January 1999 to 
December 1999. 

Appendix B6 shows summary statistics for the 18-month period January 1999 to June 
2000. 

Appendix B7 shows the 18-month workload totals for all of the units reviewed (Sex, 
Homicide, Auto, Burglary, Pawn, Financial, and Robbery). 

Appendices B8 - B14 show the 18-month workload totals for each of the units reviewed. 
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