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PREFACE

The purpose of this book is to provide you, the investigative man-
ager, with some of the tools and techniques necessary to success-

fully manage the investigative unit. Hopefully this is more than
merely an exercise in the theoretical, as you will also be provided with
several procedures and forms that can be adapted for your own
agency. Before we get to those, however, you must understand the
mind-set of the police investigator. Investigators are very different
from patrol officers, and this must be remembered when managing
them or the process will not go smoothly. 

Investigators, regardless of the size of the agency, seem to have
some common traits:

1. They decide who gets to be one of them, regardless of who gets
assigned to the unit by the department. Investigators have very
strict mechanisms for entering their little corner of the world.
Only the chosen few are allowed into their ranks, and accept-
ance by fellow investigators is not automatically granted.

2. Investigators have an esoteric knowledge (a sixth sense?) that
goes beyond technical expertise and usually beyond that of
patrol officers. Although all experienced cops have this esoteric
knowledge to some degree, this knowledge and ability is honed
to its sharpest form in the investigator.

3. Whereas all police officers have internal sanctions to govern
their own, both of the formal and the informal variety, investi-
gators have raised this concept to an art form. To watch a group
of investigators apply their own sanctions to a fellow investiga-
tor who isn’t carrying his or her own weight or who commits
some other transgression is truly an interesting phenomenon.



In order to be an effective manager of investigators, you must rec-
ognize these traits and be prepared to address investigators who
sometimes have a tendency to go overboard on any of them. This is
particularly true for the newly assigned supervisor who has either no
experience in an investigative assignment or a very limited investiga-
tive background. Many law enforcement agencies seem to believe that
good managers can effectively manage anybody and try to prove their
theory by cross-assigning patrol and investigative supervisory and
management personnel, sometimes for no apparent reason. Too
often, this can lead to heartache, headache, and ultimate failure for
the cross-assigned supervisor or manager. There are many common
threads to successful management, but assigning someone to manage
an investigative unit with little or no investigative background often
ends in disaster, poor morale, and poorly conducted investigations. 

The role of the investigator is without question the most glamorous
in the PD. Movies and television programs about police demonstrate
that the majority are about investigators instead of patrol officers.
The reason is that the job of the investigator just seems to be more
interesting and somehow sexier than the role of the patrol officer.

The investigator is portrayed in movies, books, and TV as a metic-
ulous and tireless gatherer of evidence that always leads to the arrest
and conviction of the criminal. Another one of my favorite defini-
tions of an investigator is “a super cop, who is a bit unorthodox, nor-
mally at odds with his superiors, and willing to bend the rules, he is
embedded in a web of unsavory informants, still always able to keep
his integrity in his unrelenting pursuit of crime and the master crim-
inal.” Whenever I hear this one, I imagine the theme from the 1950s
series Superman playing in the background with an investigator stand-
ing in front of an American flag wearing a cape (of course) blowing
in the breeze. Unfortunately, a lot of the public, and even some patrol
officers, believe this nonsense.

In order to effectively manage investigators, you must first consid-
er what it is that investigators actually do everyday—that is to say, the
role of the investigator. The true role of the investigator is basically
found in what I call the “shoe leather” approach to solving crimes. In
reality, the role of the investigator is not glamorous at all. What inves-
tigators actually do is to complete (and sometimes repeat) a series of
methodical, plodding, and often very boring tasks. Hours and hours
of (often seemingly pointless) surveillances and countless interviews
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are the routine, not the exception. The investigator spends a great
deal of time making endless (and sometimes frustrating) attempts to
control uncontrollable witnesses, some of whom need constant pla-
cating or even babysitting. The investigator spends long periods of
time preparing very detailed reports that the defense counsel will use
every trick at their disposal to decimate in court. Unlike most patrol
personnel, the investigator’s schedule is not confined to an 8-hour-a-
day shift. To the contrary, call-outs, extra hours, and missed holidays,
family gatherings, and other social events are the rule rather than the
exception.

Some would say the real difference between patrol officers and
investigators is that patrol officers merely think that they know every-
thing whereas investigators, on the other hand, are absolutely certain
that they know everything and equally as certain that patrol officers
know nothing. Although that’s meant to be humorous, most inves-
tigative unit managers with whom I am familiar would agree that
there is a little ring of truth hiding in that sarcasm. 

Managing the investigative unit can be an extremely rewarding
part of any law enforcement professional’s career, or it can be an
absolute nightmare. The strategies and techniques you will read
about in this book will help make the experience rewarding. It is
worth noting that many of these techniques and strategies were
learned through the “school of hard knocks,” and many are the direct
result of ideas that failed miserably. Rather than force you to learn
some of these lessons the hard way as I did, this book is designed to
help you develop the skills you need to hit the ground running and
successfully manage your agency’s investigative unit. 

D. S. M.
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Chapter 1

CRIMINAL INVESTIGATIONS: THE BASICS

To manage an investigative unit, you must first have a clear under-
standing of what encompasses a criminal investigation, including

both primary and secondary goals. This is particularly critical for the
investigative manager who is not an experienced investigator. When
you understand the basics, you can begin the process of managing. 

WHAT IS A CRIMINAL INVESTIGATION?

The term criminal investigation means different things to different
people. For the purposes of this chapter and this book, a criminal
investigation consists of police activity directed at two things:

1. Apprehension of criminals by gathering evidence leading to
their arrest

2. Collection and presentation of evidence and testimony result-
ing in conviction of the perpetrator.

The basic goals of the investigative unit in any criminal investiga-
tion are fairly straightforward. They are to identify, apprehend, and
convict the perpetrator. There are secondary goals as well that the
manager of the investigative unit should never overlook:

• Clearing additional crimes—Many offenders such as burglars,
bad check passers, and auto thieves are usually very prolific. They
generally don’t stop committing their criminal specialties until
they are forced to. This is probably because these types of crimi-
nals are often very successful until they are caught. When one
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becomes very adept at committing a certain type of crime that’s
profitable, why stop?

• Recovering stolen property—I’ve often heard both patrol offi-
cers and investigators state that they sometimes feel they work for
insurance companies, simply taking reports for stolen property
so that a claim can be filed by the victim. Often stolen property
is never found. However, on some occasions, proceeds are recov-
ered and the victim gets the benefit of having his or her proper-
ty returned.

• Preventing additional crimes—This takes place in a variety of
ways. When a very prolific and active criminal is arrested, many
additional crimes are probably prevented. Even if an offender is
not arrested, the mere fact that they have been identified might
cause them to refrain from committing additional crimes.

• Gathering intelligence information—Unfortunately, this is prob-
ably one of the most overlooked, albeit one of the most impor-
tant, secondary goals. Gathering intelligence information is
something that should not only be written into the job descrip-
tion, it should be practiced every day by every member of the
department. Each and every time an investigator works an inves-
tigation he or she should consider the intelligence information
that could be gathered that could help with other or future inves-
tigations. 

Intelligence information is something that is often misunder-
stood. The best definition I’ve heard came from an instructor in
one of the first military intelligence courses I ever took. He said
that “the art of intelligence is gathering seemingly unrelated bits
and pieces of information which are then collected, collated,
studied, and analyzed in an effort to provide direction for future
decision making.” Intelligence information is like gold: It’s great
to have and the more you have the more you should want.
Investigators who fail to consider this one of their secondary
goals are missing out on an opportunity to make their jobs more
effective, easier, and much more enjoyable. Collecting and prop-
erly utilizing intelligence information allows investigators to
approach their investigations with the greatest chance of success.
Gathering intelligence may be as simple as researching all
reports, field interview cards, traffic stops, or any other docu-
ment where a suspect might be named or included. Although
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most of the information might not amount to anything or pro-
vide any worthwhile direction, there is the chance that one little
bit of the information might lead to solving the case.

• Training patrol personnel—This is also one of the most over-
looked, albeit one of the most important, secondary goals. Some
of the more common complaints include report writing, witness
handling, crime scene and/or evidence management, and poor-
ly conducted preliminary investigations. These things all have
something in common if you stop to think about them. If these
things aren’t done correctly, the job of the follow-up investigator
becomes much more difficult. 

Rather than continuing to complain about the deficiencies,
what about doing something about it? How about assigning an
investigator to take samples of well-written witness statements to
roll calls and discuss them with patrol officers and their supervi-
sors? In addition, how are patrol officers supposed to learn the
latest M.O.s of criminals if nobody teaches them? Why not pres-
ent photos of the latest methods of secreting drugs in vehicles, or
the newest methods in retagging stolen autos, or the latest twists
in identity theft, or a variety of other items that patrol officers
encounter on a daily basis? Not only is this a golden opportunity
to teach them something useful, it can go a long way in improv-
ing investigator/patrol officer relationships. 

THE INVESTIGATIVE PROCESS

A criminal investigation is a process. The importance of viewing it
as such, rather than as a single event, cannot be overstated. Some
investigative managers see their responsibility as merely assigning
cases and forgetting them until they’re concluded. Nothing could be
farther from the truth. Every element in the process is critical not
only to the success of the individual investigation but also to the over-
all success of the investigative unit.

The process begins when the police become aware of the offense
and ends with the presentation of the completed investigation to
prosecutors or some other administrative closing. The means by
which the police become aware of the offense will either be proac-
tively or reactively. Proactively would include self-initiated investiga-
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