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DISCLAIMER

n regards to federal, state, and local statutes, case laws, court rulings, labor

laws, and agreements, it should be noted that different jurisdictions must
abide by all applicable legal and procedural requirements. Readers and users
should examine their own requirements as well as seek legal counsel if needed.

This book is designed to provide information in regards to the subject mat-
ter covered. It should not be interpreted as legal advice. The author assumes
no responsibility or liability to any person or entity with respect to any loss or
damage caused or alleged to be caused, directly, or indirectly by the informa-
tion and illustrations in this book.



FOREWORD

Competing demands for social justice, police ethics, and police communi-
ty service often meet in conflict at the door of a police Internal Affairs
unit. Policing, by its very nature, is controversial and can evoke deep emotion.
Police officers are tasked with an often impossible expectation that demands
they keep us safe, provide top quality service, follow the rules, do no harm,
and remove undesirable people from causing social mischief or committing a
crime. Executing these duties, the officer frequently encounters people who
have little regard for the law, social norms, the outcome, or impact of commit-
ting a crime, or the plight of victims. When dealing with a person who is agi-
tated, fleeing from the police, or willing to resist being arrested, even to the
extent of killing, police officers are in a very traumatic and difficult situation.

People who disagree with police action or behavior have the right to file a
complaint against the officer and expect that justice will prevail. When a com-
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plaint is filed it initiates an internal police activity that seeks the truth of events
leading to a decision of the appropriate outcome. All parties to this action are
apprehensive, defensive, and there is anticipation that they will be vindicated.
At the end of the day, one or more parties will be unhappy and experience
feelings they were judged unfairly. The complexity of the investigative
process, the absolute demand for impartial and thorough investigation of all
complaints against a police officer is the foundation of trust by citizens of our
police.

For many years, Frank Colaprete practiced the police profession, rising to
the rank of Lieutenant. He served in a number of capacities and those experi-
ences provide a wealth of knowledge and examples that he applies to the
practice and performance of police officers in today’s society. This book com-
bines common sense approaches to policing that are grounded in both empir-
ical research and proven practice.

In his book, Dr. Colaprete explores the issues and process of conducting
proper and thorough internal investigations. He carefully examines the intri-
cacies of this important police function and throughout the book illustrates the
importance of knowing how and understanding why it is important to be com-
plete, respect all parties to the complaint, represent the police organization
with the utmost integrity of purpose, and remain sensitive to the individuals
involved.

Dr. Colaprete has combined his education, experience, and practical wis-
dom in writing this book. If we accept the underlying organizational philoso-
phy and guiding principles of conducting an internal investigation, then this
book will serve as an invaluable source of information. Dr. Colaprete’s
approach emphasizes common sense, best practices, the need for unyielding
ethical behavior, and a depth of empathy for both the complainant and the
officer.

This text is a valuable contribution to policing and community justice. The
final product is a book that should be read by every police executive, internal
affairs officer, and others in the criminal justice system that have responsibil-
ity for maintaining social cohesiveness. It is a book of immense value with
immediate and future application.

Dr. Richard C. Lumb



PREFACE

hroughout the history of law enforcement, the internal investigation

process has held the most negative connotation of any investigation con-
ducted by law enforcement personnel. Formalized procedural edicts were
formed in many large organizations during the late sixties and early seventies.
They were the result of horror stories such as Serpico and the like that had cast
an imposing as well as everlasting shadow upon the law enforcement commu-
nity’s ability to police its’ own. Questionable and criminal activities within
police organizations have given rise to such investigative bodies as the Knapp
Commission, the Mollen Commission, and the Christopher Commission, just
to name a few. Despite the venerable history of law enforcement in the Unit-
ed States, it pales in comparison to the actions of an insignificant number of
officers who engage in misconduct that sadly, has a negative impact on the
entire institution.

The insertion of independent civilian review boards has been identified by
many police administrators, politicians, and communities as a means of
checks and balances in the system. Even though these quasi-investigatory and
judicial bodies have proven effective in maintaining the delicate balance need-
ed to police a free society, most review boards are perceived by special inter-
est groups as being a “rubber stamp” of vindication for eons of perceived and
real police injustice.

The mission of this book is to demonstrate the need for proper and com-
plete internal investigations as well as to teach the entry level and tenured
police supervisor the form and function of the internal investigations process.
Throughout the text you will find a model for conducting internal investiga-
tions of police personnel that will allow you as a police supervisor or com-
mander to conduct investigations in a thorough, legal, and equitable manner.
This book is also designed to meet the needs of attorneys who litigate cases
involving allegations of police misconduct as well as representatives of collec-
tive bargaining groups who represent police personnel in similar actions.
Those who are involved as members of investigative groups such as a civilian
review board will also find this text helpful in understanding the unique and
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complex nature of the task of investigating law enforcement personnel com-
plaints.

As we progress through the new millennium, the task of efficient and effec-
tive law enforcement services and practices grows ever more critical. As law
enforcement officials, the job becomes evermore complex as new and more
demanding restrictions are placed on our ability to police an even more com-
plex society than when most first entered the police service. Sensitivity to civil
rights as well as media exploitation of newsworthy events further adds to the
insurmountable task of effectively policing a free society. This book is
designed to foster and engender an understanding of effective tactics and prac-
tices of internal investigation that protects the rights of the complainant, the
organization, and the involved personnel realizing that each entity’s interests
are tantamount to the others. The internal investigator does not have to be
“pro-cop,” “pro-administration,” or “pro-community” to complete the internal
investigation properly. The internal investigator must however, be “pro-inves-
tigation” to achieve this noble outcome.

The leadership and change management begins with you!

Dr. Frank A. Colaprete
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Chapter 1

THE PURPOSES AND PRACTICAL
IMPLICATIONS OF
INTERNAL INVESTIGATION

INTRODUCTION

he purposes and practical implications of

the internal investigation process must be
understood at the outset for the internal inves-
tigator and law enforcement administrator to
appreciate the need. While the text addresses
the legal and procedural issues, the reader
must also understand the reasons why the
internal investigation is an integral part of the
entire context of law enforcement service

delivery.

THE PURPOSES OF INTERNAL
INVESTIGATION

The purposes of the internal investigation
are multitudinous. While perceived by most
as only for the purpose of discipline, the
process must evolve into an orientation of
continuous improvement activities. From this
orientation, police administrators, the com-
munity, collective bargaining units, and most
importantly, the officers themselves may
understand why the process is critical to pro-
gressive law enforcement services. Absent

this orientation, as a profession, we forego our
ability to police ourselves and the opportuni-
ty to continue to improve on the quality of
services that we offer our respective commu-
nities.

The internal investigation process in many
organizations has led to the identification of
not only misconduct, but criminal behavior
on behalf of law enforcement personnel. In
addition, these outcomes have served the pur-
pose of protecting the community from rogue
officers while demonstrating the image that
an organization can effectively rectify its own
mistakes in hiring, retention, and monitoring
practices. The investigation of personnel
complaints can also lead to several positive
outcomes, for example, the need for new,
modified, or improved and innovative train-
ing. Because of emerging case law and tech-
nology, the process can lead to the
development of new and innovative policies,
procedures, and practices that meet the needs
of contemporary society. The internal investi-
gation can also lead to the identification of
several other issues such as problem employ-
ees and the initial steps to remedial or disci-
plinary action, as well as the potential for civil
liability claims that can be abated or at least
mitigated. Of paramount importance is the
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identification of personnel who are justified in
their actions and supported by a credible and
unbiased process of inquiry and review.
There are numerous advantages to the inter-
nal investigation process that are lost in the
reflection of media frenzy, politics, poor lead-
ership, and inadequate investigative process.
The most crucial point of this text is to affirm
that the driving forces of the process should
not taint the process.

One final point is the need for law enforce-
ment administrators to grasp a lucid under-
standing that they must always manage for
the rule and not the exception. A parody in
many law enforcement organizations is the
attachment of a single officer’s name to a new
rule, policy, or procedure. Police administra-
tors must always avoid the alarmist approach
to policy development. When personnel
make legitimate mistakes, the best route to
take to the high road is to understand a con-
cept based in the legal realm; that of the
“totality of the circumstances” of an event. As
such, objective review of an incident must
include this concept and a measure of the true
need for reinventing policy. Care must always
be taken in changing a rule in place subse-
quent to an incident as the question will then
be, “Why wasn’t the rule changed before the
incident, thus the incident may have been
avoided?” The courts of this land recognize
and wholly embrace the fact that policing is
an inexact science and as such, measure an
incident not so much by strict rules, but by
the reasonableness of the law enforcement
officer’s actions. This orientation is critical to
delivering a fair finding to any case investi-
gated.

Internal or administrative investigations
serve numerous purposes. Many are obvious,
some are not so obvious, and many are mis-
understood. An honest and fair investigative
process should be viewed as an opportunity
to: (1) reestablish credibility in a department’s
internal investigation process, (2) defend offi-

cers who are the subject of false allegations,
and (3) allow the chief executive officer to
evaluate the current level of training and
equipment available to the officers in the
department (Stine, 2001). In addition, inter-
nal investigations serve several other purpos-
es such as:

1. Protection of the Involved Officer: Only a small
percentage of all complaints filed result in a
sustained finding, therefore, the overwhelm-
ing majority of complaints filed are either
baseless, emanate from a misunderstanding of
police procedure, or are false and initiated by
individuals who are seeking retribution for
some negatively perceived police actions.

2. Protect the Community: Although infrequent,
occasions present themselves when an officer
has violated policy, procedure, or engaged in
police misconduct.

3. Protect the Department: Protect against baseless
or unfounded complaints and the subsequent
civil claims filed against the organization and
its members (e.g., vicarious liability, poor
press, etc.).

4. Removal of Unfit Personnel: Infrequently, unfit
personnel enter the ranks and are discovered
because of aberrant behavior, criminal behav-
ior, corruption, misconduct, and the like.
These situations mandate that the department
take appropriate remedial or even discipli-
nary action to correct behavior and prevent
future complaints and exposure to liability.

5. Correction of Procedural Problems: Occasionally,
a policy is discovered to be outdated or per-
sonnel have not received adequate training in
the policy in question. The discovery during
the internal investigation provides the depart-
ment the opportunity to review and revise the
policy to meet contemporary needs.
(Garmire, 1982, p. 281)

The Driving Forces

The internal investigation process involves
several driving forces. These forces will have
a significant impact on a case dependent
upon the influence or amount of force
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applied. Politics and community outcry have
had a profoundly negative impact on the
internal investigation process. The subse-
quent damage caused to law enforcement
organizations because of incomplete or
biased investigations, have led to unjust
actions taken against law enforcement per-
sonnel. In addition, communities that lose
confidence in a department’s administrative
investigation process may redirect their com-
plaints to municipal administrators and civil-
ian review boards (Thurnauer, 2002).

ALLCOP = Quality Customer
Service

A conceptual argument for the driving
forces of the process can be made from the
most prominent entities that influence the
process. They can be considered as part of
the acronym ALLCOP, which means:

Administrative requirements

Legal requirements

Liability risks

Community expectations

Organizational expectations

Personnel/employee satisfaction

ALLCOP = Quality Customer Service
and is discussed as follows:

Administrative, Legal, and Liability Require-
ments: These three considerations must over-
come the politics, community, and other
subsequent forces. If politics or community
pressure forces unjust or premature discipli-
nary actions, the case may be lost, and the
process, the administration, and the commu-
nity will all suffer the consequences. Legal
and procedural requirements must be fol-
lowed without deviation along with the
adherence to collective bargaining agree-
ments and administrative law. Failure to pro-
vide these most basic due process rights will
leave the rank and file with the validated
opinion that their rights are less important

than the hardened criminals they arrest. Civil
liability is inexorably linked to these issues as
litigation often follows such violations of legal
or administrative requirements.

Community Expectations: The community is
the customer and as such has the right to effi-
cient, effective, and ethical law enforcement
services. However, this is lost when the rank
and file believes that a law enforcement offi-
cer was disciplined unjustly and they them-
selves respond by failing to provide the
highest quality service possible because of
numerous reasons. In addition, the return of
an unethical officer to the service because of
illegal investigative practices of the law
enforcement organization also impacts the
quality of service to the customer. While
many organizations laud a “customer service
first” mission statement, absent the first two
components in priority order, quality cus-
tomer service will be rendered impossible.

Organizational Expectations: This will be the
most difficult concept for the administrator to
grasp. Organizational expectations in this
equation are last in line. This concept emerges
from the premise that supported and satisfied
law enforcement personnel will act ethically
and legally and thus satisfy the community.
The byproduct is that the organization’s ex-
pectations will be met at the conclusion of the
process, not the beginning. Many law
enforcement organizations have adopted an
inverse relationship with customer service;
the chief and not the community being the
customer. Organizational members move
quickly to satisfy the chief at the exclusion of
all other factors. This exclusion unfortunately
leads to significant gaps in real quality cus-
tomer service.

Personnel/Employee Satisfaction: Personnel
need to believe that they are contributing to
the organization, are appreciated, and are
growing within their positions. They are the
first and not subsequent, or last link in the
customer chain. Ensuring that they are sub-
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