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PREFACE

y involvement in police auditing began in 1995 when I was

approached by a few municipalities about strategies for respond-
ing to audits of their police departments. I served as a member on a
municipal budget review task force and later as a chairperson of a city
public safety committee to evaluate police responses to a variety of
audit recommendations. As a police specialist but new to the field of
police auditing, I searched for a book on police audits to guide my
work with the police. Although a great amount of information was
available on government and corporate auditing, not a single work
could be found on police auditing. All I was able to lay my hands on
were various police audit reports written on individual police depart-
ments and fragmentary writings only marginally related to police
auditing.

It became clear to me, as a result of this search, that a book on
police auditing was needed. Many police officials I came into contact
with in the course of audit evaluation and research also expressed a
desire for such a work, which they believed would help them better
respond to both expected or unexpected external audits. By the time
I wrote the first edition of this book in the late 1990s, I reviewed over
100 police audit reports published in the United States, United
Kingdom, and Canada; interviewed dozens of police officials involved
in police auditing; and collected numerous audit documents from both
public and private sectors, in addition to firsthand information I gath-
ered while being engaged in police audit evaluations. Many years
have passed since then. Not only has police auditing become a more
common practice, but many changes and developments have also
occurred in this field. Consequently, this book reflects my involve-
ment in and contemplation on police auditing as well as my research
interest in this area over the years.
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vi Police Auditing

This book is aimed at three types of readers. First, it provides
police executives and police managers as well as police auditors a
timely and necessary workbook for understanding the theories, stan-
dards, and practices of police auditing. Second, it serves as a valuable
source of information for researchers and academicians who review
and evaluate police programs. Third, students in undergraduate and
graduate criminal justice programs should be able to use this book to
fulfill requirements of those courses that address police budgeting,
police accountability, police program evaluations, as well as research
methods and data analysis. This book, therefore, is relevant and ben-
eficial to police administrators, academics, and criminal justice stu-
dents alike. It serves a wide range of readers because police auditing
has become a common practice in law enforcement agencies at all lev-
els of government, but there has not been any other book written
specifically on this subject.

To allow such a wide range of audience to benefit from this work,
I have made every effort to provide a comprehensive view of police
auditing by examining the theories, standards, procedures, practices,
and evaluations of police audit. The purpose of this detailed coverage
is to enable the readers to not only obtain a general understanding of
different aspects and types of police audits, but also apply the basic
principles of police auditing to their particular agencies. To accomplish
this and increase the book’s readability, I have combined description
of police auditing with discussion of planned change, and integrated
standards and procedures of police auditing with principles of social
scientific research. I intend to explicate a viable approach to changing
or reforming the police, rather than write an accounting textbook or a
scientific research report.

Americans have been fascinated with changing the police. The
usual goals are to improve the quality of police services, streamline
police organization and operations, and reduce police corruption and
misconduct. These are viable goals, to be sure, but they often obscure
the process through which change should be implemented or carried
out. Whether correct procedural requirements are followed, however,
often determines the end results of police reforms.

This book clarifies the process of police auditing as a workable
approach to bringing about improvements in police organizations.
This approach, although similar to other police change programs in



Preface vii

terms of goals and purposes, employs a different set of standards and
procedures in measuring and evaluating the police. Auditing is ana-
lytical, critical, and investigative in nature with an accounting or finan-
cial basis and consequence. The systematic collection and analysis of
information in the process of police auditing bring it also closer in line
with principles of social scientific research. With a good understanding
of the auditing process, the police should be able to work more cohe-
sively with police auditors and respond effectively to audit recom-
mendations. Ultimately, they should be able to improve their efficien-
cy and effectiveness in handling funds and resources and meet public
demand for police services.

There are two simple reasons why police auditing merits the atten-
tion of both practitioners and academicians. First, this exercise meets
the need of police administrators to learn about the economy, effi-
ciency, and effectiveness of their operations. Police services are uni-
versally provided and police departments are an essential operating
unit in almost all local governments. Whether police organizations
and programs are functioning economically, efficiently, and effective-
ly is a natural concern of most, if not all, police administrators.
Reliable financial and performance information provide police depart-
ments with the means to assess the value of management overheads,
ensure that resources are directed to priorities, and make certain that
commanding officers are held accountable for the quality of their pro-
grams. Thorough audits of resource allocation and organizational
structure also prevent police organizations from becoming overly
bureaucratic and ensure their readiness for meeting new challenges
and demands.

Second, police auditing provides an important tool for the public
and its elected officials to fulfill their oversight responsibilities.
Because police agencies take up the largest single-area expenditure in
local governments, police services are an area of great concern to the
public and news media. Increasingly, the public questions the value of
police services in terms of taxes and resources taxpayers provide to
the police. The public may become critical of the police when crime
rates are extraordinarily high and when police are unable to meet the
demand for services. Police audits answer the questions raised by the
public as well as its elected representatives by examining how well the
police are using the taxpayers’ money and what have been the results
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of a department’s use of the resources made available to it. With an
accurate estimate of the cost of the services and an assessment of the
results expected from the services, elected officials are able to make
better decisions when it comes to appropriating funds for police orga-
nizations.

Different from corporate audits, police audits go beyond examin-
ing financial and financial-related statements. The development of
police auditing over the years indicates that the focus of police audits
has shifted from rendering financial opinions only to attesting on per-
formance, management, compliance, controls, and operations. Conse-
quently, many police audits are concerned not only with whether
police funds are handled properly or in compliance with laws and reg-
ulations, but also whether police organizations have achieved the pur-
poses for which their programs were authorized and funded and have
done so economically and efficiently. It is clear that a greater empha-
sis has been placed on performance evaluations in the field of police
auditing. In view of this development, this book addresses not only
audits of finance and compliance, but also audits of performances,
which focus on examining the results of a police department’s expen-
diture of its resources.

After an introduction of the concepts, purposes, and development
of police auditing, this book describes some general issues related to
changing the police and discusses police auditing as a potentially
viable approach for improving police organization, management, and
operations. It illustrates the structure and process of planned change
and how they address, through police auditing, the issue of efficiency
and effectiveness, and lead to desired changes in police management
and operations. The book then examines government auditing stan-
dards and procedures applicable to police auditing and explains the
importance of meeting these requirements in the auditing process. To
provide a realistic look at how police auditing is practiced, the book
presents some typical problems police auditors encounter in a variety
of police departments. These extant audit cases are usually related to
the economy and efficiency of police operations and functions, pro-
gram results and effectiveness, and compliance with laws and regula-
tions. A relatively recent development in police auditing, the Office of
Independent Police Auditor (IPA), which has been established in
many cities across the United States, is described in terms of its struc-
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ture and functions. Since a post-audit evaluation is equally important
as an audit itself, two major evaluation approaches, process and out-
come evaluation, are discussed; and the Camden Police Audit is pre-
sented to illustrate the process and outcome evaluation of a local
police audit program. Overall, the entire police auditing process can
be regarded as a model of planned change with several interrelated
elements, including internal and external pressures, organizational dis-
equilibrium, examination and collection of data, innovative and ratio-
nal decision-making, development of goals and solutions and alterna-
tives, implementation of audit programs, maintaining and monitoring
changes, and outcome evaluation.

In the process of preparing and writing this book, I have been
assisted by and benefited from numerous individuals. I’d like to thank
Herbert Douglas and Jerome Harris for introducing me to a local
police audit and their support and encouragement for completing this
book. To the many police auditors in the United States and Great
Britain, whose audit reports I have reviewed and cited as case exam-
ples, thank you for enriching this manuscript with your empirical
insight. Thanks also to numerous police officers in the United States
who have provided me with access to their agencies and valuable
information for this work. Thanks especially to Chief Robert Pugh,
Chief William Hill, Chief Charles Kocher, and many other police offi-
cials in and around New Jersey. Finally, I’d like to dedicate this book
to all police administrators, police managers, police officers, and
police auditors who devote their life to the betterment of police ser-
vices.
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Chapter 1

INTRODUCTION

variety of approaches have been used to change, control, and re-

form the police since the first modern police, the London Metro-
politan Police, was established in 1829. Efforts to change the police
range from internal affairs investigations, managerial control, new
police leadership, to external consultancies, civilian reviews, and gov-
ernment-appointed commissions. What makes police auditing differ-
ent? Police auditing is no different from these other efforts in terms of
goals and purposes, which are to bring about positive changes and
improvement in police services. What is different are the process and
procedures used in effecting and evaluating the change. All types of
auditing are analytical, critical, and investigative in nature with an ac-
counting or financial basis or consequence (Mautz & Sharaf, 1985). As
Robert H. Montgomery (1912), author of the first book on auditing in
America, stated, auditing is the analytical branch of accountancy. The
systematic collection and analysis of information in the audit process
bring police auditing close in line with major principles of social sci-
entific research.

This is a book about police auditing and how it can be used to im-
prove police performances. Specifically, the book covers the theories,
standards, procedures, practices, and evaluations of police audits. The
purpose of such coverage is to enable to the reader to gain a general
understanding of different aspects and types of police audits and learn
to apply the principles of police auditing to a particular police depart-
ment. Contrary to what is commonly expected, there are a variety of
police audits that range from a single focus on police purchasing to a
comprehensive audit aimed at increasing police efficiency and effec-
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tiveness in an entire agency, including its organizational structure,
operations, programs, and administrative services. Depending on the
degree of comprehensiveness, police auditing may involve accoun-
tants, auditors, police specialists, police administrators, municipal offi-
cials, state government officials, and civilian representatives in the aud-
iting process. Viewed as a whole, police auditing embodies a planned
and systematic approach to changing the police.

Why Police Auditing?

Police services are almost universally provided and police depart-
ments are an essential operating unit of most local governments. Wheth-
er a police organization and its programs are functioning economical-
ly, efficiently, and effectively is a natural concern of police adminis-
trators and city officials. Police auditing meets the need of the govern-
ment officials and police administrators to know about the economy,
efficiency, and effectiveness of police operations. A police department,
for instance, may be experiencing some controversy concerning its com-
pliance and economy (Malan, 1988). In this situation, the police de-
partment needs updated and objective financial information to man-
agement. Auditors provide assurance about that information as well as
the systems producing that information (Bowsher, 1994). A police
department may also be questioned about its efficiency and effective-
ness. In this circumstance, the police need accurate information about
their performance level and their potential for improvement. Auditors
may determine whether the police are performing at the standard lev-
el by comparing productivity of police departments located in cities of
similar socioeconomic conditions. Upon finding that a police depart-
ment is performing significantly below its capacity compared with
similar agencies, auditors may recommend drastic measures for im-
provement in police management, organizational structure, and oper-
ating procedures.

Reliable financial and performance information provide police
departments with an opportunity to reassess the value of management
overheads, ensure that resources are directed in line with priorities,
match resources with demands, and increase accountability of com-
manding officers’ quality of service. Thorough audits of resource allo-
cation and organizational structure can also prevent police organiza-
tions from becoming overly bureaucratic and increase their readiness
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for meeting new demands and challenges. Departments that have con-
ducted audits are usually able to create more efficient organizational
structure by reducing the proportion of police manpower tied up in
administrative functions, run more accountable programs by clarifying
functions and objectives, and achieve greater performance by moni-
toring and evaluation. The police have experienced in recent decades
as well as in history a wave of reforms to police internal management,
particularly in the areas of organizational structure and patrol opera-
tions. Through a fundamental review of organization, police auditing
can assure that a police department is as economical, effective, and
efficient as it can be in translating public money into quality police ser-
vices (Audit Commission, 1991).

Police service is also an area of great public and news media con-
cern (Drebin & Brannon, 1990). This concern is directly related to the
largest single-area expenditure the police occupy in the local govern-
ment, approaching half of the general fund budget. Increasingly, the
public questions the value of police services in terms of taxes and
resources the public provides to the police. The public may become
critical of police management and program performance when crime
rate is extraordinarily high and when the police are unable to meet the
demand for services. The public wants to know what has happened to
the tax dollars, what has been accomplished with the public funds, and
simply why they cannot get the police protection they feel they right-
fully deserve. This questioning grows more intense when a perception
of police corruption exists and when residents experience a higher
crime rate and stronger fear of criminal victimization.

Because of the large expenditure and universality and necessity of
police services, the police should be held accountable to the public
and subject to oversight. Police audit provides an important tool for
elected officials-city councils or similar bodies-to fulfill their oversight
functions. Police auditing answers the questions raised by the public as
well as elected representatives by assessing the police use of taxpayers’
money and the results of a department’s use of the resources made
available to it (Brown, Gallagher, & Williams, 1982). By objectively ac-
quiring and evaluating evidence, auditors assess the credibility of the
information reported by or obtained from police management. With
the information on police performance, auditors determine whether
changes in police resources, such as personnel and patrol vehicles,
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