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DOI INVESTIGATION FINDS NYPD HAS ROUTINELY UNDERSTAFFED AND NEGLECTED
THE SPECIAL VICTIMS DIVISION, NEGATIVELY IMPACTING SEXUAL ASSAULT INVESTIGATIONS

Internal Documents Reveal That “Stranger Rape” and High-Profile Cases Are Given Priority for Limited
Resources Over “Acquaintance Rape” and Other Adult Sex Crimes
Senior SVD Officials Reported Concerns that Investigations Have Been Harmed
By Understaffing Dating Back to 2010
The New York City Department of Investigation (“DOI”) issued a Report today detailing the findings of a yearlong investigation into how the New York City Police Department’s (“NYPD”) Special Victims Division (“SVD”) investigates
cases involving sexual assaults. The investigation found that NYPD has understaffed and under-resourced SVD for at
least the last nine years, despite recommendations from an NYPD working group in 2010 and consistent warnings raised
by SVD leadership in the years since. Internal NYPD documents, not previously made public and obtained by DOI
investigators, acknowledge that many sexual assault cases are not properly investigated due to staffing and resource
limitations. Interviews with multiple prosecutors confirmed this concern. A copy of DOI’s Report, which includes
recommendations on how NYPD can correct the situation, is attached to this release and can be found at the following
link: http://www1.nyc.gov/site/doi/newsroom/public-reports.page
DOI Commissioner Mark G. Peters said, “Victims of sexual assault deserve justice, with the full weight of
law enforcement by their side. The neglect and understaffing of NYPD’s Special Victims Division are serious and deeply
troubling and the failure to treat acquaintance rape as an equal priority is unacceptable. While DOI’s report details the
shortcomings currently hindering SVD, it provides a critical roadmap for the future. NYPD must give the Special Victims
Division the resources and personnel it needs to carry out its important mission.”
DOI interviewed current and former SVD commanders and investigators, sex crime prosecutors, service
providers, and victim advocates during its investigation, all while reviewing thousands of pages of internal NYPD
memoranda and personnel records. DOI also applied NYPD’s own data to a nationally accepted staffing model to
evaluate SVD staffing levels and found that while the sex crimes caseload has increased by 65.3% since 2009, staffing
levels are nearly unchanged. In March 2018, NYPD’s homicide squads had 101 detectives with 282 homicides in 2017;
during the same time period, SVD’s adult sex crime units had only 67 detectives despite its 2017 caseload of 5,661,
more than 20 times larger than the homicide caseload. Given these challenges, NYPD needs to double the size of the
adult sex crime units in NYPD in order to properly investigate all adult sex crimes.
As a result of understaffing, DOI’s investigation also found that NYPD has prioritized so-called “stranger
rapes” and other more high-profile cases, while “acquaintance rape” and other investigations receive less attention and,
in some instances, are even sent to local precinct squads for post-arrest investigation, which means the case is not
investigated post-arrest by SVD at all. That responsibility instead stays with precinct-level detectives who are not trained
in sex crimes investigations. Documents as well as current and former SVD staff, sex crime prosecutors, service
providers, and victims’ advocates all confirmed to DOI that chronic understaffing and inexperience have “diluted” and
“shortened” investigations, jeopardized prosecutions, re-traumatized victims, and negatively impacted the reporting of
sex crimes, thereby adversely affecting public safety.
more

Internal NYPD documents obtained by DOI also confirm that NYPD has been aware of the understaffing
issue for years, yet has failed to act. In 2010, NYPD’s own Sex Crimes Working Group recognized the impact of
increasing workloads at SVD, and recommended that NYPD both boost the number of sex crimes investigators and take
steps to increase their seniority and experience. NYPD leadership, however, did not follow through. Instead,
understaffing and inexperience continued and worsened. In 2011, when SVD flagged the impact of understaffing on the
ability to investigate all sex crimes, the response from an NYPD deputy commissioner was that SVD “did not have to
investigate every misdemeanor [sex crime].” NYPD internal memoranda show that SVD leadership ignored this directive,
and continued to warn NYPD of the damaging consequences that understaffing had on sex crime investigations.
Furthermore, SVD recruits today are mostly police officers with no prior relevant investigative experience and SVD
leadership say it can take up to five years for these officers to gain the requisite experience to properly investigate these
crimes.
In addition to severe staff shortages, DOI identified several other issues plaguing the SVD, including squad
locations that were found to be cramped, unsanitary, and inappropriate for sex crime victims and investigations; case
management software that is inefficient, outdated, and insecure, potentially allowing confidential information to be
publicly leaked; and inadequate training for SVD recruits. New SVD recruits get 40 hours of instruction over five days,
compared to six to eight weeks for a new motorcycle patrol officer.
The Report makes twelve recommendations to address these systemic problems, including:


NYPD should immediately increase staffing in SVD units to meet the minimum investigative capacity
required by an evidence-backed and nationally-accepted staffing analysis model. To appropriately handle a
caseload that existed in 2017, that model would require 73 additional hires, specifically an additional 21
detectives in the Manhattan adult sex crimes squad, 11 detectives in the Bronx squad, 16 detectives in the
Queens squad, 21 detectives in the Brooklyn squad, and four detectives in the Staten Island squad.



NYPD should create more promotional opportunities for SVD detectives in order to improve recruitment,
retention, and morale, in keeping with the prestige that an elite detective division should be afforded.



NYPD should require all adult sex crimes be investigated and/or enhanced by SVD detectives — including
“domestic rape” and “acquaintance rape” in which patrol officers have made an arrest. This will require
additional staffing beyond that recommended in DOI’s Report.



NYPD should prepare a funding plan to renovate or relocate the physical facilities of all SVD units that handle
adult sex crimes. These locations should be easily accessible and welcoming to victims.



NYPD should, once the SVD is adequately staffed, increase in-house training opportunities for adult sex
crimes detectives and detectives-in-training, beyond the basic courses currently offered.



NYPD should invest in a new case management system for SVD that would replace its current system. The
new system should have the highest security protocols, as well as advanced caseload, staff management,
and data analysis capabilities.

The investigation was conducted by DOI’s Inspector General for the NYPD specifically, Policy Analyst
Tyler Gibson, Policy Analyst Adrian Amador, Policy Analyst Sean McMahon, Policy Analyst Leah Nussbaum, and
Special Investigator Sarolta Toscano, under the supervision of Director of Investigations Daniel Boylan, Deputy
Inspector General Asim Rehman, Inspector General Philip K. Eure, Associate Commissioner Paul Cronin, Deputy
Commissioner/Chief of Investigations Susan Lambiase, and First Deputy Commissioner Lesley Brovner.
DOI is one of the oldest law-enforcement agencies in the country and New York City’s corruption watchdog. Investigations may involve any
agency, officer, elected official or employee of the City, as well as those who do business with or receive benefits from the City. DOI’s
strategy attacks corruption comprehensively through systemic investigations that lead to high-impact arrests, preventive internal controls and
operational reforms that improve the way the City runs.
DOI’s press releases can also be found at twitter.com/doinews
Bribery and Corruption are a Trap. Don’t Get Caught Up. Report It at 212-3-NYC-DOI.
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EXECUTIVE SUMMARY

The New York City Department of Investigation (DOI) has conducted a yearlong investigation into the way the New York City Police Department (NYPD)
investigates cases involving sexual assault. Because of the unique issues presented
in such cases, they are primarily handled by the Special Victims Division (SVD) of
the NYPD. DOI has found that for at least the past nine years, NYPD has
understaffed and under resourced SVD. Internal NYPD documents, not previously
made public, acknowledge that many sexual assault cases are not properly
investigated due to staffing and resource limitations.
In 2010, the newly formed NYPD Sex Crimes Working Group (Working
Group) concluded that SVD should reform its practices to be more victim-focused,
increase collaboration with prosecutors, and investigate all misdemeanor sex crimes
in addition to felony sex crimes. 1 At the same time, the Working Group
recommended that 26 additional adult sex crime detectives be assigned to SVD—
bringing the total number of detectives to 96—and that specific changes be made in
promotional procedures to increase the experience and seniority of the detectives
working at SVD. 2 NYPD never implemented those staffing recommendations.
Moreover, DOI’s analysis demonstrates that even these 2010 staffing
recommendations were based on flawed assumptions, and consequently were
seriously below nationally recognized standards.
Rather than furnish proper staffing, NYPD leadership in 2011 directed SVD
to simply not investigate all misdemeanor sexual assaults. Misdemeanor sexual
assaults can involve serious criminality, such as “sexual intercourse with another
person without such person’s consent.” 3 Despite the serious nature of these crimes,
DOI obtained an internal NYPD memorandum that confirms this directive. 4
Understaffing problems have continued since 2011. A review of documents
demonstrates that between 2009 and 2016, NYPD repeatedly failed to act on
transfer requests that kept even authorized positions at SVD vacant. By March
2018, SVD’s adult sex crime units had only 67 detectives (out of the 96 originally
recommended) and only five were First Grade detectives. This is despite a 65.3%
increase in SVD’s adult sex crime caseload since 2009. To place this in perspective,
in March 2018, NYPD’s homicide squads had 101 detectives with 282 homicides in
2017; during the same time period, SVD’s adult sex crime units had only 67
investigators despite its 2017 caseload of 5,661.

N.Y. POLICE DEP’T., SEX CRIMES WORKING GROUP FINAL REPORT [hereinafter Working Group
Report] (Dec. 2010), available infra, Appendix A.
2 Id. at 17, Attachments A and B.
3 New York State Penal Law §130.20.
4 We note that DOI found that SVD declined to follow this directive.
1
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Likewise, SVD has been consistently under resourced, presenting
institutional barriers to the reporting of sex crimes, the investigation of sex crimes,
and victim participation in the investigative process. Conditions at SVD adult sex
crime locations are cramped, unsanitary, and inappropriate. NYPD’s formal
training for SVD is also subpar. For example, a new SVD recruit receives five days
of formal specialized training compared to six to eight weeks for a motorcycle patrol
officer.
This chronic neglect of SVD staffing and resources continues to have serious
negative effects on the prosecution of sex crimes in New York City. In interviews,
multiple prosecutors described improper handling of cases by overloaded or
inexperienced investigators that have hindered prosecutions. Further, internal
NYPD documents obtained by DOI now confirm the existence of a longstanding
NYPD practice that certain cases involving “acquaintance” and “domestic” rape not
be “enhanced” (investigated post-arrest) by SVD, but kept at local precinct detective
squads instead. The failure to treat acquaintance and domestic rape as crimes on
par with stranger rape is unacceptable in modern law enforcement.
While NYPD has recently stated that it has increased both staffing and
seniority at SVD, documents provided in the course of this investigation
demonstrate that this has not occurred in the adult sex crime units. Moreover,
while NYPD appropriately disavowed comments in January 2017 by a precinct
captain who publicly stated that acquaintance rape is “not a trend we’re too worried
about,” the captain was nonetheless promoted ten months later. 5 In sum, the
problems noted in this Report continue unabated.
Recent successes, such as the solving of the 1994 Prospect Park rape case, are
emblematic of the tireless work and dedication of most SVD investigators. The
situation, however, has now reached a point where SVD cannot properly investigate
its entire caseload with the resources currently allocated by NYPD. Based on this
investigation, DOI recommendations include:
 NYPD should immediately increase staffing in SVD’s adult sex crime
units to meet the minimum investigative capacity required by an
evidence-backed and nationally-accepted staffing analysis model. To
appropriately handle the 2017 caseload, that model would require an
additional 21 detectives in the Manhattan SVS, 11 detectives in the

Amanda Woods, NYPD Captain: Date Rape is ‘Not a Trend We’re Too Worried About,’ N.Y. POST
(Jan. 6, 2017, 8:10 PM), https://nypost.com/2017/01/06/police-captain-under-fire-for-dismissiveremarks-on-date-rape/. The captain in question was subsequently promoted to deputy inspector in
November 2017. Tina Moore and Bruce Golding, Commissioner Defends Promotion of NYPD Captain
Who Wrote Off Date Rape, N.Y. Post (Nov. 21, 2017, 3:56 PM),
https://nypost.com/2017/11/21/commissioner-defends-promotion-of-nypd-captain-who-wrote-off-daterape/.
5
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Bronx SVS, 16 detectives in the Queens SVS, 21 detectives in the
Brooklyn SVS, and four detectives in the Staten Island SVS.
 NYPD should enhance promotional opportunities for SVD detectives in
order to improve recruitment, retention, and morale in keeping with
the prestige that should be afforded to an elite detective division.
 NYPD should require all adult sex crimes be “enhanced” by SVD
detectives—including “domestic rape” and “acquaintance rape” in
which patrol officers have made an arrest. This will require additional
staffing beyond that recommended in this Report.
 NYPD should prepare a funding plan to renovate or relocate the
physical facilities of all SVD units that handle adult sex crimes. These
locations should be easily accessible and welcoming to victims.
 NYPD should, once the SVD is adequately staffed, increase in-house
training opportunities for adult sex crimes detectives and detectives-intraining beyond the basic courses currently offered.
 NYPD should invest in a new case-management system for SVD that
would replace its current system. The new system should have the
highest security protocols, as well as advanced caseload, staff
management, and data analysis capabilities.
Update and Note: Almost two weeks prior to the release of this Report, DOI provided
a copy of the Report to NYPD. NYPD did not dispute the accuracy of the number of
staff that the Report lists as assigned to SVD or the authenticity of documents cited
in the Report. NYPD, however, rejected the staffing calculations used by DOI and
the proposed staffing numbers flowing from these calculations, claiming that current
SVD caseloads are appropriate.
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METHODOLOGY

DOI investigators conducted interviews with current and former SVD
personnel, the five district attorneys’ offices, and numerous victim advocacy
organizations and service providers. Investigators also examined the staffing of
NYPD’s adult sex crimes squads, using both quantitative and qualitative methods
to determine the extent of understaffing. Investigators also conducted unannounced
site visits at all five of the Special Victims Squads (SVS) in the SVD dedicated to
investigating adult sex crimes in the five boroughs. Finally, investigators reviewed
hundreds of pages of internal NYPD documents, memoranda, and reports about
staffing and SVD operations that revealed the scope, breadth, and causes of the
serious challenges currently facing SVD.
III.

BACKGROUND
A. Sex Crimes

Sex crimes are particularly difficult to investigate and prosecute. Victims
have suffered tremendous trauma and many risk further victimization by the
criminal justice process. Survivors of sexual assault often endure invasive and
traumatizing evidence collection and are forced to relive and retell their stories
while serving as the key witness during investigation and trial. As a result, national
best practices call for a victim-centered approach to sex crime investigations. The
International Association of Chiefs of Police (IACP) guidelines, first published in
2005, stress the importance of this approach, stating that “validation from
authorities may be a more critical element of a successful response and
investigation than a criminal prosecution or conviction.” 6 Victims’ perceived
procedural justice, or sense that their allegations and experience have been taken
seriously and handled appropriately by law enforcement, is paramount to successful
sex crime investigations. 7
Moreover, most sex crimes are nothing like the often imagined “strangers in
dark alleys” who violently force themselves on unsuspecting victims. According to
IACP’s National Law Enforcement Policy Center:
 “Most sexual assault victims are acquainted with the suspect(s) in some way, yet
they rarely expected [sexual contact] with the suspect(s).
 Most sexual assaults are not reported to law enforcement authorities.
 Men are even less likely to report their sexual assault to the police than are
women.
HUMAN RIGHTS WATCH, IMPROVING POLICE RESPONSE TO SEXUAL ASSAULT 3-4 (2013), citing INT’L
ASS’N OF CHIEFS OF POLICE, INVESTIGATING SEXUAL ASSAULTS MODEL POLICY (2005).
7 Id.at 3-4.
6

4

AN INVESTIGATION OF NYPD’S SPECIAL VICTIMS DIVISION—ADULT SEX CRIMES

MARCH 2018

 Victims rarely report to the police first; usually they go first to a close friend or
relative, a health care provider, or a victim advocate.
 Victims often delay reporting a sexual assault for days, weeks, months, or even
years, and many never disclose it to anyone, including their closest friends.
 The police are more likely to be notified of sexual assaults that are committed by
strangers than by someone the victim knows.
 Sexual assault perpetrators rarely use weapons and may not use physical force,
relying instead on verbal threats, intimidation, and a victim’s vulnerability.
 Victims’ emotional reactions may include confusion, shame, and embarrassment.
 Victims may lie about specifics of the sexual assault because they fear that their
actions may have contributed to the sexual assault.
 Individuals who have been previously victimized may be unable to defend
themselves due to the past trauma the assault triggers and the fear they
experience during the current assault.” 8
According to internal NYPD documents and DOI interviews, SVD leadership
had previously estimated that 5% to 20% of sexual assaults were reported to the
police, and now believes that the true rate is 5% or lower. By comparison, reporting
rates for most other crimes are well over 70%.
Given the unique nature of sex crimes, investigating them requires a timeintensive approach that focuses on the victim. Investigators must be trained and
experienced in trauma-informed interview techniques. The investigations are often
non-linear in nature, requiring multiple victim-interviews with frequent pauses in
the investigation. Victims are not always available for questioning, and some
evidence, such as DNA testing, can take weeks to process. Due to the intensely
personal trauma involved, sex crimes are often not reported to the police until well
after the fact, and victims may disengage from an investigator, only to re-engage
later. Each time that work on a case stops and resumes, investigators must take
additional time to reacquaint themselves with the specifics of the case and the
victim.

8

IACP NAT’L LAW ENFORCEMENT POLICY CTR., INVESTIGATING SEXUAL ASSAULTS 1-2 (July 2005).
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B. NYPD Special Victims Division
NYPD was a leader in the creation of specialized squads to investigate sex
offenses and child abuse. As early as the 1960s, the Department had detective
squads dedicated to the investigation of rape and sexual assault. In 2003, NYPD
created the Special Victims Division, which brought together squads formerly
housed in the five detective boroughs under one unified command.
The NYPD Special Victims Division has the responsibility for investigating
sex crimes, child abuse, and hate crimes. SVD has a Special Victims Squad (SVS) in
each of the five boroughs. These squads investigate sex crimes committed against
“adult” victims, 13-years-of-age or older. In addition, SVD has separate child abuse
squads (CAS) for Manhattan, Queens, Brooklyn and the Bronx. 9 SVD also includes
specialized citywide units consisting of a DNA/Cold Case Unit, a Transit Unit
dedicated to investigating sex crimes on public transportation, a Sex Offender
Monitoring Unit (SOMU) to monitor registered sex offenders, an Instant Response
Tracking Unit (IRTU) for mandatory cross-agency responses required under New
York State law, a Data Analysis Group, a Special Victims Division Liaison Unit, a
Special Victims Nightwatch, and a Hate Crimes Task Force.
In 2011, NYPD mandated that all adult misdemeanor sex crimes committed
in New York City outside of the transit system be handled by adult sex crime
squads, significantly increasing SVD’s caseload. Prior to this change, SVD was
responsible only for felony sexual assaults. Consequently, the overall caseload of the
adult squads increased from 3,657 in 2010 to 5,725 in 2012. In 2015, the Bronx SVS
was reorganized into two separate squads, the Bronx SVS and the Bronx CAS,
slightly reducing the overall caseload of the adult squads to 5,371. The overall
upward trend in caseload continued, however, and by 2017 the annual caseload of
SVD’s adult sex crime squads was 5,661.
NYPD’s SVD has, under its current leadership, implemented a number of
significant operational improvements. These include partnerships with community
advocates, a review of closed cases with service providers and advocates, audits of
rape cases deemed “unfounded,” and regular reviews of all sex crimes to ensure that
they are properly classified under the penal code.
C. 2010 NYPD Sex Crimes Working Group
In April 2010, then-Police Commissioner Raymond Kelly convened an
internal task force to study NYPD’s handling of sex crimes and investigations
involving sexual offenses. The task force, the Sex Crimes Working Group (Working
Group), included senior NYPD commanders, the then-NYPD Deputy Commissioner
for the Department’s Office of Management Analysis and Planning (OMAP), and
prosecutors. NYPD formed the Working Group to address complaints about the
9

The Staten Island SVS handles both adult and child sex crime cases. There is no separate CAS.
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Department’s handling of sex crimes cases and investigations. 10 The Working Group
interviewed various stakeholders, including prosecutors, victim advocates, medical
providers, and NYPD personnel. In addition, the group reviewed NYPD policies,
practices, and procedures that were relevant to sex crimes investigations.
The Working Group issued an internal report to NYPD with a number of
significant findings, including the following: 1) officers with little or no experience
in sex crimes cases sometimes treat victims in an insensitive manner; 2) the
investigation and prosecution of sex crimes cases present particular challenges due
to juror skepticism and the critical role of pre-arrest evidence; and 3) incomplete or
inadequate investigations of rape or other serious felonies are not uncommon due to
the misclassification of cases and premature arrests. 11
To address these findings, the Working Group made six recommendations:
1. Assign all misdemeanor sex crimes to SVD.
2. Require SVD to respond to hospital calls.
3. Increase cooperation with prosecutors.
4. Implement staffing changes within SVD.
5. Enhance training.
6. Meet with stakeholders. 12
Consistent with these recommendations, the Working Group also urged
increases in staffing in light of the increase in caseload. Specifically, the Working
Group’s report proposed that:
 NYPD only consider “highly experienced and knowledgeable detectives” to be
assigned to SVD, not officers directly from patrol. To achieve this goal, SVD
detectives should be given greater consideration for grade, or promotion, and be
offered special assignment promotions. 13
 Staffing in the adult sex crimes units (SVS) be increased by 26—from 66 to 92
investigators. 14 This figure of 26 was based on an internal staffing analysis
performed by NYPD’s OMAP for the Working Group.

See Working Group Report, supra note 1, at 3.
Id. at 9-11.
12 Id. at 19.
13 Id. at 17.
14 Id. at 14-15.
10
11
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Despite accepting the Working Group’s recommendation and
expanding SVD’s caseload, NYPD did not implement the Working Group’s
recommendation to increase the number of adult sex crimes investigators
by 26. NYPD did not take into account the attrition caused by a hiring freeze
imposed on SVD during the entirety of 2010, while the Working Group completed
its findings. In 2010, there was an average of 66 adult sex crime investigators, as
compared to 72 in 2009, prior to the creation of the Working Group, thereby
creating an artificially low baseline. By the end of 2017, a total of 74 investigators
were assigned to the five adult sex crimes units; this is only two more
investigators than assigned to these units in 2009, despite a caseload
increase of 65.3%. 15
Additionally, the staffing analysis that OMAP performed underestimated
SVD’s staffing needs because that analysis focused solely on caseloads and did not
consider the investigative hours available to individual investigators for the
investigation of their cases. While a caseload analysis is suitable for a patrol
environment, it is inappropriate for the complexities of sex crime investigations. 16
OMAP also made several erroneous assumptions in its analysis that led it to
significantly underestimate the number of additional detectives required to carry
out the Working Group’s recommendations.

NYPD data produced to DOI. Full caseload data is available infra, Appendix B.
ALBUQUERQUE POLICE DEP’T, ALBUQUERQUE POLICE DEPARTMENT STAFFING PLAN, FINAL DRAFT 3536 (2016); POLICE EXEC. RESEARCH FORUM, AUSTIN POLICE DEPARTMENT PATROL UTILIZATION STUDY,
FINAL REPORT 37-44 (2012); CLEVELAND DIVISION OF POLICE, RESOURCE STUDY AND DEPLOYMENT
PROPOSAL, June 14, 2016, Pages 45-54, 56-61, available at
https://www.clevelandcitycouncil.org/ClevelandCityCouncil/media/CCCMedia/Documents/Ord-No182-16-presentation-182-16.pdf (last visited Mar. 22, 2018).
15
16
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Erroneous Assumption

Reality

Impact

OMAP assumed that SVD was
sufficiently staffed from 2001
through 2010, and relied on
this assumption when
calculating SVD’s future
staffing requirements.

SVD staffing in 2010 was at its
lowest level out of the eight
years examined by DOI,
primarily due to a hiring freeze
implemented by the Chief of
Detectives for the entirety of
2010. The historic caseload
averages from 2001 through
2009 suggest that staffing was
also at or near these historic
lows in 2002, 2003, and 2006.

OMAP’s acceptance of the
2001-2010 staffing and
caseload levels as appropriate,
and its attempt to maintain
them going forward, locked in
SVD’s understaffing problems.
Any staffing increases that
were implemented failed to
keep pace with attrition caused
by the hiring freeze.

OMAP assumed the additional
misdemeanor cases added to
SVD’s portfolio would be
spread across eight squads, by
using the entire 2009 SVD
caseload as a baseline.

Since the additional
misdemeanors were all “adult”
matters, they were spread
across the five “adult” squads,
not all eight SVD squads.

OMAP’s error resulted in a
disproportionate amount of
work being assigned to fewer
investigators than OMAP had
assumed, further reducing the
time investigators could spend
on each case.

OMAP failed to account for the
impact of the additional duties
(aside from Nightwatch) SVD
would take on as a result of the
2010 Working Group’s
recommendations.

SVD investigators were taking
on additional responsibilities,
such as sending detectives to
interview victims in hospital
emergency rooms, ultimately
reducing the number of
detectives available to work
the ever-increasing caseload.

OMAP’s failure to account for
SVD’s new responsibilities
resulted in SVD investigators
having to do more with less,
further degrading the quality
of SVD’s investigations.

D. Historical Caseloads and Staffing at Adult Sex Crimes Units in
SVD
Based on NYPD data, the average yearly staffing levels for each of the five
borough-based adult sex crimes units for the years 2009 to 2017 are summarized in
the table below:
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Table 1: Average Number of Investigators in Each Adult Sex Crimes Unit,
by Year
Year

Manhattan

Bronx

Queens

Brooklyn

2009
2010
2011
2012
2013
2014
2015
2016
2017 17

17
13
12
16
15
13
14
20
16

14
15
17
18
18
19
15
14
16

13
14
15
14
12
15
16
16
14

17
15
17
19
18
17
17
16
19

Staten
Island
11
9
9
10
9
8
10
8
9

Total
72
66
70
77
72
72
72
74
74

The staffing levels illustrated in Table 1 would be far lower if not for steps
taken by SVD officials. Faced with inadequate staffing over the years, SVD had to
transfer staff from other SVD units, such as the Instant Response Tracking Unit,
the Sex Offender Monitoring Unit (SOMU), and even the Child Abuse Squads in an
attempt to mitigate the harm that high caseloads and understaffing cause to adult
sex crime investigations. Had SVD left personnel in the positions formally assigned
by NYPD, the total staffing level for 2017 would be approximately 54 instead of 74.
These transfers have created or exacerbated understaffing issues in the squads
from which investigators were pulled, most notably the four CAS and the SOMU.
These stop-gap measures are also insufficient over the long-term. As of March 2018,
there were 67 total investigators in the adult sex crime units.

The 2017 figures are a snapshot as of the end of 2017, and not yearly averages as in the other
years presented.
17
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FINDINGS: UNDER RESOURCING AND INACTION
PRECIPITATED SYSTEMIC PROBLEMS AT THE SPECIAL
VICTIMS DIVISION

DOI investigators found compelling evidence that SVD faces significant
systemic problems caused by years of flawed analysis and inaction by NYPD
leadership. Despite years of repeated warnings from SVD officials about the
negative impact caused by understaffing, and continuing requests for additional
resources, NYPD leadership failed to act. 18 This understaffing, combined with the
Department’s inadequate allocation of resources for training, IT needs, and
appropriate oversight mechanisms for SVD collectively point to a larger systemic
problem in how NYPD manages SVD.
A. Understaffing and Inexperience in Adult Sex Crime Units
DOI’s investigation found that the five adult sex crimes units have suffered
from chronic understaffing issues for at least the past nine years. This conclusion is
based largely on the 2010 Working Group report and OMAP staffing analysis, the
assessments of current SVD officials, and DOI’s own analysis. Over the past several
years, SVD officials submitted numerous requests to NYPD leadership for
additional staffing, flagging the issue and informing the Department of the negative
consequences for SVD investigations. DOI found that NYPD leadership failed to
appropriately respond to these requests. The findings that the five adult sex crimes
units have been chronically understaffed are also based on DOI’s own analysis.
Using NYPD data and a nationally-accepted formula for assessing investigative
staffing levels, DOI determined that the adult sex crimes unit staffing levels called
for by OMAP and the Working Group in 2010 used flawed baselines and
methodologies, and therefore significantly underestimated SVD staffing needs. 19 In
See, e.g., Memorandum from SVD to Detective Bureau titled ”REQUEST A STAFFING
ASSESSMENT BY THE OFFICE OF MANAGEMENT ANALYSIS AND PLANNING” (November
24, 2014), available infra, Appendix G [hereinafter SVD, Nov. 24, 2014 Memorandum];
Memorandum from SVD to Detective Bureau titled “SPECIAL VICTIMS DIVISION STAFFING
ISSUES” (Sept. 5, 2015), available infra, Appendix H [hereinafter SVD, Sept. 5, 2015
Memorandum]; Memorandum from SVD to Detective Bureau titled “REQUEST STAFFING
ASSESSMENT BY THE OFFICE OF MANAGE ANALYSIS AND PLANNING” (July 29, 2015),
available infra, Appendix I [hereinafter SVD, July 25, 2015 Memorandum]; Memorandum from SVD
to Detective Bureau titled “Internal Detective Bureau Staffing Analysis” (Jan. 12, 2017), available
infra, Appendix J [hereinafter SVD, Jan. 12, 2017 Memorandum]; Memorandum from OMAP to
Detective Bureau titled “INFORMATION REQUESTED” (Nov. 11, 2015), available infra, Appendix
K.
19 DOI’s analysis used a quantitative, investigative-hours based staffing model first articulated in a
2014 article published by the Florida Department of Law Enforcement, entitled “Allocation of
Personnel: Investigations.” (Prummel Staffing Model) Sherriff Prummel based his work on a staffing
model originally developed in 1988 by Chief William Liquori of the Altamonte Springs Police
Department, in Altamonte Springs, Florida. This staffing model was still in use by the Altamonte
Springs Police Department at the time of Prummel’s study, and had been taught at the Florida
Department of Law Enforcement academy. WILLIAM PRUMMEL, FLORIDA DEPARTMENT OF LAW
18
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other words, even if NYPD had implemented OMAP and the Working Group’s
staffing proposal—which it did not—SVD would still be severely understaffed.
While chronic understaffing has eroded SVD’s ability to fully investigate
increasing numbers of sex crime allegations, inexperienced personnel continue to
degrade the quality of investigations. The majority of new investigators are socalled “white shields”—police officers who are serving provisionally in a detective
capacity in the hopes of earning detective rank. The “grade” opportunities called for
by the 2010 Working Group were never implemented. As discussed below, these
problems negatively impact public safety and the adequacy of SVD investigations.
1. NYPD Leadership Failed to Act on SVD’s Repeated
Requests for Additional Investigators
NYPD officials knew about the challenges facing the SVD as early as 2010—
even before the Sex Crimes Working Group issued its report. On June 2, 2010, thenNYPD Deputy Commissioner for Strategic Initiatives, Michael J. Farrell, stated
publicly that “there are obviously not sufficient personnel for [SVD] to take
responsibility for all sex crimes in the city.” 20
According to internal NYPD memoranda dating back as far as January 2014,
SVD officials repeatedly raised concerns about the negative impact of persistent
staffing shortages. Excerpts of these memoranda reveal that NYPD leadership was
aware that the “[the OMAP Staffing] model was flawed” and “the negative impact
on those four [adult] squads was considerable.” 21 As a result, “adult sex crime felony
investigations were diluted, [efforts by SVD to apprehend suspects when probable
cause is established] were stopped, and felony sex crime pattern investigative
efforts were shortened.” 22 In short, “a full exhaustive work effort [for every sex
crime investigation] has not been possible” as a consequence of the understaffing. 23
According to an internal NYPD memorandum, when SVD raised these concerns in

ENFORCEMENT, ALLOCATION OF PERSONNEL: INVESTIGATIONS (2014). ALBUQUERQUE POLICE DEP’T,
supra note 16, at 35-36; POLICE EXEC. RESEARCH FORUM, supra note 16, at 37-44 (2012); CLEVELAND
DIVISION OF POLICE, supra note 16, Pages 54-61, supra note 16, Pages 45-54, 56-61, (last visited Mar.
23, 2018); CLEVELAND POLICE MONITORING TEAM, SECOND SEMIANNUAL REPORT 61 (Jan. 10, 2017)
(describing the staffing proposal as “incredibly useful guide” which cannot be implemented at this
time only because further implementation of the Consent Decree will impact staffing requirements
in unknown ways); END VIOLENCE AGAINST WOMEN INTERNATIONAL, Best Practices FAQ: Caseloads,
http://www.evawintl.org/PAGEID31/Best-Practices/FAQs/Caseloads. (Last visited Mar. 1, 2018).
20 John Eligon, Panel Seeks More Police Training on Sex Crimes, N.Y. TIMES, June 3, 2010, at A26,
http://www.nytimes.com/2010/06/03/nyregion/03rape.html?pagewanted=all. (Michael J. Farrell was
then the Deputy Commissioner for OMAP, and was part of the 2010 Working Group.)
21 SVD, Nov. 24, 2014 Memorandum, supra note 18 at 6, available infra Appendix G.
22 Id.
23 Id.
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2011, NYPD replied that the Working Group report was not open for discussion,
and that SVD should simply not investigate every misdemeanor sex crime: 24
In addition, the then Chief of Detectives and the undersigned [the
commanding officer of SVD] were told the Police Commissioner already
approved the report and it was not open to any form of discussion.
Thus, we could not resolve the inaccuracy of the reporting staffing
model. We were also directed by the former Deputy
Commissioner, Office of Management Analysis and Planning
that we did not have to investigate every misdemeanor case.
This was an unacceptable proposition for sex crime complaints and one
in which the undersigned [the commanding officer of SVD] ignored. 25
Another memorandum from 2015 asserted that, “[i]t is self-evident [that] sex
crime felony investigations have been diluted” due to the assignment of sex crimes
within the Transit System to SVD. 26 SVD leadership went on to state that SVD
“require[s] a substantial increase in staffing to stop additional dilution to the unit’s
sex crime felony investigations.” 27
In another memorandum, SVD leadership spelled out in precise
mathematical detail the level of understaffing at each unit in SVD. These
projections are similar to the results of the staffing analysis DOI performed in this
Report. 28 A more recent, updated, version of this internal SVD staffing analysis
uses the same investigative-hours-available-based staffing model used in this
Report.
Many of the issues detailed in these memoranda were not limited to adult
squads. In fact, many concerns were often interrelated. For instance, SVD wrote to
the Chief of Detectives in 2017, in regard to understaffing of child abuse units,
“NYPD cannot be the cause of a future Zymere Perkins,” and “the risk associated
with these types of cases . . . has forced the undersigned to temporarily assign
thirteen (13) [i]nvestigators from the Adult and Transit Squads to Child Abuse
Under the New York State Penal Code, misdemeanor sex crimes involve serious criminality.
“Forcible touching,” “sex abuse” in the second or third degree, and “sexual misconduct” are class A or
B misdemeanors, yet are defined as “engaging in sexual intercourse with another person without
such person`s consent,” “subjecting another person to sexual contact without the latter`s consent,”
and when a “person intentionally, and for no legitimate purpose . . . forcibly touches the sexual or
other intimate parts of another person for the purpose of degrading or abusing such person, or for
the purpose of gratifying the actor's sexual desire,” respectively. NYS PL §§130.52; 130.55 and
130.60; 130.20.
25 SVD, Nov. 24, 2014 Memorandum, supra note 18 at 7, available infra Appendix G. (Emphasis
added).
26 Memorandum from SVD to Detective Bureau titled “Request the Start-Up of the Special Victims
Division Citywide Transit Sex Crime Squad” (May 19, 2016), available infra, Appendix L.
27 Id.
28 Available infra, Appendix C.
24
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Squads.” 29 Despite this reallocation, SVD warned that “[t]hese re-assignments are
proving insufficient to handle the increased Child Abuse workload” and “it is highly
probable [that] the caseload in the Child Abuse Squad will even double, from its
current level, in the near future.” 30 In the same memorandum, SVD leadership
warned that, due to staffing issues, the DNA Cold Case Squad currently has a
significant case backlog. 31
In the same memorandum, SVD wrote “it is estimated several thousand
[registered sex offenders] are not incompliance with state law.” 32 And, while “the
caseload [at SOMU] has increased by a factor of 3.5 [since 1997], the staffing level
at [SOMU] has only increase[d] by a factor of 1.6.” 33 Perhaps most significantly,
SVD leadership wrote that, “SVD, currently, has very serious operational
problems that place the Department at substantial risk and those problems are
staffing dependent.” 34 These problems were so serious that SVD warned the Chief of
Detectives that “[e]xpectations of full victim centered management by any internal
or external review will be hard to satisfy.” 35
Despite these warnings by SVD, NYPD leadership largely failed to act. From
March to August 2015, although NYPD increased the authorized headcount at SVD
by 31, all additional personnel were allocated to the newly created Bronx Child
Abuse Squad, the Sex Offender Monitoring Unit, or the DNA/Cold Case Unit. 36 The
adult sex crimes squads received no increase in authorized staffing levels.
In late 2015, SVD again raised the issue of understaffing in internal
memoranda sent to NYPD leadership. After OMAP instructed SVD that the
requested staffing analysis would require “the approval of all overhead commands,”
SVD, Jan. 12, 2017 Memorandum, supra note 18, available infra Appendix J. On September 26,
2016, six-year-old Zymere Perkins died from chronic abuse syndrome in the home in which he lived
with his mother Geraldine Perkins and her boyfriend Rysheim Smith. His death was ruled a
homicide. Smith has been charged with Murder in the Second Degree and Perkins has been charged
with Manslaughter in the Second Degree. Both are pending trial. Prior to Zymere’s death, the New
York City Administration for Children’s Services (ACS) was frequently and significantly involved
with Zymere, Perkins, and Smith. From 2010 until Zymere’s death, ACS completed five
investigations in which Perkins was alleged to have abused and/or maltreated Zymere.
30 SVD, Jan. 12, 2017 Memorandum, supra note 18, available infra Appendix J.
31 Id. at 5.
32 Id.
33 Id.
34 Id. (Emphasis original)
35 Id. SVD leadership was stating that if an external agency such as DOI were to conduct a review of
SVD, the external agency would find that SVD is unable to properly serve victims of sex crimes. In
fact, SVD warned NYPD specifically in a 2014 PowerPoint presentation that Inspectors General
Offices “in other cities have examined sexual assault investigations in their local departments” and
an “OIG-NYPD examination of SVD is at some point probable.” NYPD SPECIAL VICTIMS DIVISION,
POWERPOINT PRESENTATION TO OFFICE OF COLLABORATIVE POLICING (Jan. 2014), available infra,
Appendix M.
36 SVD, July 29, 2015 Memorandum, supra note 18, available infra Appendix I; SVD, Sept. 5, 2015
Memorandum, supra note 18, available infra Appendix J.
29
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SVD obtained the approval of the Chief of Department and the Chief of Detectives.
The latter stated that “the investigators’ caseloads have increased by almost 100%,
incommensurate with staffing levels which have remained static.” 37 To perform the
staffing analysis, OMAP requested that SVD provide additional data, which would
have required SVD to pull staff away from investigations, further harming the
division’s already limited capacity to investigate cases. Ultimately, SVD did not
accommodate OMAP’s request, citing staffing and resource limitations, OMAP
remained unwilling to conduct the staffing analysis without SVD performing the
preliminary data compilation and pre-analysis, and therefore the staffing analysis
was never completed. DOI’s investigation confirmed that had SVD agreed to
OMAP’s request, the negative impacts of understaffing would have been further
exacerbated. 38
DOI also found that NYPD leadership did not act on specific SVD requests for
transfers of new staff to fill vacancies in adult sex crimes units. DOI investigators
reviewed every written transfer request between 2010 and 2016 and compared them
to a master list of completed SVD transfers. DOI investigators found that NYPD
officials had failed to act on dozens of requests. 39 For all of the at-issue requests,
NYPD officers had applied for vacant positions at SVD and were subsequently
interviewed and approved by SVD. Despite the approval of all parties involved,
OMAP and NYPD never acted upon these transfer requests.
DOI identified numerous other transfer requests submitted multiple times,
over a period of months and even years, before OMAP or other NYPD officials acted
upon such requests. OMAP’s failure to promptly act on transfer requests resulted
in SVD being unable to quickly replace personnel who transferred out or retired,
further eroding SVD’s investigative capacity.
NYPD records obtained by DOI contradict recent public statements made by
NYPD officials. On December 4, 2017, at a press conference organized by the
Department, Commissioner O’Neill stated in response to a reporter’s question
concerning an increased number of reported rapes (96% of all rapes reported were
assigned to adult sex crimes units in 2016), that the Chief of Detectives had “put

OMAP, supra note 18, available infra Appendix K; internal memoranda chain included.
The data requested by OMAP were also significantly detailed. For this Report, DOI investigators
did not require much of the data OMAP insisted upon. To satisfy OMAP’s request, SVD would have
had to reassign dozens of detectives from investigating sex crimes to manually tabulating data for a
period of at least several weeks, an untenable proposition in light of existing staffing issues. These
practical limitations are the result of inadequate IT software, as discussed further below in section
IV.B.3 of this Report.
39 DOI investigators identified 28 such requests based on data provided by NYPD. In a subsequent
interview with SVD officials, errors were discovered in the data provided to DOI by NYPD. For
instance, some transfers confirmed by SVD were not reflected in NYPD data. SVD leadership stated
that the number of transfers not acted on was closer to 20.
37
38
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more people into Special Victims,” especially more “seasoned investigators.” 40 On
December 21, 2017, DOI asked NYPD about this statement, requesting details on
the number of detectives added, their transfer dates, ranks, experience, and
previous assignments. NYPD’s response, coming almost two months later, indicated
that only four new investigators had transferred into adult sex crimes squads in
2017, and all to the Staten Island SVS. 41 All other transfers of personnel into SVD
were allocated to the child abuse squads, the IRTU, or the SVD liaison unit. 42 Of
the four transfers to SVD, all were police officers from local patrol precincts on
Staten Island serving provisionally in a detective role—not detectives with prior
investigative experience. 43 Further, despite these four transfers, the Staten Island
SVS had only nine investigators assigned at the end of 2017—compared to 11 on
May 29, 2017. 44 In short, contrary to the clear implication of NYPD’s public
statements, no new “seasoned” detectives were added to investigate adult sex
crimes in 2017. 45 In fact, the total staffing level in adult sex crimes units at the end
of 2017 was unchanged from the 2016 average of 74. 46
After reviewing a draft copy of this Report, NYPD leadership maintains that
a caseload of 93 cases per SVD investigator per year is appropriate. However,
such a caseload is comparable to, or greater than, the caseloads in
jurisdictions that have faced significant challenges related to
understaffing in special victims units. 47

Transcript: Mayor de Blasio, Commissioner O’Neil Host Press Conference to Discuss Crime
Statistics, OFFICE OF THE MAYOR (Dec. 4, 2017), http://www1.nyc.gov/office-of-the-mayor/news/74717/transcript-mayor-de-blasio-commissioner-o-neill-host-press-conference-discuss-crime-statistics#/0.
41 Internal NYPD data provided February 22, 2018.
42 Id.
43 Id.
44 Id.
45 Id.
46 Id., Internal NYPD staffing data provided to DOI.
47 In 2015, the Cleveland Police Department (CPD) averaged 101 cases per investigator per year in
its Sex Crimes Unit. CPD entered into a consent decree following a federal investigation that
revealed unconstitutional policing practices, caused, in part, by staffing deficiencies. CLEVELAND
DIVISION OF POLICE, supra note 16, Pages 54-61; see also UNITED STATES DEPARTMENT OF JUSTICE
CIVIL RIGHTS DIVISION, INVESTIGATION OF THE CLEVELAND DIVISION OF POLICE, pages 54-55 (Dec. 4,
2014). In the New Orleans Police Department, also under a federal consent decree partially due to
issues related to understaffing, five Special Victim Section detectives were the subject of a highprofile, downgrading and failure-to-investigate controversy. Those detectives averaged 81 cases each
per year from 2011 through 2013. See, e.g., OFFICE OF INSPECTOR GENERAL, CITY OF NEW ORLEANS,
DOCUMENTATION OF SEX CRIME INVESTIGATIONS, pages 2-3 (Nov. 12, 2014) available at
http://www.nolaoig.gov/reports/report-of-inquiry-into-documentation-of-sex-crime-investigations-byfive-detectives-in-the-special-victims-section-of-the-new-orleans-police-department (last visited Mar.
23, 2018).
40
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2. NYPD Executives Failed to Increase “Grade” within SVD
When NYPD reorganized SVD into its own division in 2003, SVD lost the
ability to quickly fill vacancies with experienced detectives. Prior to 2003, the
commanders of each Detective Borough could easily reassign an experienced
detective from one of their local precinct squads to their borough-wide sex crimes
unit. Following the 2003 reorganization, however, this “staffing inflow mechanism”
was severed. 48 As a result, according to internal NYPD memoranda, “[t]he newly
formed SVD lost the capability of acquiring skilled detectives and skilled
investigative supervisors.” 49 This means that SVD, as its own division, must
advertise vacancies internally within NYPD and await applications from
experienced detectives. Without incentives such as increased promotional
opportunities, however, SVD is unable to attract a sufficient number of experienced
detectives.
The 2010 Working Group recommended that “only highly experienced and
knowledgeable detectives, such as high-caliber investigators assigned to precinct
detective squads” should be considered for SVD. 50 To achieve this goal as a standalone division, the Working Group proposed that SVD investigators be given greater
consideration for grade and special assignment promotions.
SVD officials have repeatedly stressed the need for NYPD leadership to
transform SVD into a “graded” division to attract highly-experienced and
knowledgeable detectives. 51 The grade structure should be based on the severity of
the allegations, the complexity of the investigations, and the long-term negative
consequences for society. SVD officials and retirees described a “graded” structure of
“20/40/40” as one that would sufficiently entice experienced detectives to apply to
fill vacancies. In a “20/40/40” grading structure, SVD would be required to staff its
detective ranks according to the following grade distribution: 20% detective First
Grade, 40% detective Second Grade, and 40% detective Third Grade. In practice,
this distribution ensures that those who join SVD have a guaranteed chance to
make grade, which in turn increases SVD’s attractiveness to prospective applicants.
NYPD has successfully employed this grading structure for other “elite” units, such
as homicide.
However, grade and promotional opportunities at SVD have remained
unchanged since 2003. As a result, such opportunities for grade promotion within
Memorandum titled “Special Victims Division Delivery of Victim Services Issues” at 2 (Feb. 18,
2014), available infra, Appendix N.
49 Memorandum titled “Deputy Commissioner of Operations and SVD Focus Group” at 1 (Sept. 24,
2015), available infra, Appendix O.
50 See Working Group Report, supra note 1, at 17.
51 “Grade” refers to a hierarchy within the detective rank: detectives are either 3rd, 2nd, or 1st Grade,
with 1st being the highest. Establishing a large number of mandatory 2nd and 1st Grade positions
would create greater opportunities for promotion and make SVD a desirable assignment for
detectives. Working Group Report, supra note 1, at 17.
48
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SVD remain limited when compared to other “elite” NYPD units. This means NYPD
has failed to act upon both the Working Group recommendation and the concerns of
SVD commanders about the declining investigative experience of the Division.
Figure 1 demonstrates the disparity between the grades of SVD investigators and
the grades of homicide detectives.

Figure 1: Comparison of Grade Distribution in SVD to Homicide Units

This situation not only contradicts the recommendations of the Working Group, but
according to SVD retirees, also discourages experienced detectives from applying for
transfer to SVD.
3. SVD is Unable to Recruit or Retain Sufficiently
Experienced Investigators
Over the past eight years, SVD has experienced an exodus of highly-trained
and experienced detectives. SVD’s lack of an available pool of experienced detectives
to hire from, coupled with NYPD’s failure to implement the 2010 Working Group
recommendation regarding grading and promotion, have exacerbated this problem.
As a result, NYPD replacements for adult sex crimes units in SVD have been far
less experienced, with many having never previously served in an investigations
division. The tables below illustrate this experience drain:
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Table 2: Detective vs. Patrol Officer Distribution
Among SVS Hires (2010 - 2017)
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Table 3: Average Investigator Experience in Adult Sex
Crimes Units in all Five Boroughs (in Years)
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An officer’s investigative experience prior to being assigned to SVD is also a
key metric by which to evaluate the current experience level at any given adult sex
crimes unit. By the end of 2016, a large portion of the investigators assigned to
adult sex crimes units had little to no prior investigative experience, with
approximately one third of all new adult sex crimes recruits coming directly from
patrol units. Most other transfers come from warrants, narcotics, or transit.
According to SVD officials and retirees, the vast majority of these recruits do not
have the investigative experience to prepare them for sex crimes investigations. In
fact, these current and former SVD officials stated that it takes approximately five
years for a new SVD recruit to become fully competent at sex crime investigations—
more than the average experience level of adult sex crimes investigators since 2010.
DOI confirmed these findings and concerns during interviews with service
providers, victim advocates, and prosecutors. These interviewees described
situations as common where new or inexperienced detectives made inappropriate
comments or remarks during interviews. Sex crimes prosecutors expressed great
concern over the relative inexperience of most adult sex crimes investigators.
Likewise, one service provider recounted how a client was re-traumatized by
19
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aggressive questioning, such as “Why did you go with him?” and “Why did you wear
that?” These interactions were not described as an expression of animus towards
victims, but as the result of inexperience. Investigators were not sufficiently trained
in trauma-informed care or the unique aspects of sex crimes investigations. 52
Prosecutors also relayed numerous anecdotes about prosecutions that were
hindered—or frustrated entirely—by simple evidentiary, interview, or
documentation mistakes that an experienced detective would not make. For
instance, one prosecutor described a rape prosecution that was irreparably damaged
by the failure of a new SVD recruit to properly document a victim interview.
Aptitude in these areas requires extensive exposure to pertinent cases, formal
training from NYPD, and support of senior colleagues, all of which can require
several years to fully attain. The prosecutors whom DOI interviewed spoke highly
of the personal dedication and work ethic of SVD officials, detectives and
investigators, adding that SVD leadership was doing its utmost in the face of
unrealistic demands.
4. Analyzing Caseloads Using the Prummel Model
Demonstrates that Adult Sex Crime Units are
Significantly Understaffed and the 2010 Working Group’s
Staffing Recommendation, Even If Followed, Would Have
Been Insufficient
While NYPD did not implement the 2010 Working Group proposal concerning
staffing, the scope and breadth of the staffing issues raised by SVD officials,
retirees, prosecutors, victim advocates, service providers, and internal NYPD
memoranda show that even a full implementation of the Working Group’s
recommendation would have been insufficient. In an effort to quantify the actual
staffing deficit, DOI used the appropriate investigative staffing model for
complicated cases like sex crimes investigations.
While models have existed for patrol officer staffing levels for decades, the
concept of a quantitative staffing model for investigative squads is relatively new.
The most advanced evidence-based staffing analysis model is the formula developed
by Sheriff William Prummel of the Charlotte County Sheriff’s Office in Florida (the
Prummel Model or Prummel Staffing Model). 53 Police departments and public
interest organizations worldwide, as well as the Cleveland Police Department as
For example, trauma-informed care, such as the Forensic Experiential Trauma Interview (FETI)
method, instructs investigators to avoid accusatory “why” questioning, and instead teaches them to
ask “Tell me how the night began” or “Tell me what happened next.”
53 First articulated in a 2014 article published by the Florida Department of Law Enforcement,
entitled “Allocation of Personnel: Investigations,” Sherriff Prummel based his work on a staffing
model based originally developed in 1988 by Chief William Liquori of the Altamonte Springs Police
Department, in Altamonte Springs, Florida. This staffing model was still in use by the Altamonte
Springs Police Department at the time of Prummel’s study, and had been taught at the Florida
Department of Law Enforcement academy. PRUMMEL, supra note 19.
52
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part of its staffing report required by federal consent decree, have used the
Prummel Model. 54 In a DOI interview, NYPD officials told DOI investigators that
SVD used a similar model in a recent internal analysis, referring to the Prummel
Model as “highly credible.”
In short, the Prummel model is a function of caseload and the true
investigative hours available. By looking at the volume of cases, the recommended
minimum average investigative time required to complete such cases, and the
number of hours in a shift, the Prummel Model can provide SVD with a realistic
number of how many investigators it needs. Specifically, the Prummel Model relies
on the average required time to investigate certain categories of cases and the
portion of a work shift available to be spent on investigative casework. 55 These two
factors are then combined with the shift schedule, leave usage, and administrative
(non-investigative) duties that govern employee availability. 56 For this Report, DOI
investigators used the Prummel Model to evaluate SVD staffing levels, with a minor
variation to account for NYPD’s operational practices. 57

ALBUQUERQUE POLICE DEP’T, supra note 16, at 35-36, 48; POLICE EXEC. RESEARCH FORUM, supra
note 16, at 37-44; CLEVELAND DIVISION OF POLICE, supra note 16, Pages 45-54, 56-61; CLEVELAND
POLICE MONITORING TEAM, supra note 19, at 61 (describing the staffing proposal as an “incredibly
useful guide” that cannot be implemented at this time because of the Consent Decree’s potential,
unknown effects on staffing requirements); END VIOLENCE AGAINST WOMEN INTERNATIONAL, supra
note 19.
55 See infra, Appendix D for a copy of the Prummel Model worksheets.
56 Sheriff Prummel notes that the accuracy of the formula relies on decisions made by police
department leadership concerning the allocation of non-investigative duties and the accuracy of
estimates of the average length of time a case should be worked on prior to closure. In other words,
as with any mathematical analysis, the result is only as reliable as the data relied upon, and are
subject to potential manipulation. Subsequent peer review by the Florida Department of Law
Enforcement, other police agencies, federal consent decree monitors, national law enforcement
professional organizations, and non-governmental organizations provides support for the underlying
calculations. DOI investigators conducted a full, independent verification of the data relied on for the
purposes of this Report, to confirm accuracy. Specifically, the allocation of time and employee
availability factors were corroborated by interviews, policy reviews, and a full review of all existing
time-keeping records for SVD personnel for 2016. See section IV.A.4.iv, infra. Additionally, there is
near-universal agreement among current and former SVD personnel, prosecutors, service providers,
and victim advocates that SVD is understaffed at the necessary levels.
57 Conditions unique to NYPD reduce the amount of investigative time available to investigators, as
compared to the Prummel Model’s original assumptions. These include, but are not limited to, the
policy that detectives travel in the field at all times as partners, the vast geographic areas covered by
the SVS in each borough (and the travel time this implies), in-service training, the requirement that
SVD detectives make personal visits to victims at hospitals, extensive consultation time with sex
crimes prosecutors, and travel time to victims who allege an assault in New York City but live
elsewhere. Additionally, the non-linear nature of sex crime investigations results in more downtime
relative to other kinds investigative units.
54
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i. Step One: Identifying the Recommended Average
Hours for a Sexual Assault Investigation
For sexual assault investigations, the nationally-accepted average of
minimum-investigative hours per case is 15.6 hours. 58 This number has been used
by other police departments, established public interest organizations such as End
Violence Against Women International, and in a staffing analysis submitted in a
federal consent decree jurisdiction. 59 Understanding that the time to investigate sex
crimes cases can vary significantly, 15.6 hours available per case, on average, is
seen as a sufficient bare minimum to ensure that each new case can be properly
investigated by a detective. 60
ii. Step Two: Calculating the Historical Average of
Investigative Hours Available in Adult Sex Crime
Units in SVD, as Compared to the Recommended
Average
According to internal NYPD estimates, an SVD investigator has
approximately 612 investigative hours available each year, not including
overtime. 61 This number is multiplied by the number of available investigators, and
the result divided into the total caseload to determine how many investigative
hours were available, on average, per case. Any number lower than 15.6 indicates
understaffing.
As illustrated below in Table 4, some adult sex crimes squads have had less
than half the recommended bare minimum of average investigative hours available,
calling into serious question those squads’ ability to properly investigate all open
Prummel, supra note 19.
ALBUQUERQUE POLICE DEP’T, supra note 16, at 35-36; POLICE EXEC. RESEARCH FORUM, supra note
16, at 37-44; CLEVELAND DIVISION OF POLICE, supra note 16, at 45-54, 56-61; CLEVELAND POLICE
MONITORING TEAM, supra note 19, at 61 (describing the staffing proposal as an “incredibly useful
guide” that cannot be implemented at this time because of the Consent Decree’s potential, unknown
effects on staffing requirements); END VIOLENCE AGAINST WOMEN INTERNATIONAL, supra note 19.
60 SVD officials use a much higher figure than the bare minimum of 15.6 investigative hours per
case: 75 hours per case. This was described as the ideal goal to exhaustively investigate every single
case, although currently unrealistic at SVD, given staffing levels. Further, the purpose of the staffing
analysis conducted by DOI in this Report was to determine if NYPD could achieve even the bare
minimum—not an ideal goal. Nonetheless, NYPD should consider a more thorough examination of
the true case-processing time required for a thorough investigation of each sex crimes case, once the
immediate crisis is addressed.
61 This number is taken from internal NYPD estimates that account for leave usage, training,
administrative tasks, travel time, etc. Neither the Prummel Model nor staffing proposals based on
the Prummel Model and other similar models include overtime in their projections. Overtime is a
stop-gap measure that provides the flexibility to meet day to day operational challenges such as
spikes in caseload, high profile cases, or unexpected employee turnover. Including overtime in
staffing projections merely assumes a longer mandatory tour of duty, while removing all operational
flexibility.
58
59
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sex crimes complaints. The figures in Table 4 represent the average available time
investigators in these adult sex crime units had to allocate to each case. While
investigators may have spent more time working on particular cases, any increase
in hours spent on one case means that less hours are available for other cases. 62
Table 4: Historical Average Investigative Hours Available Per Case
Borough
Bronx
Brooklyn
Manhattan
Queens
Staten
Island

2009

2010

2011

2012

2013

2014

2015

2016

2017

7.09

7.26

7.26

6.06

6.53

6.23

8.86

7.73

8.83

13.09

14.75

10.26

8.73

8.15

7.71

6.9

6.51

7.73

16.94

12.96

8.81

9.34

9.17

7.17

6.81

7.78

6.22

14.28

14.75

11.9

7.73

6.79

8.77

8.64

8.67

7.58

18.15

13.53

14.09

14.64

14.31

12.62

14.06

15.13

12.3

iii. Step Three: Calculating the Staffing Deficit
The Prummel Staffing Model next calculates the number of personnel needed
to meet the 15.6 average, based on shift schedules, leave usage, administrative
tasks, investigative time available, and caseload. Thus, the model can determine
how many additional detectives are needed so that NYPD can devote the
appropriate amount time to properly investigate these critical cases.
DOI’s application of the Prummel Staffing Model demonstrates that from
2009 through 2017, the adult sex crime units were consistently understaffed,
sometimes by almost 30 detectives. Figure 2 below illustrates the significant and
ongoing understaffing in each adult sex crime unit. The figures for Brooklyn,
Queens, and Manhattan reveal significant short staffing in recent years, while the
Bronx has been consistently understaffed. Staten Island has historically fared
better, but the recent trend is also towards understaffing. These adult sex crime
units must significantly increase their staffing level to meet the average of 15.6
investigative hours available per case. As Figure 2 below demonstrates, the staffing
deficiencies have only gotten worse over time. 63

These figures only take into account new cases assigned that calendar year. Work done on cases
from a previous calendar year would reduce these averages even further.
63 A detailed staffing analysis for each of the years 2009 through 2017 is available in Appendix E.
62
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Figure 2: Understaffing Numbers for Adult Sex Crimes Units Based on
Prummel Model 64

To provide a more granular illustration, Table 5 below breaks out the figures
that support the 2016 section in Figure 2. Using the Prummel Model, and assuming
that 15.6 hours on average is available for each case, the five adult sex crime units
were understaffed by between four (Staten Island) and 23 (Brooklyn) investigators
in 2016.

The discrepancy in the Bronx SVS before and after 2015 is the result of reorganization. The Bronx
SVS handled both child and adult sex crimes until 2015, when those respective duties were split into
two separate units, Bronx SVS and Bronx CAS.
64
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Table 5: Staffing Analysis for 2016

Cases
Average Hours Per
Case
Hours Spent on Cases
Allocation of time
factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily
Workload in Hours
Work Hours per Shift
Work Units Needed
per Day
Employee Availability
Factor
Employees Required 65
Employees Available
Staffing Deficit

Bronx

Manhattan

Queens

Brooklyn

1109
15.6

1575
15.6

1130
15.6

1505
15.6

Staten
Island
445
15.6

17300.4
2.5

15397.2
2.5

17628
2.5

23478
2.5

6942
2.5

43251

61425

44070

58695

17355

365
118.50

365
168.288

365
120.74

365
160.81

365
47.55

8.5
13.94

8.5
19.80

8.5
14.20

8.5
18.92

8.5
5.59

2.027

2.027

2.027

2.027

2.027

29
14
-15

41
20
-21

29
16
-13

39
16
-23

12
8
-4

iv. Step Four: Verifying the Staffing Deficit Estimates
Using Actual Time-Keeping Records
The Prummel Model calculations illustrated in Tables 4, 5, and Figure 2 are
estimates based on NYPD’s internal data. They do not include overtime, as the
Prummel Model does not consider overtime as part of an officer’s regular
availability.
DOI conducted a manual review of timekeeping records of every investigator
who worked in an adult sex crimes unit in SVD in 2016. 66 This allowed DOI
investigators to verify prior estimates, check the integrity of the Prummel Model,
and determine the exact staffing availability for 2016 when overtime is included.
This review does not rely on estimates, but instead performs the Prummel Model
calculations using the actual hours worked, the utilization of approved overtime,
and leave used by investigators in the five adult sex crime units in SVD. The
results, and the variation from the staffing estimate, are available below in Table 6.

Fractional employees are rounded to the next highest whole number.
At the time DOI conducted this manual audit, 2017 data were not available. End-of-year 2017
information was not provided to DOI investigators until February 9, 2018. There was insufficient
time to replicate this extensive timekeeping analysis for 2017 prior to the publication of this Report.
65
66
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Table 6: Staffing Analysis for 2016, based on Timekeeping Data

Manhattan
Bronx
Brooklyn
Queens
Staten
Island

Work
Units
Required

Employee
Availability
Factor

Required
Staffing 67

19.80
13.94
18.92
14.20
5.59

1.56
1.47
1.58
1.59
1.74

31
21
30
23
10

Actual # of
Employees
Available
on Annual
Basis 68
14
12
17
12
5

Estimated
Staffing
Deficit
(from
Table 5)
-21
-15
-23
-13
-4

Actual
Staffing
Deficit

Difference
(from
Table 5)

-17
-9
-13
-11
-5

+4
+6
+10
+2
-1

As Table 6 shows, overtime usage alone was insufficient to close the staffing
deficit. The recalculated staffing deficits are largely in line, though somewhat
reduced, as compared to the staffing deficits from Table 5, further validating the
Prummel Model. 69 The larger variance in Brooklyn from the Table 6 calculations,
and the minor variations seen in most other adult sex crime units, is due to two
specific factors: overtime and gaps caused by employee turnover.
Overtime naturally means that there are more investigative hours available.
This has the mathematical effect of increasing the apparent number of available
employees. For instance, if one employee is equivalent to five shifts of eight-and-ahalf hours per week, one employee who accumulates eight-and-a-half hours of
overtime per week is providing more work than a single employee is expected to
provide. In mathematical terms, such an employee is the functional equivalent of
1.2 employees. Hence the reduction in the employee availability factor from Table 5
to Table 6.
For every adult sex crime unit (SVS) except for Brooklyn SVS, these
additional investigative hours provided by overtime usage were largely balanced out
by hours lost due to gaps caused by employee turnover. 70 For instance, while NYPD
documents claimed that there were an average of 20 investigators assigned to the
Manhattan SVS in 2016, timekeeping records show that many of these investigators
only worked a few months—or even a few weeks—in the Manhattan SVS. It took
time for those personnel to be replaced, if they were replaced at all. Therefore, in
terms of 52 weeks of shifts (the equivalent of one full time investigator working
year-round) there were functionally only 14 investigators assigned to the
Partial employees were rounded up to the next whole number.
Partial employees were rounded up to the next whole number.
69 This illustrates why overtime usage cannot be assumed, and is not included in legitimate staffing
models, as discussed supra, note 61.
70 This underscores why the Prummel Model and other staffing models do not use overtime in their
calculations. Overtime is necessary to account for gaps caused by employee turnover. When it is
assumed to be part of an employee’s regular schedule, there is no reserve left to cover gaps.
67
68
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Manhattan SVS—not 20. This was the case, to various extents, in every adult sex
crime unit except for Brooklyn SVS. 71
5. The Negative Consequences of Staffing, Recruitment, and
Retention Failures
Adult sex crime understaffing has had a significant impact on public safety
and NYPD’s ability to appropriately respond to all victims of sexual assault. The
understaffing and under resourcing identified through this investigation have
significant negative impacts on the effectiveness of investigations, victims’ sense of
procedural justice, and the morale of adult sex crime investigators. While victim
advocates, service providers, and prosecutors had near universal praise of current
SVD leadership for its expertise, professionalism, and focus on victim-centered
investigations, there was also near-consensus among these stakeholders that the
issues described in this Report—understaffing, triaging of cases, and underprepared
investigators—are interrelated and aggravated by each other. The results of the
Prummel Model analysis, combined with the experience and recruitment issues
discussed above, demonstrate the growth of the problem over time.
i. Impacts on Victims and Public Safety
DOI’s interviews with prosecutors, retired SVD staff, service providers, and
victim advocates all confirmed that understaffing and inexperienced personnel in
SVD have degraded the quality of prosecutions and victim services in New York
City. The sheer volume of the caseload, combined with inadequate staffing, leads to
specific instances where victims must wait hours at hospitals after suffering a
sexual assault before they meet with an SVD detective. One service provider
described how a client spent the entire night at a hospital waiting for an SVD
detective to arrive. When no detective showed up, the victim, thoroughly
discouraged, decided against reporting the crime to the police and went home.
When SVD investigators are unavailable due to understaffing, patrol officers
or local precinct detectives—as opposed to SVD— sometimes respond to hospitals.
In these instances, the outcomes were described as almost universally negative.
These NYPD personnel are typically untrained for the unique nature of sex crime
investigations.
Understaffing and inexperience also have a negative impact on procedural
justice and public safety. Several service providers noted that whether a case
ultimately resulted in a criminal conviction often proved to be less of a concern to
71The

Brooklyn SVS had a high overtime usage rate combined with low leave utilization and few
gaps caused by employee turnover. As a result, Brooklyn actually had, in mathematical terms, more
employees available than NYPD documents claimed. Even so, Brooklyn still had 13 fewer
investigators than required, further demonstrating that overtime cannot compensate for staffing
deficits of such a large scale.
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sex crimes survivors than the personal feelings that NYPD staff were willing to
listen, believed the victim, and tried to help—in other words, procedural justice.
Service providers and victim advocates described numerous instances in which
inexperienced detectives or police officers responded insensitively, dismissively, or
incredulously during some victim interviews and infrequently updated victims on
the status of their case. SVD retirees, prosecutors, victim advocates, and service
providers universally attributed these lapses to understaffing and/or inexperience.
Further, service providers, victim advocates, and sex crimes prosecutors identified
these kinds of failures as the primary reason victims disengage from the
investigative process. Given that victim participation is critical to a successful sex
crimes investigation, victim disengagement precipitated by a mistake made by an
inexperienced investigator has a direct impact on public safety. Without a
successful investigation, sexual predators remain unidentified and at large.
Current and former SVD staff agree with the service providers and victim
advocates that successful criminal convictions are not the only measure of success,
and a lack of procedural justice directly impacts public safety. For example, while a
conviction is not possible in every case, a thorough investigation can assist in
obtaining a future conviction. This is especially true when other victims come
forward, new evidence develops, or a pattern among unsolved cases is identified. If
a victim disengages from the process before the investigation ends, this potentially
crucial groundwork is never conducted.
ii. De-prioritization of Certain Kinds of Sex Crime
Investigations
Internal documents and interviews reveal that one result of understaffing is
potentially improper triaging of cases. SVD retirees confirmed to DOI that NYPD
leadership pressures SVD to make all resources available for stranger rapes and
cases with high media profiles, diminishing other sexual assault investigations.
Many advocates and prosecutors also confirmed to DOI that NYPD prioritizes sex
crimes in this way. This prioritization has a deleterious effect on other
investigations, especially in light of existing understaffing and under resourcing.
As a result of chronic understaffing, SVD does not have the resources to
change a longstanding, but problematic, Detective Bureau policy that
“acquaintance” and “domestic” rape cases be enhanced by local precincts—not
SVD—if a summary arrest is made by patrol personnel. 72 This is despite
acquaintance and domestic rapes making up almost 90% of the reported rapes each
year in New York City. At the December 4, 2017 press conference discussed above,
the police commissioner stated that “[y]ou know, each rape that is reported is fully
investigated by the seasoned professionals in Special Victims” (emphasis added). 73
72
73

This investigative and enhancement rubric is available infra, Appendix F.
Commissioner O’Neill, Press Conference to Discuss Crime Statistics, supra note 40.
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This is contradicted by NYPD’s own policy regarding the enhancement of
acquaintance and domestic rapes.
This perceived public safety risk posed by different kinds of rapists or sexual
predators is based on a flawed assumption that stranger rapists are more
dangerous to the public than acquaintance rapists. In reality, both are similar in
their behavioral profiles and pose similar safety threats to the public at large. 74
Public comments made by an NYPD official suggested that acquaintance rape is not
a concern among the rank-and-file at NYPD. In January 2017 a then-NYPD captain
publicly stated that acquaintance rape is “not a trend that we’re too worried
about.” 75 In contrast, an SVD retiree stated to DOI that “rape is rape,” and the
almost indescribable trauma, humiliation, personal violation, and lasting damage
suffered by rape victims are not lessened because they personally knew their rapist.
B. Structural Deficiencies That Negatively Impact Investigations
and Discourage Victim Reporting and Participation
While significant, staffing and experience levels are only some of the
challenges currently facing SVD. DOI investigators also found troubling logistical
and organizational issues within SVD that have existed for years, including
deteriorating physical facilities, inadequate training for personnel, inappropriate
oversight mechanisms for SVD, and sub-par computer systems. Structural
deficiencies of this breadth and scope are another part NYPD’s pattern of neglect
and under resourcing of SVD. While other detective squads throughout the
Detective Bureau may very well face some of the same challenges, the deep trauma
inflicted on sexual assault victims, upon whom the investigation and the ability to
interdict sexual predators depends, requires a higher standard.
1. Inadequate Physical Facilities at SVD Locations
In New York City, Children’s Advocacy Centers are built, resourced, and
maintained in a manner in keeping with the sensitive nature of the crime, the
trauma inflicted on victims, and the seriousness of the criminality involved.
Furthermore, as many child abuse investigations are victim-centric, much like sex
crimes, the Children’s Advocacy Centers are designed to encourage reporting and
continued participation by victims and their families. Adult victims of sex crimes
face many of the same issues, and the same standard for physical facilities should
apply.
In October 2017, DOI investigators conducted unannounced site visits to the
five adult sex crime units that handle adult sex crime investigations in all five
boroughs of New York City. DOI observed firsthand the staffing levels at the time
See, e.g., DAVID LISAK, UNDERSTANDING THE PREDATORY NATURE OF SEXUAL VIOLENCE, UNIV. OF
MASS. BOSTON, available at http://www.middlebury.edu/media/view/240951/original
75 Woods, supra note 5.
74
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of its visits, and whether the physical layout and conditions were appropriate for a
unit dedicated to assisting victims of sexual assault. 76
In all five commands, SVD personnel expressed an urgent need for more
staff, resources, and appropriate space for victims—an observation echoed by
advocates, service providers, and prosecutors.
DOI investigators made the following specific observations:
 Several squads had inadequate space to conduct victim interviews, resulting in
interviews often taking place in the squad “bullpen” area, in view of holding cells
and within earshot of other detectives.
 Office space was cramped, often with multiple, sometimes contradictory,
functions.
 In Brooklyn, the cramped detective sergeant’s office also doubled as the
observation room for line ups.
 Also in Brooklyn, the suspect interview room was not soundproof. Further,
the video control equipment for the interview room was located in an
alcove open to the rest of the “bullpen” area and doubled as cot-space for
detectives working overtime.
 Staffing levels were inadequate. At the Manhattan, Queens, and Bronx locations
DOI investigators found only one or two members of the squad present.
 Victims and suspects must often be brought in through the same entrance in
plain view of each other.
 None of the inspected locations had appropriate waiting rooms for victims.
Instead, victims often had to sit in a hallway while waiting to meet with a
detective.
 In Manhattan, victims had to sit in plastic chairs in a cinderblock
hallway—in plain view of the police officers from PSA 5 (the NYPD public
housing unit in northern Manhattan).

These locations were inspected previously, in response to complaints of unsafe conditions.
However, the current site visits, and the findings, were focused specifically on the suitability of the
physical plants for sexual assault investigations, not simply the structural safety of the buildings.
76
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 The buildings were unsanitary and in a poor state of repair. DOI investigators
observed broken air conditioning and windows, as well as unhygienic water
fountains, and non-functioning and dirty restrooms.
 In Manhattan, the men’s bathroom urinal was broken and filled with
stagnant urine. An empty water bottle functioned as a makeshift
container for hand sanitizer.
 In Brooklyn, the roof leaked. SVD staff at the location also resorted to
repainting the squad room themselves to make it appear more
professional. Previously, the walls had been peeling and crumbling.
Service providers and victim advocates described these poor conditions as
contributing factors in victims’ reluctance to report sex crimes and in
disengagement by victims once the investigation has begun. Such conditions also
likely contribute to low morale among SVD personnel.
2. Insufficient Training
The personal and intimate nature of the trauma inflicted on sex crimes
victims can leave lasting damage that appears in sometimes counterintuitive ways
to those who do not have experience interacting with victims of sexual assault. For
example, victims may have a flat affect during police interviews or even a joking
manner with off-color humor. To the untrained eye, this may be seen as a sign that
the victim is not suffering from trauma, or even that the victim is fabricating what
happened.
Given the importance of victim cooperation during an investigation, training
of dedicated sex crimes detectives is essential. For instance, sex crimes prosecutors
told DOI that a recorded controlled call by the victim to the alleged perpetrator is
critical evidence in obtaining a conviction in acquaintance rape cases (as the
material fact at issue is often consent, not whether or not a sex act occurred).
However, controlled calls are far less likely to be successful without seasoned
investigators who have the experience and time to prepare victims for the call itself.
While NYPD provides SVD investigators specialized training to develop such
skills, the current training is insufficient. 77 New personnel get only the standard
NYPD has made a substantial investment in providing FETI training to SVD personnel. During
interviews with the service providers, victim advocates, prosecutors, and experts from other
jurisdictions, the FETI method was often cited as an effective method for training sex-crime
investigators in trauma-informed care. NYPD currently offers FETI training to SVD personnel on a
rolling basis. Throughout the training, attendees learn techniques to aid victims in recalling the
facts of the assault thereby reducing the potential for inaccurate information; this can greatly
enhance the investigative process. Further techniques include tactics to minimize complaint
withdrawals and increase victim cooperation and participation in both investigations and
prosecutions. During DOI interviews, it was stressed that FETI training is not a panacea. Rather,
77
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two-week Criminal Investigator Course (CIC) and five days of specialized sex
crimes-specific investigative training prior to starting work at SVD. According to
SVD officials, most new SVD recruits do not receive the standard two-week CIC
training or the five-day sex crime-specific training prior to beginning case work. The
sex crimes-specific training is only offered twice a year, presenting a practical
constraint on the ability of new recruits to take the course before they begin work at
SVD. While CIC is offered more regularly, class space is limited, so new recruits are
often unable to take the course before the end of their first year with SVD.
The SVD retirees, prosecutors, and service providers interviewed by DOI
described the training as insufficient. SVD leadership, in internal NYPD
documents authored in 2014, described the specialized training, which was twice as
long at that time, as follows:
The current training that exist[s] for Special Victims Detectives is a 10
day, 40 [hour] talking head orientation class of a disparate set of
different special victim topics. It does not build the inherent skill set
needed to manage the complexity of Special Victim cases.
***
To be a NYPD Mounted Officer, a member of the Emergency Service
Unit, or a NYPD Motorcycle Officer one must pass a rigorous 6 to 8
week school. Passing requires demonstrating the required skill sets
necessary to perform the work. To place this [in] contrast Special
Victims investigators sit through a 10 day non-rigorous class with no
demonstration or proof of knowledge or skill acquisition. 78
Clearly, NYPD needs to devote more time and resources to the formal
training of SVD investigators and must create the conditions for informal training
to flourish. In addition, since patrol officers may be the first to respond to sexual
assaults in some exigent situations, NYPD should require enhanced training for
patrol officers. Improper training can result in a victim disengaging from the
investigative process, as well as errors that may jeopardize prosecutions, as
discussed in Sections IV.A.3 and IV.A.5 of this Report.
On March 23, 2017, NYPD informed DOI that all NYPD members of service
receive training on how to interact with sexual assault victims. This training, which
NYPD described as “significant,” consists of:

FETI is just one component of the comprehensive training required to properly train SVD
investigators.
78 Internal NYPD memorandum entitled: “SPECIAL VICTIMS DIVISION – VICTIMS SERVICES
RECOMEMENDATIONS” (Sept. 29, 2014), available infra, Appendix P.
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 A twelve-and-a-half minute video that was used from 2011-2012 for in-service
training.
 A two-and-a-half minute video from the Police Commissioner released in 2017.
 Two modules as part of two chapters of NYPD’s “Police Student Guide for
Recruits.”
o In the 2015 version of this publication, these two modules consisted of
three pages on interacting with sex crime victims and one page
instructing recruits that sex crime complaints are to be sent to SVD. The
entire 2015 Police Student Guide for Recruits is 1,236 pages long, divided
into 40 chapters.
 A module taught by SVD as part of the “Sergeant’s Leadership” promotion
course.
3. Issues with SVD Electronic Case Management System
Like the rest of the Detective Bureau, SVD relies on the Electronic Case
Management System (ECMS) to document investigative steps and organize
electronic evidence and communications. The ECMS system, however, has
limitations. These constraints hinder productivity and put sensitive victim
information at risk of public disclosure.
ECMS is unable to produce meaningful squad performance or data analytics
on the millions of reports generated by NYPD detectives. For SVD supervisors to
determine how long an individual detective or squad is taking to close their cases
would require a manual review of each case and the tabulation of figures, an
impractical time investment. Consequently, SVD supervisors rely on paper binders
that include each detective’s total caseload, active cases, case updates, and specific
investigative steps taken. In a police department as large, complex, and well-funded
as NYPD, commanders should not have to rely on paper binders to manage
investigations.
The millions of reports created in ECMS are not easily searchable, making
data analysis quite difficult. As an example of the limitations of the ECMS system,
consider a directive SVD received to conduct an analysis of sexual assaults
committed in “Vehicles for Hire” in 2014 and 2015. 79 To complete this analysis, SVD
required approximately 25 detectives and supervisors working over a five-week
period to review over 14,000 complaint reports. This analysis consumed 2,100 work

Internal NYPD memorandum entitled: “COMPREHENSIVE ANALYSIS OF VEHICLE FOR
HIRE SEXUAL ASSAULTS” (Feb. 15, 2016), available infra, Appendix Q.
79
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hours. 80 According to an NYPD memorandum, this study was only one of four such
analyses conducted by SVD that year, each requiring a similar expenditure of
labor. 81 These 8,400 hours could have been spent investigating individual sexual
assault cases, but instead were needed to conduct these labor-intensive analyses,
prolonged by the lack of data analysis capabilities. 82
Finally, current and former SVD commanders expressed concern to DOI over
the security and access protocols of ECMS. Specifically, these SVD officials said that
the security measures that limit access to the system can be breached, pointing out
that too many NYPD employees outside of SVD and the chain of command can
access interviews, photos, medical records, and other sensitive information collected
during rape and sexual assault investigations. Numerous victims have told SVD
investigators that they no longer wish to cooperate because of deeply humiliating
leaks to the news media of personal information contained in NYPD case files.
Furthermore, according to current and former SVD personnel, some victims have
even refused to report or cooperate with SVD at all, citing the prior leaks of other
victims’ personal case information.
C. SVD’s Oversight Mechanism Should be Reviewed
NYPD’s primary organizational management and accountability tool,
CompStat, uses comparative statistics to identify crime trends and query
commanders about enforcement tactics. Through CompStat, NYPD works to reduce
crime by tracking and mapping specific crimes in a geographic area, identifying
patterns, and using this data and evidence to guide the deployment of police
resources. NYPD holds weekly CompStat meetings during which precincts or other
Department subdivisions are presented with current and historical crime data and
held to account for what steps they are taking to combat crime. Direct orders are
subsequently issued to the presenting commands regarding deployment, crime
interdiction, and investigations.
The use of CompStat for managing sex crimes cases should be reviewed. As
discussed earlier, sex crimes are distinct from other crimes—most sex crimes go
unreported and many that are reported to police are reported months or years after
the incident. As a result, to the extent that CompStat oversight relies on “timely
and accurate information or intelligence” of crimes, there is often less reliable data
for sex crimes. Given this level of underreporting, discussions of sexual assaults
being “up” or “down” are dubious when the true rate of sexual assault is not
necessarily correlated to a change in the reported rates. Moreover, while CompStat
largely focuses on driving down crime, NYPD has publicly encouraged all victims of
rape and sexual assault to contact the police, thereby driving up the number of
reported rapes and sexual assaults. Simply put, when only 5% to 20% of sex crimes
Id. at 2-3.
Id.
82 This illustrates the unreasonable nature of the OMAP request discussed supra Section IV.A.1.
80
81
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are currently reported to police, many of which are reported long after the fact,
there is insufficient “timely and accurate information or intelligence” available for
CompStat purposes.
Furthermore, the unique nature of sex crime investigations—including the
lengthy nature of investigations that rely on victim participation, the complex
issues of human sexual behavior, and the involvement and direction of prosecutors
pre- and post-arrest—do not align with the traditional CompStat approach. The
second and fourth pillars of CompStat, “rapid deployment of resources” and
“relentless follow-up,” contradict the non-linear nature of sex crime investigations
and the victim-centered model used by SVD and encouraged by prosecutors and
victim advocates. According to current and former SVD officials, victim advocates,
service providers, and prosecutors, investigations that are intensely focused on
victims cannot be rushed to meet artificial timelines, and attempting to do so often
results in the disengagement of victims. SVD’s own “You Have Options” program
specifies that: victims have the right to provide “as much, or as little, information as
they choose with no time limitations or restrictions,” there should be “no pressure to
participate in a criminal investigation after making a report,” investigators must
“respect a victim’s right to request certain investigative steps not be conducted,”
and investigations should be “conducted at a pace set by the victim, not the law
enforcement officer.” All of these can be in conflict with a technical requirement of
“rapid deployment of resources” and “relentless follow-up.”
Unlike other criminal investigations, sex crime investigations are similar in
their complexity to homicide and major case investigations. Notably, these other
elite investigative commands (homicide detective units and Major Case Squad) are
not routinely subject to traditional CompStat oversight. Instead, they participate
only to the extent that they are occasionally called upon to provide pertinent details
during the presentations of other commands.
While the need for oversight of SVD is unquestioned, NYPD should
reexamine whether SVD should be included in CompStat and/or whether the
CompStat approach to SVD should be modified. There may be other ways, outside
of the traditional CompStat model, to evaluate SVD’s performance by focusing on
the quality and timeliness of work, caseload and staffing data, and the
thoroughness of case completion.
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RECOMMENDATIONS

1. NYPD should immediately increase the staffing level in SVD’s adult sex crime
units to meet the minimum investigative capacity required by an evidencebacked and nationally-accepted staffing analysis model. To appropriately
handle a caseload as seen in 2017, that model would require an additional 21
detectives in Manhattan SVS, 11 detectives in Bronx SVS, 16 detectives in
Queens SVS, 21 detectives in Brooklyn SVS, and four detectives to in Staten
Island SVS.
2. In order to prevent a recurrence of understaffing, NYPD should adopt an
evidence-based investigative staffing model that relies on actual investigative
hours available and projected caseload (not caseload alone) and continuously
monitor SVD caseloads and staffing levels to ensure the appropriate number of
staff are available for the assigned caseloads.
3. Since staffing deficiencies are not unique to adult sex crime units alone, NYPD
should use the staffing model adopted in Recommendation 2 to appropriately
staff the other SVD sub-units.
4. NYPD should immediately take steps to improve SVD’s ability to recruit and
retain experienced detectives by making SVD a “graded” division. Once
completed, NYPD should end the practice of transferring officers to SVD
without extensive investigative experience.
5. NYPD should increase in-house training opportunities for SVD staff in order to
better prepare them for the rigors and unique nature of SVD work. The depth
and rigor of this training should be equivalent to the training provided to other
specialized units in NYPD.
6. To the extent that it is inevitable that patrol officers may be the first to respond
to sexual assaults in exigent circumstances, NYPD should expand existing
training, both in-service and at the academy, to include trauma-informed care
and best practices regarding sexual assault.
7. NYPD should formally end the “triaging” process for sex crimes—instead, all
sex crimes should be investigated and enhanced by SVD detectives, including
patrol arrests for “domestic rape” and “acquaintance rape.” The implementation
of this recommendation will have staffing implications that are not accounted
for in Recommendation 1 above, and NYPD should, therefore, include
appropriate staffing increases in implementing this recommendation.
8. NYPD should find new physical locations and/or completely renovate all five
SVD adult sex crime unit locations. These new physical locations should be
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easily accessible from public transportation and built out in the model of the
Children’s Advocacy Centers now operational in New York City.
9. NYPD should invest in a new case management system for SVD that would
replace ECMS. The new system should have the highest security protocols and
limit access to the case detective and their immediate supervisors within SVD.
In addition, any new system should have advanced caseload, staff management,
and data analysis capabilities.
10. NYPD should take steps to safeguard the identifying information of sex crimes
victims, including conducting a review of the various reports, forms, and
memoranda generated during the course of a sex crimes investigation that
unnecessarily require the victim’s name, address, or other contact information.
11. NYPD should review the use of CompStat as the oversight mechanism for SVD.
12. NYPD should increase and publicize existing efforts to encourage victims of sex
crimes to come forward and report these crimes to law enforcement. At the
same time, NYPD should take new steps to advise policy makers and the public
that success in this area will result in an apparent rise in the “index crime
numbers” for sexual assault cases, even if the “true” rate of sex crimes remains
unchanged.
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Appendix E
Prummel Staffing Model, as Applied to Adult Sex Crime Units, for Years
2009 through 2017
Staffing Analysis for 2009

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 83
Employees Available
Staffing Deficit/Surplus

Bronx

Manhattan

Queens

Brooklyn

1209
15.6
18860.4
2.5
47151

492
15.6
7675.2
2.5
19188

557
15.6
8689.2
2.5
21723

795
15.6
12402
2.5
31005

Staten
Island
371
15.6
5787.6
2.5
14469

365
129.18

365
52.57

365
59.51

365
84.95

365
39.641

8.5
15.19774

8.5
6.18

8.5
7.001773

8.5
9.99

8.5
4.96

2.027

2.027

2.027

2.027

2.027

31
14
-17

13
17
+4

15
13
-2

21
17
-4

10
11
+1

Staffing Analysis for 2010

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 84
Employees Available
Staffing Deficit

83
84

Bronx

Manhattan

Queens

Brooklyn

1264
15.6
19718.4
2.5
49296

614
15.6
9578.4
2.5
23946

581
15.6
9063.6
2.5
22659

791
15.6
12339.6
2.5
30849

Staten
Island
407
15.6
6349.2.
2.5
15873

365
135.06

365
65.61

365
62.08

365
84.52

365
43.49

8.5
15.89

8.5
7.72

8.5
7.30

8.5
20.15

8.5
5.11

2.027

2.027

2.027

2.027

2.027

33
15
-18

16
13
-3

15
14
-1

21
15
-6

11
9
-2

Fractional employees are rounded to the next highest whole number.
Fractional employees are rounded to the next highest whole number.
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Appendix E
Prummel Staffing Model, as Applied to Adult Sex Crime Units, for Years
2009 through 2017
Staffing Analysis for 2011

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 85
Employees Available
Staffing Deficit

Bronx

Manhattan

Queens

Brooklyn

1434
15.6
22370
2.5
55926

834
15.6
13010
2.5
32526

772
15.6
12043
2.5
30108

1014
15.6
15818
2.5
39546

Staten
Island
391
15.6
6099.6
2.5
15249

365
153.22

365
89.11

365
82.49

365
108.35

365
41.78

8.5
18.03

8.5
10.48

8.5
9.70

8.5
12.75

8.5
4.92

2.027

2.027

2.027

2.027

2.027

37
17
-20

22
12
-10

20
15
-5

26
17
-9

10
9
-1

Staffing Analysis for 2012

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 86
Employees Available
Staffing Deficit

85
86

Bronx

Manhattan

Queens

Brooklyn

1818
15.6
28360.8
2.5
70902

1048
15.6
16348.8
2.5
40872

1109
15.6
17300.4
2.5
43251

1332
15.6
20779.2
2.5
51948

Staten
Island
418
15.6
6520.8
2.5
16302

365
193.72

365
111.98

365
118.50

365
142.32

365
44.66

8.5
22.79

8.5
13.10

8.5
13.94

8.5
16.74

8.5
5.25

2.027

2.027

2.027

2.027

2.027

47
18
-29

27
16
-11

29
14
-15

34
19
-15

11
10
-1

Fractional employees are rounded to the next highest whole number.
Fractional employees are rounded to the next highest whole number.
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Appendix E
Prummel Staffing Model, as Applied to Adult Sex Crime Units, for Years
2009 through 2017
Staffing Analysis for 2013

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 87
Employees Available
Staffing Deficit

Bronx

Manhattan

Queens

Brooklyn

1686
15.6
26301.6
2.5
65754

1001
15.6
15615.6
2.5
39039

1082
15.6
16879.2
2.5
42198

1351
15.6
21075.6
2.5
52689

Staten
Island
385
15.6
6006
2.5
15015

365
180.15

365
106.96

365
115.611

365
144.35

365
41.14

8.5
21.19

8.5
12.58

8.5
13.60

8.5
16.98

8.5
4.84

2.027

2.027

2.027

2.027

2.027

43
18
-25

26
15
-11

28
12
-16

35
18
-17

10
9
-1

Staffing Analysis for 2014

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 88
Employees Available
Staffing Deficit

Bronx

Manhattan

Queens

Brooklyn

1865
15.6
29094
2.5
72735

1110
15.6
17316
2.5
43290

1047
15.6
16333.2
2.5
40833

1349
15.6
21044.4
2.5
52611

Staten
Island
388
15.6
6052.8
2.5
15132

365
199.274

365
118.60

365
111.87

365
144.14

365
41.46

8.5
23.44

8.5
13.95

8.5
13.16

8.5
16.96

8.5
4.88

2.027

2.027

2.027

2.027

2.027

48
19
-29

29
13
-16

27
15
-12

35
17
-18

10
8
-2

Staffing Analysis for 2015
87
88

Fractional employees are rounded to the next highest whole number.
Fractional employees are rounded to the next highest whole number.
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Appendix E
Prummel Staffing Model, as Applied to Adult Sex Crime Units, for Years
2009 through 2017

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 89
Employees Available
Staffing Deficit

Bronx

Manhattan

Queens

Brooklyn

1036
15.6
16161.6
2.5
40404

1259
15.6
19640.4
2.5
49101

1133
15.6
17674.8
2.5
44187

1508
15.6
23524.8
2.5
58812

Staten
Island
435
15.6
6786
2.5
16965

365
110.70

365
134.52

365
121.06

365
161.13

365
46.48

8.5
13.02

8.5
15.83

8.5
14.24

8.5
18.96

8.5
5.47

2.027

2.027

2.027

2.027

2.027

27
15
-12

33
14
-19

29
16
-13

39
17
-22

12
10
-2

Staffing Analysis for 2016

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 90
Employees Available
Staffing Deficit

89
90

Bronx

Manhattan

Queens

Brooklyn

1109
15.6
17300.4
2.5
43251

1575
15.6
24570
2.5
61425

1130
15.6
17628
2.5
44070

1505
15.6
23478
2.5
58695

Staten
Island
445
15.6
6942
2.5
17355

365
118.50

365
168.29

365
120.74

365
160.81

365
47.55

8.5
13.94

8.5
19.80

8.5
14.20

8.5
18.92

8.5
5.59

2.027

2.027

2.027

2.027

2.027

29
14
-15

41
20
-21

29
16
-13

39
16
-23

12
8
-4

Fractional employees are rounded to the next highest whole number.
Fractional employees are rounded to the next highest whole number.
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Appendix E
Prummel Staffing Model, as Applied to Adult Sex Crime Units, for Years
2009 through 2017
Staffing Analysis for 2017

Cases
Average Hours Per Case
Hours Spent on Cases
Allocation of time factor
Minimum Work Hours
Required
Work Days Per Year
Average Daily Workload in
Hours
Work Hours per Shift
Work Units Needed per
Day
Employee Availability
Factor
Employees Required 91
Employees Available
Staffing Deficit

91

Bronx

Manhattan

Queens

Brooklyn

1025
15.6
15990
2.5
39975

1427
15.6
22261.2
2.5
55653

1175
15.6
18330
2.5
45825

1560
15.6
24336
2.5
60840

Staten
Island
474
15.6
7394.4
2.5
18486

365
109.52

365
152.47

365
125.55

365
166.68

365
50.65

8.5
12.88

8.5
17.94

8.5
14.77

8.5
19.61

8.5
5.95

2.027

2.027

2.027

2.027

2.027

27
16
-11

37
16
-21

30
14
-16

40
19
-21

13
9
-4

Fractional employees are rounded to the next highest whole number.
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