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How to Apply the Concept
of Knowledge Management
to Improve the Performance
of the Narcotics Squad of the
Taipei1 District Prosecutors
Office

Da-wei Chen

I. Introduction
I1. Background Introduction
[1I. Proposal of Specific Actions

IV. Conclusion
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I. Introduction

II. Background Introduction

With the evolution of history, the
21st century ushers in a new era of
knowledge economy. In other words,
the competitiveness of individuals,
enterprises, and institutions depends
on their amount of knowledge and
effectiveness of knowledge manage-
ment. Those with sufficient knowl-
edge and good knowledge manage-
ment ability can definitely develop
inimitable and irreplaceable compet-
itiveness. On the contrary, those who
fail to enhance and properly manage
their knowledge will inevitably be
weeded out. During my term as the
Director Prosecutor of the Narcotics
Squad, Taipei District Prosecutors
Office (from November 2001 to Sep-
tember 2007), | supervised the busi-
ness planning and implementation
of the Narcotics Squad. This paper is
designated to establish the culture of
the Narcotics Squad, and enhance its
work performance, as based on the
concept of knowledge management,
and under the guidance of Mao-lin
Shi, the Chief Prosecutor, and Hong-
da Chen, Deputy Chief Prosecutor.

Before the establishment of the Narcotics
Squad, Taipei District Prosecutors Office, an-
ti-drug information could not be effectively
integrated, resulting in missed opportunities
to solve a criminal case or lessen repetitive
works done by different groups. Moreover, as
prosecutors could not effectively exchange
their case experiences, the overall strength
of the Office was weakened. Mao-lin Shi, the
Chief Prosecutor of that time, proposed set-
ting up the Narcotics Squad to improve the
situation and conform to the criminal policies
of the Ministry of Justice to set up specific
groups targeting corresponding cases. The
establishment of the Narcotics Squad aims to
fully integrate information from various sourc-
es, and enhance case experience exchanges
among prosecutors. Moreover, it introduces
the concept of knowledge management, as
adopted by modern and successful enterpris-
es, to the investigation system of the Taipei
District Prosecutors Office, to effectively set
up a mechanism for monitoring drug traffick-
ing and dealing networks, and achieve the
goal of cracking down on drug trafficking and
trafficking. The characteristics of the mem-
bers of the Narcotics Squad lie in that: The

Director Prosecutor has years of anti-drug
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experience, cooperative
relationships with most po-
lice-related institutions, and
strong interest in and sense
of mission for anti-drug
criminal investigations.
Most of the prosecutors are
young and ambitious, yet
inexperienced. In terms of
such an organization, first,
it is imperative to effective-
ly enhance the strength of
the organization, and de-
velop a common vision and
appropriate values among
the members. Second, the
exchanges between the or-
ganization and other teams
shall be enhanced. Final-
ly, the Squad shall collect,
summarize, and judge rel-
evant information, propose
strategic guidelines and
tactics for specific cases,
and effectively implement

investigation plans.

II1. Proposal of Specific Actions

1. Develop a common vision and appropriate values

among members

The Taipei District Prosecutors Office is heavi-
ly staffed, has frequent contact with judicial and
police units, and is abundant in case information,
labor, and material resources. Therefore, it is the
Office's undeniable responsibility to monitor drug
trafficking and trafficking networks in northern
Taiwan. First, after a prosecutor is admitted, the
Office will make the prosecutor aware of the sig-
nificance of his/her role, stimulate his/her ambition
and sense of honor, and develop a common vision

for the Narcotics Squad.

Second, generally speaking, anti-drug tasks are te-
dious, dangerous, and lonely. Every anti-drug offi-
cer must face and analyze the influx of information,
which is tremendously time-consuming. Moreover,
with ever-changing science and technology, drug
traffickers with abundant financial resources adopt
hard-to-find channels to avoid investigation, and
contact each other with varying code words. Even
if they engage in brainstorming sessions, anti-drug
officers may not achieve their goals. When a case is
solved, and the detection process is more intrigu-
ing than a novel, anti-drug officers must remain si-

lent in the face of the media to protect information
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sources and investigation techniques,
in order to not affect future case inves-
tigations. Anti-drug officers risk their
lives to investigate crimes, and may
suffer from psychological stress caused
by the threats of drug dealers to them
or their family members. Thus, a com-
petent anti-drug officer is by no means
someone like a star or celebrity. Prose-
cutors are aware of this, and endure the
loneliness of being an unknown hero.
It is likely that a surveillance network
created for years may be exposed by
casual statements, meaning everything
must be started over again, and may
even lead to death. As a result, when
a prosecutor is admitted, he/she will
immediately receive training regarding
the above concepts, and form appro-

priate values to avoid future troubles.
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2. In terms of case experience sharing
and learning, as mentioned above,
most prosecutors in the Squad are
young and inexperienced; hence,
at the initial establishment of the
Squad, | served as their coach. | uti-
lized specific anti-drug cases over
the years as teaching materials to
offer intensive training, which cov-
ered basic investigation techniques,
potential difficulties, and solutions.
Additionally, | collected both the suc-
cessful and failed cases of other of-
fices to explain to my subordinates,
thus, we drew lessons from others’
failure to avoid similar mistakes. Each
time a case was closed, | would or-
ganize the entire Squad to review
the case, where we accurately iden-

tified the pros and cons and shared



each case among the team, in order
to fully learn each other's experience.
Furthermore, after each project was
completed, prosecutors collected
and compared relevant phone calls
with other cases to identify associa-
tions with other drug-manufacturing
groups and unsolved cases. In this
way, we expanded our investigation

network and found new projects.

3. Establishment and update of intelli-

gence information networks

In terms of each case reported by rel-
evant police and investigation author-
ities, | classified it first, and then, esca-
lated it to the Deputy Chief Prosecutor,
who then escalated it to the Chief
Prosecutor. The Chief Prosecutor de-
termined which prosecutor should take

charge of the case and facilitate the
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collection of information to a specific
prosecutor. After a case was accepted,
the prosecutor would request the ap-
plicant to offer the information of the
organization network of the drug traf-
ficking group, and describe the roles
and status of each subject suspected.
Moreover, the prosecutor asked the
undertaker to provide data on various
details, such as criminal records, back-
grounds, occupations, nicknames, so-
cial contacts, phone numbers, vehicles,
and lethal weapons. In this way, the
prosecutor could thoroughly under-
stand the case and register it. When
the undertaker applied for continuous
communication monitoring, the under-
taker was asked to describe the status
of the criminal group in detail, and up-
date various information to facilitate an

understanding of the case in a real-time
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and accurate manner. Each prosecutor
would regularly update the latest in-
formation of their cases. If | found that
there were overlapping cases among
my subordinates or with other depart-
ments or authorities, | could immedi-
ately investigate and communicate to
identify the best execution timing. If |
found that a prosecutor's investigation
direction deviated from the essence of
a case, | could give suggestions to help
the prosecutor grasp the key points.
To sum up, as information was fully
integrated, overlapping and repetitive
works were minimized, investigation
directions were reviewed and promptly
adjusted, and labor and material re-

sources were fully utilized.

4. Establishment and implementation

of standard execution mode

When a prosecutor believed that his/
her investigation was almost complet-

ed, he/she would report to me. At the
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initial establishment of the Narcotics
Squad, | gathered prosecutors and
persons-in-charge of projects to have
project meetings. First, a police inves-
tigation unit would explain the specific
reasons why it believed that the timing
was mature, and then, my subordinate
prosecutors and | would judge the
information. In case of any mistakes
made by a police investigation unit, the
prosecutor in charge of the relevant
project would explain and command
the police investigation unit to further
verify their facts, and thus, avoid any
rash actions. If evidences were clear,
and timing was mature, | could ask the
undertaker of the police investigation
unit to propose an action plan, which
would be reviewed by my subordinate
prosecutors and | to determine if the
subject was a key figure, such as an
importer or wholesaler, if the subject
was just a underling, if the execution

results would have major value, or if



the domino effect after the execution
would facilitate follow-up detection. Af-
ter creating the strategic guideline, we
would determine or revise the subjects,
and consider the legalities and security
of the action plan, as we must ensure
legality and maximum security. After
the strategic guideline and action plan
were determined, | would immediately
report to the Deputy Chief Prosecutor
and the Chief Prosecutor, and listen to
their instruction. With the approval of
the Chief Prosecutor, deployment and
execution would soon be carried out.
When the case was closed, | would
prepare a press release and issue it to-
gether with the Deputy Chief Prosecu-

tor.

After the prosecutors in the Squad
accumulated case experience, project
meetings were presided over by pros-
ecutors in turn, and | served as their

adviser, thus, prosecutors only needed
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to report their action plans to me in ad-
vance. When there were no mistakes,
the plan was feasible, and an internal
consensus was concluded, the prosecu-
tor would independently command and
instruct. In this way, prosecutors en-
hanced their confidence and practical
skills, in order that they could become

mature to take action independently.

5. Enhanced cooperation with other

district prosecutor offices.

The Taipei District Prosecutors Office
has subtle interactions with the Taipei
District Court. A few judges adhere to
the concept of narrow jurisdiction, and
occasionally, rejected major anti-drug
cases seized by the Taipei District
Prosecutors Office with the excuse
of no jurisdiction. The Taipei District
Prosecutors Office had to ask other
district prosecutors offices to accept
such cases, and continue the follow-up

investigation and prosecution. There-
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fore, cooperation between the Office
and other district prosecutor offices is
extremely important. In order to make
other district prosecutors offices will-
ing to cooperate with the Office and
provide assistance, in terms of the cas-
es that might be transferred to another
prosecutor office, | would report the
situation to the Deputy Chief Prosecu-
tor, who would then ask the Chief Pros-
ecutor to notify the other prosecutor’s
office in advance, and assign one proj-
ect prosecutor to cooperate with the
Office. Due to such advance notice, the
prosecutors of other prosecutor offices
had the opportunity to fully communi-
cate with the Office on the case. If both
parties were investigating the same
drug trafficking group, we could have
common planning. If the other party
did not investigate the same drug traf-
ficking group, as the other party partic-
ipated in the case in advance, it could
share the joy and honor of closing the

case and provide follow-up assistance.
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In this way, the case would not be reject-
ed due to no jurisdiction. When | trans-
ferred from this post, | had pleasantly and
smoothly cooperated with the district
prosecutor offices of Yilan, Keelung, Taic-
hung, Nantou, Kaohsiung, Kinmen, Taoy-
uan, Yunlin, Taitung, Pingtung, Chiayi, and
Bangiao. While we have built a good im-
age of close cooperation among district
prosecutor offices, some false reports of
prosecutors taking credit for someone
else's achievements has had adverse ef-

fect on our good image.

Moreover, during cooperation between
the Office and other district prosecutor
offices, in terms of specific drug traffick-
ing networks, we have gradually estab-
lished cross-checking channels, which are
greatly conducive to the integration of
anti-drug information, and overlapping
investigations gradually decreased. As we
have more rigorous understanding of the
overall drug trafficking situation in Tai-

wan, we can make better achievements.



IV. Conclusion

From the establishment of the Narcotics Squad, Taipei District Pros-
ecutors Office to my transfer from the Squad, nearly six years has
passed. As the two Chief Prosecutors have successfully applied strat-
egies, the members of the Squad follow the aforementioned methods
and work hand in hand. Moreover, Chief Prosecutors and Deputy Chief
Prosecutors provide support and patient guidance for individual cas-
es, thus, the Squad has made remarkable achievements. In summary,
the Squad seized 29 drug-manufacturing factories, 8.2 tons of various
drugs and drug-manufacturing raw materials, 23 guns, and 4571 bul-
lets for guns with 9 mm parabellum. We had rewarding results, and
extensively cracked down on criminals from Yilan, Taitung, Kaohsiung,
Kinmen, and even mainland China, as well as the U.S., Canada, and Ja-
pan. As prosecutors can obtain a wealth of experience within a short
time, their investigation styles become increasingly mature and effec-
tive, and they can better control the progress of cases. Therefore, the
prosecutors have acquired the respect and praise from various police
investigation agencies. (For instance, Wen-liang Tai, Yi-cheng Tseng,
and Cheng Feng won the title of Annual Excellent Anti-Drug Officer.
Cheng Feng and Chi-meng Hsieh received the Youth Medal. Hsin-
chien Wang won the World Love of Life Award of the Chou, Ta kuan
Foundation.) Thus, prosecutors are named to investigate more cases,
works continues to flourish, and the Office seems to have become a

national anti-drug intelligence and action center.
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