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The Voice of Texas Chiefs at the Capitol
 TPCA Tracked Over 1,000 Bills in 89th Session



Accreditation
• 187 Standards for Best Practices. 
• Easy to administer
• Low cost
• 231 Accredited agencies 
• Gold Standard for Texas Law 

Enforcement!

• New Campus Based Policing  
Chapter



VINCIBLE

• FREE roll call training

• TCOLE credit available

• Lifesaving 
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TPCA Foundation
Fallen Officer Fund

$10,000 paid immediately to the family of a peace officer (as defined by 2A or 2.12 CCP) who dies in the line of duty in Texas. Including Federal 
law enforcement officers (those with arrest powers) killed in the line of duty in Texas. 

$90,000 to families of Fallen Officers in 2025.
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$10,000 paid immediately to the family of a peace 
officer (as defined by 2A or 2.12 CCP) who dies in 
the line of duty in Texas. Including Federal law 
enforcement officers (those with arrest powers) 
killed in the line of duty in Texas. 



16



17



18



Join Now



20

Leadership – the process of influencing human behavior to 
achieve organizational goals that serve the public while 
developing individuals, teams/units, and the organization for 
future service

                                              LEADERSHIP MATTERS
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Professionalism - conforming to the ethical and technical 
standards of a profession.  It is characterized by conducting 
oneself with responsibility, integrity, accountability, and 
excellence while communicating effectively and 
appropriately and always finding a way to be productive.

                                                  LEADERSHIP MATTERS
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LEADERSHIP MATTERS
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My investigation career 
started when I was in the 3rd 
grade.



24



25



26





28



29

INTRODUCTIONS

Name, Rank, and Department 
Current Assignment:
Total Number Sworn in 
Department:
Number of full-time Detectives:
State the reason for attending this 
Training? 



GOAL OF COURSE  

 By the end of this course, the participant will have a basic    
understanding of managing a criminal investigation unit.  



LEARNING OBJECTIVES
• 1. Define and understand the goals of criminal investigations. 
• 2. Explain the dynamics of organizing the department for the best investigation of criminal offenses 

and the techniques for increasing effectiveness.
• 3. Compare the advantages and disadvantages of patrol officer investigation versus detective 

investigations.
• 4. Examine the basics of managing the criminal investigation process to gain maximum effectiveness 

of the personnel assigned.
• 5.) Recommend ideas for improving the criminal investigation function within your agency.
• 6.) Show how to manage major investigations and develop investigative protocols prior to the 

occurrence of major cases.
• 7.) Utilize and understand the need and how to perform needed audits and inspections to ensure the 

Criminal Investigation process is working as it should.



AGENDA

Schedule of Topics:
• 1. History of Investigations (major studies)
• 2. Goals of Criminal Investigation
• 3. Organizational Issues within Department (Patrol vs CID)
• 4. Reactive Investigations
• 5. Case Management
• 6. Personnel Issues
• 8. Staffing Decisions
• 9. Specialized Investigations
• 10. Major Case Management
• 11. Child Abduction Protocols
• 12. The future of investigations



THEME OF THE COURSE 
• Not all crimes can be solved!

• More personnel may not always be possible.

• Adding personnel and doing things the same old way may make you just as inefficient with more 
people.

• Changing investigative processes can have a “greater” effect than just adding personnel.

• The job itself is changing; we must become more technologically competent and leverage 
emerging technologies.

• New science and new research are requiring change. We need to adapt and prepare for the future. 



AND SO, IT BEGINS…….. 



NEW CID SUPERVISOR 

•So, how did you get here??? Promotion, assignment? 

•Is it more difficult to supervise Detectives? Why?

•Is it more difficult to supervise Detectives if you have 
never been a detective? WHY?

•What are some of your experiences?





CID SUPERVISOR TRAINING 
• If you have never been a Detective, I respectfully suggest…..

• Go to training yourself! 

• Build credibility by assisting and asking questions

• Familiarize yourself with investigations – maybe do some!

• Understand not all cases are worked in the same way

• Understand the velocity of an investigation

• Pay attention to the workload of each Detective

• Be smart enough to know that you “Don’t Always Know,” but that is okay because you are 
willing to learn.





WHY DO THE POLICE EXIST? 

• To Prevent and Control Crime

• Preventing it from occurring in the first place by our presence and 
our actions.

• To effectively intervene to prevent or reduce the impact of crimes 
and traffic deaths and injuries.

• When we fail to prevent, to identify and prosecute offenders

• To provide other needed services such as order maintenance, traffic 
enforcement and emergency services.





PROVEN POLICING STRATEGIES 

•So, what works in Policing?  What actually reduces crime?

•Data-Driven Policing (Hot Spot Policing) DDACTS

•Focused Deterrence (Focusing on repeat offenders) Small 
number of offenders committing most of the crimes.

•Problem-Oriented Policing (Focusing on Community 
Problems) Perception issues like graffiti, homelessness, etc. 

•Community Policing (Improving Community Trust) Partnering 
with community members to be the “eyes and ears” and part 
of the solution. 

•What is CID’s role in these strategies?





DATA DRIVEN POLICING 

• 2020: A landmark study evaluating a seven-year implementation of HSP 
in Manhattan, Kansas, using the "Koper Curve" model (short, 

unpredictable 10–30-minute police visits), found that the strategy 
yielded a 14% city-wide drop in total crime and disorder calls, including 

a 41% drop in violent crime. This was achieved by adjusting regular 
patrol patterns without requiring massive overtime expenditures.



DATA DRIVEN POLICING  

• 2022: Dallas, Texas, study analyzing a multi-year grid-rotation hot spot 
strategy (where target grids were reassessed every 90 to 120 days) 
demonstrated a 14% reduction in city-wide violent crime over a two-
year period. Crime displacement concerns. What are you seeing?









CID ROLE IN THESE STRATEGIES  

• How does CID contribute to the overall mission?

• By successfully prosecuting identified offenders we reduce crimes by
• Incapacitation
• Deterrence

• By identifying repeat offenders and intervening to reduce their actions

• By assisting victims to get back to normal
• Sometimes through prosecution, sometimes not
• Crime Victim Assistance - Counseling
• Crime Victims Compensation – Financial
• Returning stolen property

• Reducing the Fear of Crime – Publicizing Successful Arrests 

• Investigating Places! Identifying patterns! 



PLACES 
• Known drug houses
• Known gambling houses
• Sexually Oriented businesses (SOB)
• Known prostitution locations (truck stops, street corners, etc.)
• Smoke shops
•  Pawn shops
• Night clubs
• Frequent theft locations (shoplifting, construction sites, etc.)
• High concentration of vehicles (apartment complexes, dealerships, etc.)
• Check cashing places
• Convenience stores  
• Advertised parties 
• Others?



RETURN TO OUR ROOTS



THE FOUNDATION



“INITIAL REPORT to PROSECUTION” 

•Patrol does Preliminary

•CID does Follow-up

•No one says this is the only way…

•Some departments, Patrol does it all…

•90% of Texas police agencies have 10 officers or less.



INITIAL REPORT  

• Preliminary Investigation Goals 
(Patrol)
• Respond to the scene
•  Assist (medical or emotional)
• Determine if a crime occurred; 

arrest the offender if necessary
• Call for assistance (Crime Scene, 

etc.)
• Secure the scene – arrange for the 

collection of evidence
• Interview the victim, witnesses, 

and canvass the area
• Write a comprehensive report



THE INVESTIGATION 

• Follow-up Investigation Goals (CID)
• Review reports - Make 

Investigative Plan (Jurisdiction?)
• Interview victim and witnesses 

(again)
• Conduct record searches, locate 

and review physical evidence
• Prepare reports and supplements
• Identify and interrogate suspect
• Arrest and process suspects
• Prepare case reports
• Appear and testify in Court
• Anything missing?



YOUR EXPECTATIONS 

• What do you expect your Detectives to do on each Investigation?  

• (Have you identified and told them?) (Do you have a policy that states this?)

• Contact complainant (Prior contacts with police, social media)

• Contact witnesses (Prior contacts with police, social media)

• Record searches, reviewing physical evidence, analysis conducted (video)

• Identify suspect (Prior contacts with police, social media)

• Interview/Interrogate suspect   (Investigate alibi, multiple clearances)

• Best possible case preparation (Medical records, written statements)

• Coordinate with prosecutor, absolute honesty in all testimony and efforts



PUBLIC’S EXPECTATIONS
•Public Perception differs from Facts

•The community demands immediate results based on their 
perception from television and movies. 

•CSI and Special Victims Unit

•Never has more than one case.  

•Has all the time in the world.  

•Always gets their man.  

•CSI effect: unrealistic expectations of physical evidence and 
investigator ability.



WHERE’S THE DNA? 



CID’s MANTRA 

•“WE GOT THIS”
•The “cleanup crew”



HOW WE ACTUALLY DID in 2025  

•So, how successful are we???  

Offense   2025 Clearance Rates
Murder      68.8 %
Rape/Sex      28.4 %
Robbery      35.8 %
Assault      52.4 %
Burglary      17.4 %
Theft             18.6 %
Auto Theft            10.5 %





HISTORICAL RESEARCH



THE BEGINNING OF CHANGE
• 1967 President’s Commission on Law Enforcement and   

Criminal Justice
•Beginnings of Professionalism of Police
•Law Enforcement Assistance Administration
•CALEA and State Accreditation Programs
•NCIC System
•Uniform Crime Reporting
•911 Systems
•Police Executive Research Forum
•Police Foundation



ARREST FINDINGS
All Arrests:

1967 President’s Commission Report (LAPD)
Patrol made 90% of Arrests
 (25% of these arrests were based on warrants)
1/3 of all arrests within 30 min
½ of all arrests within 2 hours
2/3 of all arrests within 1 week
94% of all arrests within 1 month
Efforts over the next 11 months: only 4.5%



DETECTIVES & CLEARANCE RATES
1975  Rand Corporation Report

Purpose: to determine if training, staffing, or workload 
impacted clearance rates.

The main finding that received all the attention was that 
detectives are not the embodiment of Sherlock Holmes, but 
rather "glorified clerks for the district attorney."  



WORKLOAD FINDINGS
• Only 2.7 percent of cases assigned to Detectives were solved 

because of some special activity 
   conducted by a Detective

Most Detective Activity was superficial, routine,
   and non-productive.

Most already solved or solved by 
   routine records searches.



WORKLOAD FINDINGS
• Rand Report 

   45% of Time spent on Non-Case Work

Of the 55% spent on Case Work…
 40% spent on cases Never Solved
 12% spent on cases that were solved
 48% spent on case prep for in-custody cases



STAFFING & CLEARANCE RATES 
Rand Corporation Report

The real finding was that there 
was no clear relationship 
between investigative staffing 
or technique and clearance rates.



RAND STUDY FOLLOWUP 25 YEARS LATER
• 2001 Michigan State University "A National Survey of Police Policies and 

Practices Regarding the Criminal Investigation Process: Twenty-Five 
Years after Rand"

1. They surveyed 18,000 police agencies to obtain a nationally 
representative sample of municipal, county, and state agencies 
in the United States. 

2. The Big Takeaway: The 2001 MSU survey proved that while law 
enforcement successfully adopted technology and better 
workload management (case screening) over a quarter-century, 
the fundamental nature of criminal investigation still relied 
heavily on the quality of the very first interaction between the 
citizen and the responding patrol officer.



ROBBERY & BURGLARY FINDINGS
• PERFs Report on the Investigation of Robbery and Burglary 

(1983)

•73% of all cases were suspended after 1 day

•88% of all cases suspended after 1 week

•98% of all cases suspended after 1 month



ROBBERY & BURGLARY APPROACH 
• PERFs Report on the Investigation of Robbery and Burglary 

suggested that solvability factors usually did not work well.  
Suggested a three-level system instead:  

1. Crimes that cannot be solved with a reasonable 
amount of effort,
 2. Crimes that have already been solved by 
circumstances (such as a patrol arrest or identification 
of the suspect),
3. Crimes that, with a reasonable amount of effort, 
might be solved but won't be solved unless that effort 
is made.



THE IMPORTANCE OF THE INITIAL REPORT 
• PERFs Report on the Investigation of Robbery and Burglary

The best method of improving effectiveness is increasing 
patrol officers’ preliminary investigations.



CLEARANCE RATES STUDY
• 2018 Variability of Crime Clearance Rates among Police Agencies  (Lum and 

Wellford, et al.)Differences in High performing and Low Performing
Are Centralized
Have more structured oversight and formal interactions between investigative 
units and agency leadership; 
Are more likely to have investigative units that have good relationships with 
other units and that share information well with other units; 
Have investigative units that have specific goals and performance metrics for 
both the unit and for investigators within that unit; 
Tend to assign most, if not all, serious crimes to an investigator, at least for 
preliminary review. While this is expected for homicides, HP agency investigative 
units also tend to do this with robbery, sex offenses, burglary, and aggravated 
assault cases; 
Have investigators who more frequently respond to the initial crime scene 
shortly after crimes have been reported; 



HIGH PERFORMING AGENCIES
• 2018 Variability of Crime Clearance Rates among Police Agencies  (Lum and 

Wellford, et al.)Differences in High performing and Low Performing

Differences in High performing and Low Performing
Have investigators who either have (or are required to have) specialized 
experience before joining investigative units or are expected to be trained on 
specific skills once they join those units; 
Often have standard operating procedures for investigations, where cases are 
managed carefully and have requirements for completion; 
Tend to support their investigative units, both in terms of resources as well as 
symbolically (units are viewed as prestigious, and investigations are seen as a 
priority); and 
Have better relationships with their community, even if no specific community-
oriented campaign or initiative exists between investigative units and community 
groups. 



HIGHPERFORMING TAKEAWAYS
• Variability of Crime Clearance Rates among Police Agencies  

(Lum and Wellford, et al.)

Highly structured oversight and standardized method
Shares info with other investigative units
Patrol has a formal method of providing info to CID
Good relationship between Patrol and CID
Situational awareness notifications (List serv)(Contact lists) 
Department leadership meets weekly with CID
CID has formal weekly management meetings
CID notification documented on shift reports



Situational Awareness Bulletins
• Sharing info examples   



WEEKLY REPORTS
• 



Huntsville Police Department 

COMPSTAT WEEK
 April 23rd – April 29th   

Some items are LE sensitive; please disseminate accordingly.
Not for public release 



TOP TEN LIST
• 



DAILY ARREST REPORT
• 



HIGH-PERFORMANCE TAKEAWAYS
• Variability of Crime Clearance Rates among Police Agencies  (Lum and Wellford, et al.)

• Department Leadership conveys clearance rate goals to CID

• Specific performance measures for CID

• Department Leadership conveys as much priority to investigations as Patrol

• The CID unit is well-resourced

• “Metrics matter”



KNOW YOUR NUMBERS 



KNOW YOUR  COUNTY NUMBERS



GREGG COUNTY NUMBERS



Things to Do When I Get 
Home:

•Consider methods to 
increase communications 
between CID and Patrol.

•Consider attending patrol 
shift briefings periodically.   



THE NEED FOR CASE SCREENING
• 

2025 The Workload & Efficiency Study: “Why Clearance Rates Matter” 
(Reason Foundation) 

The study analyzed the direct relationship between detective 
workload, call deployment, and violent crime clearance rates. It found 
that between 70% and 90% of a patrol officer’s time is spent 
responding to non-criminal or low-level calls, severely limiting their 
ability to conduct high-quality preliminary investigations that the 
original RAND study proved are vital. 

SUPERVISORY TAKEAWAY: Supervisors must act as “workload 
lighteners,” actively filtering out low-solvability or minor property 
cases so detectives aren’t too overwhelmed to properly work violent 
crimes. 



CONCLUSIONS FROM STUDIES

Not a lot of “real” detective work being done…

Lots of paper and routine duties….

Crime has changed and continues to evolve  

Investigative skills have changed and continue to evolve 

Best chance of catching more bad guys…
1.  Improve preliminary investigations…
2.  More time for Detectives to work on cases where there is a chance for 
solution…
3.   Get detectives more technological resources
4.   Department management paying attention



MOVING FORWARD
What should our day-to-day operational goals be right now?

Be completely honest in all activities.
Be as responsive to victims of serious crimes as humanly possible, 
whether or not they wish to prosecute.
Provide as much victim support as possible.
For those cases where the victim wishes to prosecute, investigate, 
identify the suspect, and prepare the best case possible.
Attempt to identify repeat offenders in the community and 
intercept their criminal activity.
Reduce community fear of crime by publicizing successful arrests.
Clearance Rate??? Higher than state average for Violent Index??
The Case for Place – investigate and resolve place issues.



GOAL DRIVEN OBJECTIVES 
What do we need to attain these Goals?

Staff  - People
Organization - Structure of how services are 
provided
Facilities and Equipment
Training
Supervision

Case Management
Audits and Inspections

Support activities 



CID SUPERVISOR PITFALLS 
How can we as supervisors screw up?

We don’t pay attention… 

We don’t watch the numbers

We don’t set goals

We don’t help our people



Things to Do When I Get 
Home:

• Discuss clearance rates with command 
staff.  Develop systems to support CID 
with appropriate staffing and 
management oversight.

• “What gets measured gets managed” 



THE PRELIMINARY INVESTIGATION



Improving Preliminary Investigations

How Do We Solve Crimes???

1.  Observation – Police observe the crime or arrive before the 
suspect departs, or immediately after.

2.  Physical Evidence identifies the suspect.

3.  Information…information provided by victims and 
witnesses… (Public Trust)



Improving Preliminary Investigations

1.  Patrol must have time to conduct a more thorough 
investigation and more time to write better reports.

•Creating more time for Patrol
•Use of non-sworn in the field, 
•Telephone report taking, 
• Online reporting, 
•Changes in call priority.
•Training in better Preliminary Investigations 



Improving Preliminary Investigations

2.  Once they have the time, how do you “Improve” the quality of 
Preliminary Investigations?

•Additional Training, Temp Assignment in CID
•CID Training for 1st Line Supervisors
•Returned Reports – Feedback from Detectives
•Checklists and Instructions
•Preformatted report forms - Report Writing Instructions
•Access to technology resources
•Other Ideas??? 



PEER REVIEW OF REPORTS
•Supervisor review of initial reports



Preliminary Investigation Checklist



PREFORMATTED FORMS
 
 

  
 
 
CS# _____________  Date __________  Dispatch  ______ Arrival _______ Call Type __________________ 
 
Responded from ______________________ Offense Location _____________________________________ 
 

Offense Time Frame: Date ___________ Time______________ to Date ____________ Time__________ 

Complainant/Victim/Witness/Suspect/Involved  Gender:   M F      Race:  ME W   B H     NA   O 

Name ___________________________ DOB_________________ DL/ID________________________ 

SSN# __________________ HM# _______________ WK#_____________     Other ________________ 
Local  Address  ____________________________________________________________________________ 
Permanent Address  ________________________________________________________________________ 
Is residence a foster home?    Y/N 
E-mail address ____________________________________________________________________________ 
Occupation/Employer ______________________________________________________________________ 
Vehicle: Year________ Make_____________       Model______________      Color___________ 
LP# ________________ Expiration Date ______________ VIN# ______________________________ 
Suspect:  HT  _____   WT  _____  Hair color _________  Hair length ___________ Age/Range _________ 
S/M/T ________________________  Clothes ___________________________________________________ 
Active Military Service ?  Y/N  If Yes, Branch?  (Circle one)  Air Force/Army/Marines/Navy/Coast 
Guard/ Texas State Guard   Additional information on service____________________________________ 
 
 
Complainant/Victim/Witness/Suspect/Involved  Gender:   M F      Race:  ME W   B H     NA   O 
Name ___________________________ DOB_________________ DL/ID________________________ 
SSN# __________________ HM# _______________ WK#_____________     Other ________________ 
Local  Address  ____________________________________________________________________________ 
Permanent Address  ________________________________________________________________________ 
Is residence a foster home?  Y/N 
E-mail address ____________________________________________________________________________ 
Employer/Occupation ______________________________________________________________________ 
Vehicle: Year________ Make_____________       Model______________      Color___________ 
LP# ________________ Expiration Date  ______________ VIN# ______________________________ 
Suspect:  HT  _____   WT  _____  Hair color _________  Hair length ___________ Age/Range _________ 
S/M/T ________________________  Clothes ___________________________________________________ 
Active Military Service ?  Y/N  If Yes, Branch?  (Circle one)  Air Force/Army/Marines/Navy/Coast 
Guard/ Texas State Guard   Additional information on service____________________________________ 
 






FIELD NOTES





CS# _____________  Date __________  Dispatch  ______ Arrival _______ Call Type __________________



Responded from ______________________ Offense Location _____________________________________



Offense Time Frame: Date ___________ Time______________ to Date ____________ Time__________

Complainant/Victim/Witness/Suspect/Involved 	Gender:   M	F      Race:  ME	W   B	H     NA   O

Name ___________________________	DOB_________________	DL/ID________________________

SSN# __________________	HM# _______________	WK#_____________     Other ________________

Local  Address  ____________________________________________________________________________

Permanent Address  ________________________________________________________________________

Is residence a foster home?    Y/N

E-mail address ____________________________________________________________________________

Occupation/Employer ______________________________________________________________________

Vehicle:	Year________	Make_____________	      Model______________      Color___________
LP# ________________	Expiration Date ______________	VIN# ______________________________

Suspect:  HT  _____   WT  _____  Hair color _________  Hair length ___________ Age/Range _________ S/M/T ________________________  Clothes ___________________________________________________

Active Military Service ?  Y/N  If Yes, Branch?  (Circle one)  Air Force/Army/Marines/Navy/Coast Guard/ Texas State Guard   Additional information on service____________________________________





Complainant/Victim/Witness/Suspect/Involved 	Gender:   M	F      Race:  ME	W   B	H     NA   O

Name ___________________________	DOB_________________	DL/ID________________________

SSN# __________________	HM# _______________	WK#_____________     Other ________________

Local  Address  ____________________________________________________________________________

Permanent Address  ________________________________________________________________________

Is residence a foster home?  Y/N

E-mail address ____________________________________________________________________________

Employer/Occupation ______________________________________________________________________

Vehicle:	Year________	Make_____________	      Model______________      Color___________
LP# ________________	Expiration Date  ______________	VIN# ______________________________

Suspect:  HT  _____   WT  _____  Hair color _________  Hair length ___________ Age/Range _________ S/M/T ________________________  Clothes ___________________________________________________

Active Military Service ?  Y/N  If Yes, Branch?  (Circle one)  Air Force/Army/Marines/Navy/Coast Guard/ Texas State Guard   Additional information on service____________________________________



NOTES: ____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Y:\Police Department\FORMS\Field Notes





Tomball Police Department Example



PENAL CODE REFERENCE GUIDE



REPORT MANUAL TEMPLATES



CURRENT COPY OF PENAL CODE



RESOURCES





Things to Do When I Get 
Home:

•Consider methods to improve 
the Preliminary Investigations 
done by Patrol.   

•“ Prevent Garbage in, garbage 
out”



“Good day to be a Detective”



Managing Criminal Investigations

• We Addressed Preliminary Investigations….

•Now we need to improve the detectives’ ability to work on 
cases that can be solved…

•Organizational Issues
•Management Issues
•Technology
•CID Case Management (Case Screening and Tracking)



ORGANIZATIONAL  ISSUES 

•Designing systems to minimize the detective’s non-
productive work.

•Patrol or CID for Follow-up Investigations
• City-wide or geographically assigned
•Eliminate ancillary duties if possible

•Who does Crime Scene Investigation
•Who supervises Property and Evidence

•Department Command relationships
•Department Relationships and Communication



APPRENTICESHIP

•Organize operations to allow Patrol to investigate and 
close some crimes. 

•  We are building our future investigators.   

•What crimes must be investigated by CID?

•What can be investigated by Patrol?  

•They are working hours that your detectives are not and can 
run down leads after hours, weekends, and holidays.  



PATROL SUPPORT

•TPCA Study – 47% of responding agencies have Patrol 
officers do some follow-up investigations.

•How assigned?

•To what extent?

•Do they have time to conduct follow-up?

•This is also a method of reducing the CID caseload with the 
bonus of developing future detectives.  



FOCUS ON THE IMPORTANT 

•Designing systems to minimize the detective’s non-
productive work.

•Crimes that must be investigated by CID
•Major Crimes – All Persons crimes, all Burglaries, all hate 

crimes, fraud, crimes against children or elderly, crimes 
referred by patrol???? What is the property value threshold 
for thefts?

•Crimes investigated by Patrol
•All minor thefts, criminal mischiefs, auto thefts, FSGI’s???



EFFICIENT & EFFECTIVE 

•Within CID – How can you minimize detectives’ non-
productive work??

•1.  Don’t assign cases with no workable leads (Case 
Screening)

•2.  Use non-sworn for 
         no-lead cases callback, 
         and routine records 
         searches for detectives.



EFFICIENT & EFFECTIVE 

•3. Consider using approved abbreviations for required 
report supplements and preformatted paragraphs or 
templates.

•4.  Technology – consider tablets and laptops that are able 
to connect from anywhere. Report writing in the field. 



EFFICIENT & EFFECTIVE 

•5.  Leverage the latest technology (AI)

•6.  Improve working environment if needed.

•Any others?? (DA Intake)

•“Improve it, eliminate it or delegate it”



WORKING SMARTER

•The 80/20 rule

•80% of task completion will come from 20% of the work you do.  

•It is the imbalance between inputs and outputs, meaning 
that a small amount of effort generates most results.  



MAXIMIZING RESULTS



NON-SWORN INVESTIGATORS 

•Call back on no-lead offenses
•Database checks
•Social Media Checks
•Case Packet Preparations
•Copying Video evidence
•Crime Analysis 
•Other duties???
•Consider CPA volunteers, interns, retirees. 



Things to Do When I Get 
Home:

• Consider the use of Non-Sworn 
employees (Police Assistants) in 
Patrol conducting routine and time-
consuming tasks and possibly taking 
low-priority reports. This can 
increase patrol officer time 
available, allowing other functions, 
including conducting follow-up 
investigations



CRIME SCENE INVESTIGATIONS
• Who will do these?

•Patrol
•Patrol (Non-Sworn)
•Detectives
•Dedicated Personnel or Units
•Other Agencies (Major Crimes)

•Nearby Agency/combined team
•Sheriff
•DPS 





CRIME SCENE INVESTIGATIONS
• Smaller departments seldom have dedicated staff

• Patrol officers and Detectives collect and process

• Larger departments develop dedicated crime scene staff

• Managers and supervisors should never try to speed up crime scene investigations 
because once they are left, they can never be put back.

• Criticism for too much time, and criticism for being too rushed.

• Make every effort to treat bodies with dignity and respect!





SUPERVISOR RESPONSIBILTY

•Major cases may need expert staff or even outside agency 
assistance due to public trust.

•Smaller agencies seldom have access to expensive 
technology.

•Consider the need for inter-local agreement or Memorandum 
of Understanding with a larger agency with specialized staff, a 
county, or a state agency.



SUPERVISOR RESPONSIBILTY

•Ensure Detectives and Crime Scene staff are thoroughly 
schooled in the need for a warrant at a crime scene. When in 
doubt, ask the prosecutor. 

•Consider having pre-packaged warrant affidavits that only 
need quick editing. 

•Ensure Crime Scene personnel never expose evidence 
collected at a crime scene to the media or members of the 
public.



WARRANT TEMPLATES 



SUPERVISOR RESPONSIBILITY
Staff should 
always be 
reminded of 
the nature of 
civilian video 
recording and 
always 
maintain a 
professional 
demeanor.



LEVERAGING  TECHNOLOGY 

 Laser scanning  LEICA 360
 High Intensity UV Alternative Light Source 
 Drug Identification Scanners
 Local Area Ballistics databases (Ballistics IQ)
 AI-driven virtual autopsies

•http://www.crime-scene-investigator.net/

http://www.crime-scene-investigator.net/
http://www.crime-scene-investigator.net/
http://www.crime-scene-investigator.net/
http://www.crime-scene-investigator.net/
http://www.crime-scene-investigator.net/
http://www.crime-scene-investigator.net/


WHAT CAN YOU DO IN HOUSE?



GRANT OPPORTUNITIES



Things to Do When I Get 
Home:

• Think about department crime 
scene efforts.    Do we need:
• Additional training or 

equipment
• Additional staff (combining 

duties)
• MOU with other entity for major 

cases



PROPERTY & EVIDENCE



PROPERTY &EVIDENCE TECHNICIAN 
•Who Supervises Property and Evidence?
•Who is your Property and Evidence Technician?
•Major responsibility!
•Should not be a detective or patrol officer if possible 
•Should be as independent as possible



WORKING ENVIRONMENT 
•Physical location of Criminal Investigations and Patrol

•Pay attention to how units and individuals communicate and 
cooperate
•CID at Patrol Briefings
•Patrol officer temporary assignments in CID
•Electronic Bulletin Boards
•CID awards for outstanding Patrol Assistance
•VICTIMS ASSISTANCE and CHAPLAINS



CID CALENDAR



Organizational Chart sample 



Things to Do When I Get 
Home:

• Consider and discuss the 
overall organization of the 
department to better support 
the investigation of crimes and 
increase both citizen 
satisfaction and accountability.

• “Nothing changes if nothing 
changes” 



FACILITIES & EQUIPMENT 

• Office  and Equipment
• Individual Offices or Open Bay arrangement?

• Open Bay found to be best in major cities
• Many have moved to offices for privacy 

• Interrogation Room
• Video / Audio Recording
• Soft Interview

• Covert Phone line?
• Off site meeting location?



“THE BULLPEN”  





INDIVIDUAL OFFICES



“WAR ROOM”



INTERVIEW ROOM 



SOFT INTERVIEW ROOM 



CID BUDGET 
• Clothing allowance                                                                                Software
• Cleaning contract                                                                                    AFIS
• Overtime for callouts                                                                             Covert tracking
• Flash drives/media storage                                                                 Evidence.com
• Evidence shipping                                                                                   Polygraphs
• Equipment                                                                                                  Cellebrite license 
• Evidence filter replacement                                                                TLO, Leads Online, etc.
• Crime Scene processing supplies                                                    Lab tests
• Digital storage                                                                                            Sexual Assault kits 
• Crime lab supplies                                                                                   Decision packages    
•  Air cards                                                                                                       Pole cameras
• Evidence tows                                                                                            Unmarked vehicles 
• Notary renewals                                                                                        Crime analysis software
• After hours operations (meals, etc.)                                                 Anything else?   



EQUIPMENT 

Detective equipment
Body Cameras
Cell Phones/Cameras
Radios/flashlight/binoculars
Basic weapons, ammo, and handcuffs
Ballistic Vests
Raid Jackets/Tyvek suit
SABA kits
Portable recorders
Laptops/tablets
Crime scene kit/tape
Clothing allowance?
Dry cleaning allowance?
Online access (platforms)
Badge location...
What else?



Things to Do When I Get 
Home:

•Review department office 
and equipment needs. 
Ensure detectives have the 
equipment necessary for 
operation and safety.



CASE REPORTS
Detectives’ reports should detail investigative 
actions taken and summarize results, including all 
evidence collected and witness and victim 
statements.

Cases closed due to the absence of new workable 
leads may be reopened later if new evidence is 
discovered or if they become part of a serial crime. 

“This case is being closed at this time pending any 
new information”



DETECTIVE REPORT WRITING

Some agencies have developed pre-formatted report 
paragraphs for common situations to speed up 
report writing.

Some agencies have also implemented 
tablets/laptops integrated into their report 
databases, allowing detectives to complete their 
reports anywhere. 

Grammarly? 



Things to Do When I Get 
Home:

•Can we speed up report 
writing for detectives by 
creating approved pre-
formatted report paragraphs?  
Can we integrate tablets into 
our RMS system?



CASE FILES 
Small departments without RMS – Manila folder

RMS systems – all electronic – with additional 
documents scanned and filed.

All files should go to records upon closure.

Originals of statements, videos, receipts, etc., to 
Property and Evidence.

Expungement orders

 Redactions 



CASE FILE RETENTION 

Records Retention 
Usually established by the City or County.

RMS – No problems

Paper Files – may need a management system 
to purge files after the statute of limitations if 
space is needed.



Texas Record Retention Schedule 



OBTAINING WARRANTS : SEARCH & ARREST

Department policy should clearly spell out the process 
for obtaining and serving warrants.

See sample policies in MCI bonus handouts

Officers should be aware that affidavits are open 
records as soon as executed.  Care should be taken 
when putting holdback information in warrant 
affidavits.



SUPERVISOR ROLE  
CID Supervisors should approve all warrant 
applications and directly supervise any warrant service 
in cases where the suspect is possibly armed or where 
resistance is expected.



HARDING STREET INCIDENT  



SEARCH WARRANT CHECKLISTS  



Things to Do When I Get 
Home:

• Review department policy on 
arrest and search warrant 
processes.  Consider requiring 
supervisory approval for 
applications and supervisory 
oversight on hazardous 
executions.

• “Don’t have a Supreme Court 
case named after you”.



INFORMATION MANAGEMENT 

Most cases are very easy; the detective maintains 
all case information in the case file. All files get 
scanned and uploaded to RMS. One stop for 
locating case-related items. 

Major cases are more difficult  - may consider a 
single person designated as case “manager” if 
multiple detectives are working.



INFORMATION MANAGEMENT 



RECORDS CHECKS 

“Most cases not solved by an immediate patrol 
arrest are solved through routine record 
checks.” (Rand)

Internal Database checks
Master name Master Vehicle
Municipal Court    City Files
Fusion Center Leads online
Are you supplying your folks with the online 
resources to conduct basic inquiries? 
Examples? TLO, Search, Protect, NDEX, 
ERAD,LEEP, others? 





SOCIAL MEDIA CHECKS

Who does your social media checks?

Does your department routinely check suspects’ 
social media use?

Do you use covert accounts?

www.inteltechniques.com

http://www.inteltechniques.com/


ROCIC
Regional Organized Crime Information Center   (ROCIC)

ROCIC and the RISS program offer law enforcement agencies and officers a full range 
of services, from the beginning of an investigation to the ultimate prosecution and 
conviction of criminals.

ROCIC provides services and resources that directly impact law enforcement’s ability 
to successfully resolve criminal investigations and prosecute offenders, while 
promoting officer safety.



•Pretext or Third-Party Calls or Social Media queries

•The term Pretext or Third-Party Intercept is a legitimate 
technique that is used to gather incriminating evidence 
when a suspect is known. 

•You would need to discuss the use of such techniques first 
with your local district attorney to ensure proper safeguards 
are used. 

PRETEXT CALLS



Things to Do When I Get 
Home:

•Check with DA on use of Pre-
Text or Third-Party 
interception evidence.



•NIBIN   National Integrated Ballistics Information Database

•Supported by ATF
•Bullets and shell casings entered
•Information Shared
•Low hit rate…but future unknown

NIBIN



NIBIN CASE STUDY



BALLISTICS IQ

Automatically analyzes fired casings

Firearms examiner available

Creates a local database of cartridges



CELL PHONE FORENSIC EXTRACTIONS 

Cellebrite/Gray Key 



PRECISION IMAGE LASER SCANNERS

Leica 360 Laser Scanner



INVESTIGATION TECHNOLOGIES 

DRONES
Tablets
License Plate Recognition
FLIR
Gunshot detection
Facial Recognition/AI  
Vehicle and phone data mining 
(Berla)
Cadaver dogs   



•Wi-Fi forensics: trace wireless networks 
•Forensic Genealogy:  familial search results
•DNA Phenotyping from crime scene DNA
•K-9 Digital Evidence Search chemical compounds found in 

electronics

INVESTIGATION TECHNOLOGIES 



STAYING CURRENT
Keeping Up with New Technological Innovations

Hawk Analytics (license user): cell phone
Zetx (license dept): cell phone lookup
Groups.io/g/kloving: list serve
Geotime.com: digital intelligence 
www.search.org (training)
National Computer Forensics Institute 
National White Collar Crime Center
Officer.com, PoliceOne.com, Lawofficer.com

http://www.search.org/


STAYING CURRENT

Keeping Up with New Technological innovations 
– training….

www.search.org (training)
National Computer Forensics Institute (USSS)
www.nw3c.org National White Collar Crime Center
FLETC – Glynco, Ga  www.fletc.gov 
www.Inteltechniques.com  (Michael Bazzell)
www.LEVA.org
Officer.com, PoliceOne.com, Lawofficer.com

http://www.search.org/
http://www.nw3c.org/
http://www.fletc.gov/
http://www.inteltechniques.com/
http://www.leva.org/






• Working with Other Agencies

• Regional Detective Meetings

• Once a month or once a quarter

• Special meetings for any particular problems

• Robbery

• Serial Rapists

• Burglary and Vehicle Related Crimes (identify patterns)

COLLABORATION  



• Working with Other Agencies
• TDCJ Parole Division
• NAMUS
• CPS-LENS reports
• Adult Protective Services
• ICAC
• FBI (school threats) 
• FCIC
• Homeland Security liaison
• TX DPS Rangers
• TX DPS Missing Person Clearing House  
• Fusion Center
• TDCJ ID
• Task Forces
• Others?

COLLABORATION  



•Use of Media in Investigations
•Media are usually willing to assist
•Not usually willing to withhold information
•Need to cultivate media contacts (known them before a 

crisis)
•PIO/HB 33 Uvalde Strong Act (TDEM)

MEDIA RELATIONS 



PIO MANDATE



MEDIA RESOURCE



•Investigating your own

•On occasion, even the best will stumble.
•The policy decision on who conducts criminal 

investigations (IA) should be decided in advance by the 
Chief and the City. (Community trust)

•Inter-local agreements or MOUs need to be in place.
•Administrative Investigations are almost always done 

internally.
•New mandated TCOLE policy must be followed.

CID Management Issues: Internal Affairs 





• TCOLE Mandatory Misconduct Policy

TCOLE Mandate: Internal Affairs Investigations

.               Report to TCOLE an investigation into alleged criminal misconduct for which criminal charges are 
filed against the officer within 30 days after the investigation is completed. 

                On a template provided by TCOLE prepare and submit to TCOLE a summary report of the 
investigation in a timely manner, but not later than the 30th day after the date of the officer’s 
separation from the agency.

                  Include documentation of the completed investigation in the officer’s personnel file maintained by 
the department as described by the Texas Occupations Code 170.4535 or 1701.4522 as applicable. 

                  Notify TCOLE if the matter is under appeal. The department shall notify TCOLE of the 
disposition of an appeal within 30 days of receipt of the decision.

                  If an officer separates from the department during the pendency of an investigation of misconduct, 
the agency shall complete the investigation and submit a summary report to TCOLE regardless of the 
findings. 



INTERNAL AFFAIRS REQUIREMENT 
Texas Government Code

§ 614.023. COPY OF COMPLAINT TO BE GIVEN TO OFFICER OR 
EMPLOYEE. (a) A copy of a signed complaint against a law 
enforcement officer of this state ……..shall be given to the officer 
within a reasonable time after the complaint is filed. (b) Disciplinary 
action may not be taken against the officer unless a copy of the signed 
complaint is given to the officer. (c) In addition to the requirement of 
Subsection (b), the officer may not be indefinitely suspended or 
terminated from employment based on the subject matter of the 
complaint unless: (1) the complaint is investigated; and (2) there is 
evidence to prove the allegation of misconduct.



Things to Do When I Get 
Home:

• Determine policy on who will do 
criminal investigation into an officer-
involved incident.  Written agreements 
in place.

• Confirm agency has the new TCOLE-
mandated policy.

• Make sure designated PIO training is 
completed and registered with TDEM.

• Set up regional Detective Meetings



CID Management Issues- Background Investigations



BACKGROUND MANDATED POLICY



BACKGROUND INVESTIGATION POLICY



BACKGROUND INVESTIGATION POLICY



BACKGROUND INVESTIGATION POLICY



BACKGROUND RESOURCE



CASE MANAGEMENT

            The largest problem in 
Investigative Unit 

Management

Case Management is 
SUPERVISION!



AVOID BEING THE HEADLINES



AVOID BEING ON TELEVISION NEWS



YOUR ROLE IN MANAGING CASES

Why do we need to “Manage” cases?

Overloading investigators, inequitable caseloads 

Too many cases; some cases simply cannot be solved

Need to pay as much attention as possible to the 
cases that can be solved. Get the best “Bang for the 
Buck.”

Make sure detectives are actually working…



YOUR RESPONSIBILITY
Case Management is:

Controlling total incoming case assignments
 
Case Screening/ Decide what gets investigated. Patrol 
referral or non-sworn, automatic suspension.

Case Follow-up
Assigned Case Management (Desk Audit)
Detective Evaluation
Case auditing

Don’t let any cases fall through the cracks.



“THE CASES NEVER STOP” 



CID Supervisor Case Management Dashboard example



Your Role in the Case Management Decision Process

Design your system to minimize the detective’s non-
productive work. Consider the following”

Case Screening – assigning only cases with a likelihood of 
solution.

Solvability Factors – (doesn’t work well)
PERF Three Tier system  (better): solvability, severity, 
resources
Weighted vs Non-Weighted
Some are integrated in RMS



Case Management Study in Deciding When to Assign
Rochester, NY  - 500 solved cases

Found these significant factors:
Is there a witness to the crime
Is the suspect's name known
Knowledge of where the suspect could be located
A description of the suspect
Identification of a suspect
Property with identifiable characteristics
Existence of significant MO
Presence of significant physical evidence
Description of suspect vehicle, specific identifiers
Belief that crime could be solved through publicity or significant 
investigative effort
Opportunity for limited number to have committed the crime.



• Suspects Named........................................................................................................................10 
• Suspects Description (if not named)...........................................................................................05 
• Suspect can be Identified/Known to Victim.................................................................................15 
• Suspect can be located.............................................................................................................10 
• Independent Witness to Offense.................................................................................................05 
• Suspect Vehicle Identified..........................................................................................................03 
• Identifiable Latent Prints Recovered............................................................................................07 
• Distinctive Method of Operation (MO)..........................................................................................02 
• Traceable Property......................................................................................................................05
• Significant Public Interest...........................................................................................................04

• Cases ranking 15 or higher are assigned

Case Management Point Rating System Rule of 15
Point System Information



Other Case Management Factors

What other factors could be listed today?

Information from Social Media?
Surveillance video?
ALPR?
Camera map?
DNA?
Vehicle Forensics?
Cell phone/IP geolocates?
Anything else?

Update your solvability factors. 



Police Executive Research Forum Case Management Report

   PERF Report recommended three categories of cases:

Cases where the suspect is known or in custody.

Cases that could be solved with a reasonable amount of 
investigation.

Cases that will likely not be solved with a reasonable 
amount of investigation.



CID Supervisor’s Role After Case Assignment

The second part of Case Management is Case Tracking

Keeping track of all assigned cases (after case screening) to 
ensure all workable leads have been investigated. It includes 
reviewing supplement reports for completeness and closing 
cases that should not have additional resources 
expended.



Case Management Flowchart



CASE MANAGEMENT STRATEGIES  

Case screening is usually best handled by a single 
person or supervisor, but some arrangements must be 
made to complete this process at least daily. 

This process also requires a Case Status Log to record 
which cases are assigned to each investigator.  This log 
can be either electronic in an RMS system, as an Excel 
spreadsheet, or in paper form. 

In some manner, it should indicate to the detective how 
many open cases and of what type are assigned.



Case Assignment Log Sample

Sample Case Assignment Log for Small Agencies



YOUR ROLE IN CASE TRACKING

The case management process should not simply assign 
cases to a detective and let them disappear.

Detectives should have clear requirements to submit 
supplement reports to their supervisor within a certain 
time period.  RMS systems frequently have automated 
systems that remind both detectives and supervisors that 
reports are due.



CID Management Sample Guidelines



CID Management Sample Guidelines Cont.



Case Management Considerations

Detectives should not be allowed to keep cases indefinitely in 
hopes that someday they will be able to work on them. 
 
The number of open or active cases should be kept to a 
workable number, usually under two full months’ worth of 
assignments.

What is your agency’s policy on this? 



• If a supplement is submitted indicating the detective's desire to 
inactivate or suspend a case, the supervisor should review the 
original offense and any supplements and ensure there are no 
obvious leads needing investigation before suspending the case. 

•Detectives should not be allowed to make case status changes or 
file cases without supervisory review and approval.

•Time limits for supplemental reports and case closure should be 
established.

•This is supervision! You are ultimately responsible.  

CID Supervisor’s Role in Case Status Changes



•  The failure of Supervisors to review case closures and case 
filings can lead to:
•Cases "lost" in the system - whatever happened to.....?
•Detectives not paying proper attention to victims
•Detectives not working
•Detectives taking credit for clearances not warranted
•Detectives filing incomplete cases or inappropriate cases

YOUR ROLE IN CASE CLOSURES



CASE CLOSURE PITFALLS

One of the most embarrassing and sometimes fatal 
conditions for police chiefs is the inappropriate case 
clearance or closure data being reported.  

Also known as pencil-whipping crime, detectives and 
UCR reporting staff can often manipulate case 
clearances and closures. This is often done using 
multiple clearance actions when one suspect is arrested.  
This audit should be done at least annually.



CASE MANAGEMENT GUIDELINES

•Cases should be assigned based on the following definitions: 

•Active: Investigation is ongoing

•Cleared Arrest: 
•An arrest has been made, and the arrestee(s) have been 

charged with the commission of the offense in question 
and turned over to the court for prosecution.



CASE MANAGEMENT GUIDELINES
• EXCEPTIONALLY CLEARED:

•  If the following questions can ALL be answered “yes”:

• 1. Has the investigation definitely established the identity of the offender?
• 2. Is there enough information to support an arrest, charge, and turning over to the court for 

prosecution?
• 3. Is the location of the offender known so that the subject could be taken into custody?
• 4. Is there some reason outside of law enforcement control that precludes arresting, charging and 

prosecuting the offender? This would include the refusal of a victim to cooperate in the 
investigation, but the answers to questions 1-3 must be answered yes. 

• Another accepted Exceptional Clearance would involve the handling of a juvenile orally or by 
written notice to parents involving a minor offense and no referral is made to juvenile court as a 
matter of publicly accepted law enforcement policy. 



CASE MANAGEMENT GUIDELINES

• CLOSED BY ADMINISTRATION: 

•  The cases have been determined by the CID Supervisor to have no 
solvability factors. They are assigned to the investigator as Closed by 
Administration. The investigator will make a courtesy contact within 5 days 
from the date the initial report was taken. 

• CLOSED BY INVESTIGATION:
• When a case has been investigated to the point where nothing else can 

reasonably be done to bring the case to a close.  An investigation may be 
reactivated and assigned to an investigator’s active caseload if sufficient new 
leads are developed.



CASE MANAGEMENT GUIDELINES
• SUSPENDED DA: 

•  When an investigation has been completed and turned over to the District or County 
Attorney’s office for formal charges to be filed. Investigators should check with the DA’s 
office at least once every 30 days on the status of cases that have been Suspended – 
DA.

• SUSPENDED WARRANT:
• When a warrant has been issued for the suspect, but the suspect has not yet been 

arrested. Once a warrant has been obtained, it should be turned over to Dispatch to be 
logged and entered. After the warrant is eventually served, the status of the case 
should be changed to Cleared by Arrest. 

• SUSPENDED LABS:
• When evidence in the case has been sent to the crime laboratory for processing and 

analysis. Investigators should check with the crime lab at least once every 30 days on 
the status of cases that have been Suspended –Labs.



CASE MANAGEMENT GUIDELINES
• UNFOUNDED:

•  If an investigation shows that NO OFFENSE OCCURRED nor was attempted, the 
reported offense can be Unfounded. The findings of a court, jury or prosecutor do not 
unfound offenses which law enforcement investigations establish to be legitimate.  

• ARREST: NEEDS FOLLOWUP

• When patrol makes an arrest and additional information is needed for successful 
prosecution of the case. Evidence like video footage, medical records, etc. 

• What do you do when you have a case that has several suspects, and one is arrested, 
but the others are still outstanding?  



•“Model” CID Policy

•Not one that fits all

• The entire order depends on how you organize follow-up 
investigations

•TPCA has several “Model” policies that can be used. Samples 
included in MCI handout material. 

•Should include the requirements of the case management 
system.

CID POLICY



CID POLICY SAMPLE



Things to Do When I Get 
Home:

• Review and design a case 
management system that will 
reduce CID non-productive time 
and improve the case closure 
process.

• Make sure you are assigning 
cases appropriately.  



•Property and evidence are always critical to successful 
prosecutions. 

• The department needs a clear directive on how property and 
evidence should be managed.

•One of the critical issues that will get an agency in trouble!

Supervising the Property and Evidence Section





•In all cases:

•   Officers, detectives, and crime scene personnel should be 
required to record and deposit all property and evidence 
into the department's Property and Evidence storage 
system before the end of each shift.  Integrity check for 
cash.

•   Under no circumstances should officers, detectives, or 
crime scene personnel be allowed to keep any items 
unsecured in their desks, lockers, or other locations.

•“Bag and Tag” party  

NON NEGOTIABLE  



• If a detective needs to view or use an item of evidence, the item 
must be checked into property and then signed out to the 
detective. 

•A tickler file must be maintained in either paper or electronic form 
to track all items checked out to officers, labs, court, and other 
locations.

•  If crime scene personnel must work on items of evidence for 
testing, the area must be as secure as the Property and Evidence 
room. 

•Discovery visits by the defense attorney. How do you handle them? 
Consider being present during this visit.

PROPERTY & EVIDENCE SECTION  



RETURNING FIREARMS/ ETRACE



RETURNING FIREARMS/ ETRACE



•Crime Victims Compensation and Victim Assistance

•Many departments have added a Victims Assistance Office.  
This is usually staffed by a non-sworn but could also be a 
volunteer. VA personnel can ensure the victim has been 
sent a Crime Victims Compensation package and referred 
to the appropriate support agencies if necessary. (Grants)

•If no VA, Detective must do this…

CID Supervisor Awareness: VICTIM ASSISTANCE Mandate



CID Supervisor Awareness: VICTIM ASSISTANCE CCP Mandate



CID Supervisor Awareness: VICTIM ASSISTANCE CCP Mandate 



CID Supervisor Awareness: VICTIM ASSISTANCE Mandate



CID Supervisor Awareness: VICTIM ASSISTANCE Mandate



VICTIM ASSISTANCE 
•   



CHAPLAIN



•What Destroys Detective – Victim/Witness Relationships
•Unnecessary Inconvenienced
•Same interview, different Detective
•Not apprised of case status
•No thanks for cooperating
•No courtesies extended
•Treating the victim/witness as a suspect

CID Supervisor Awareness: Detective/Victim Interactions 



•Make sure that your detectives keep complainants informed.

•The victim of every crime expects the law enforcement 
agency to continue investigating the offense until there is a 
successful conclusion, namely, a suspect is arrested.

•Managing Citizen Expectations…What you can do. Train your 
team in the fundamentals of “putting themselves in their 
shoes”.

•Build the culture of “If we don’t listen to the victim, nobody 
will”. 

DETECTIVE INTERACTIONS  



•There are two generally accepted methods of informing the 
victims: 

•The initial responding officer can advise the victim that the 
initial investigation did not produce sufficient evidence to 
justify further investigation. Not recommended.

•The victim can be informed by letter (email?) or phone 
(preferred) once the investigation report has been reviewed 
by the case screener or the investigation supervisor. 
Encourage follow-up contact by somebody in the 
department. 

VICTIM NOTIFICATIONS 



CASE STATUS UPDATES 

What can be said as suggestions:

“No workable leads at this point…”
“Can be re-opened if leads develop…”
“Our Crime Analyst is aware of the case and will be 
watching for similar cases which may provide leads…”
“Sometimes we get information from Crimestoppers or 
criminals’ acquaintances that leads to a solution…”
“If we have specific identifying data on stolen property, it 
will sometimes reappear; we check pawn shops 
regularly…”
Can anyone provide anything else?



•Keep the Chief Informed. Very Important!

• The City Manager or Council Member expects the Chief to 
know the status of cases.

•No surprises….

•“Being forewarned is to be forearmed” 

CID Supervisor Role: “Keeping the Chief Happy”



Daily Case Triage: Scanning for Potential Issues    



“Big Fish, Small Pond” Case Study



•Usually limited to major cases (murders, armed robberies, 
serial rapes, etc.)

•Major unsolved cases should be reviewed every few years 
for changes in technology and changing allegiances.

•Check what biological evidence you still have.

•Consider retired detectives in the region.

•Texas Rangers Cold Case squad. (grant)

CID Supervisor Awareness: Cold Cases 



•Child Abuse
•Children usually require specific expertise in interviewing

•Many counties have set up Child Advocacy Centers

•If these organizations are not available, ensure that your staff 
conducting these investigations have the required training.

•Consider using other agency personnel.

•Be alert to stress among investigators.

CID Supervisor Awareness: Specialized  Investigations



CHILD ABUSE CASE STUDY



•Child Abductions

•Greater community concern than any other type of crime
•Prepare ahead for quick response
•Use all resources available
•Missing Child Response Plan
•Child Abduction Response Plan
•Center for Missing and Exploited Children

CID Supervisor Awareness: Specialized  Investigations



CID Supervisor Awareness: Specialized  Investigations
Child Abductions

CART Team Response

Investigators from multiple agencies
Automatic assignment for a certain period
Chief approval for longer
Memorandum of Understanding
Group Training



AMBER ALERT BACKGROUND 



TIM’S LAW: Missing Child Mandate



CID Supervisor Awareness: Missing Persons Mandate

•DPS Website/Have forms 
printed out.  

•Learn how to issue.

•Basic Requirements for:
•Amber
•Silver
•Blue
•Clear
•Camo
•Endangered Missing Person
•Active Shooter 



TIM’S LAW: Missing Persons Mandate





IN HOUSE DATA BASE REGISTRY  





•Murder
•Sexual Assaults (serial)
•Armed Robbery with injury
•Kidnapping
•Missing / Abducted Children
•Special Victims – children or elderly
•Bank Robbery
•Bomb Threats
•Barricaded suspects/Hostages
•Active shooter
•“Internet sleuths”
•Facebook groups 

•Must plan how they will be handled.

•Don’t be afraid to ask for help.

CID Supervisor Awareness: Major Cases



•Response, Supervision, who is the Case agent?
•Crime Scene
•Information Management/Timelines
•Leads Management – Categorize Leads A, B, C…
•Officer Fatigue
•Meetings/involve DA
•Media
•Additional personnel

CID Supervisor Awareness: Major Case Considerations



MAJOR CASE STUDY



•Multiple Detectives respond

•Case Agent assigned, (Primary and secondary)

•Crime Scene – Use County or another agency

•Dedicated channel or unit for Research and Info Management

•Media Use and Leads Management

•Update Meetings – when and where

Specialized  Investigations: HOMICIDE



MISSY BEVERS CASE



•Supervisor must guard against the Disease of Certainty

•It occurs when officers feel so convinced of their own beliefs 
that they allow themselves to become tunnel-visioned about 
one conclusion and ignore clues that might point them in 
another direction.

CID Supervisor Situational Awareness 



Specialized  
Investigations

• “Secret Squirrel” Squad 

• Narcotics/Interdiction
• Prostitution/Gambling 
• Task forces (ABC agencies)
• Repeat offender projects
• Other duties as assigned



Group Exercise

 



“This is what happened”

“This is why it happened”

“This is why it will never happen again”

The Three “T’s” Approach



Things to Do When I Get 
Home:

• Examine the specialized 
investigations within the 
department and ensure special 
victims have been considered. 

•  If no Child Advocacy Center 
exists, ensure arrangements 
have been made for interviewing 
assistance.



•Typical  Approach

•CID needs more Detectives because of more cases, new 
responsibilities, etc.…

•CID presents a request with anecdotes (recency).

•Chief and Council says no money.

•CID makes do with what they have.

DETECTIVE STAFFING ISSUES



CID GOAL

Remember – What is the Goal of CID?

Get the highest clearance rate possible.

With the staff you are given.



•Workload-based computer models for Patrol staffing. 

•Computer models for predicting CID staffing level based on 
historical data.

•Can develop “Best” staffing for your agency with time and 
effort.

•“The best work ethic requires a good rest ethic” 

DETECTIVE STAFFING CONSIDERATIONS



Three Current Methods for Determining CID Staffing

Method                    Dept. Size  Accuracy
Percent of Department  Under 30  Low-Med
National Benchmarks    20 – 75           Medium
TPCA  CID Model          50+           Med-High

***None will give Optimum – only detectives needed based on 
historical activity levels.  

DETERMINING CID STAFFING



•LEMIT Study of 37 Texas Agencies

  New Cases Per Month                              Average  
 Domestic Violence                 29.6 
 Theft                            22.9 
 Auto Theft                           22.9 
 Burglary                            20.6  
 Crimes by Children                 20.5  
 Robbery                      9.0  
 Aggravated Assault                    8.9  
 Sexual Assault                     6.5  
 Murder                                  .6 

LEMIT STUDY of MONTHLY CASES ASSIGNED



CID STAFFING
• 2007 Prummell Study (Updated Florida Data)

Personnel Issues



1. Not every crime is capable of being solved, regardless of the number of resources 
committed to its investigation. 

2. Staffing levels must be computed differently depending upon the investigative style of 
each unit.

3. Not all reports of crimes can receive investigative attention.
4. Cases in suspended status should not be included in the workload computation.
5. Baseline staffing levels should be determined largely by examining the primary case 
load of each Detective. 
6. Supervisory staff and support staff should not be included in establishing the  
baseline staffing level.
7. Baseline staffing levels should be reviewed annually. 
8. Historical staffing can serve as a base for future staffing levels.
9. Having a high number of cases on their desk (or in their list of assignments) can create 
unnecessary stress and burnout. 
10. It is sometimes difficult for investigators to “let go” of cases they think they may be 
able to solve later. 

CID STAFFING ASSUMPTIONS



•CID STAFFING Percentage of Sworn

TPCA SURVEY CID STAFFING



TPCA SURVEY CID STAFFING



TPCA SURVEY CID STAFFING



TPCA SURVEY CID STAFFING



TPCA SURVEY CID STAFFING



Things to Do When I Get 
Home:

• Use the most appropriate 
method for agency size and 
compute the recommended CID 
staffing level for your 
department.



•  
New Cases Per Month

Persons Crimes   8-12
 Property Crimes   15-20
 Financial Crimes   10-20

NATIONAL BENCHMARKS 



Finding the “Optimum”

•Attempt to pull historical data for 5-10 years on:

•Total Cases Assigned to Detectives

•If specialized, then do this for each group or unit

•Number of Detectives each year

•Clearance Rate for each year

STAFFING RESEARCH 



TEN-YEAR CASE ASSIGNMENT RECORD



Things to Do When I Get 
Home:

• Develop historical staffing and 
clearance analysis.  Attempt to 
determine optimal staffing 
based on the best clearance 
rate.

• “Storytelling and spreadsheets. 
Know the numbers and craft the 
narrative”



• Impact of operational changes and technology can have the same impact 
as adding detectives!

•   Have patrol investigate some offenses.
•    Have non-sworn staff conduct no-lead follow-up.
•    Have non-sworn staff do routine database searches
•    Provide detectives with tablets to use preformatted reports and 

abbreviations.

•    Reducing the offenses (multiple offense location reviews, problem 
solving)

•    What are some others?

REMINDERS



•Investigative staffing should be based on historical data and 
calculated based on new cases per month assigned.  

•No clear standard, no magic "right" number, only what the 
city wishes to "buy”.

•Question becomes:   Will additional resources (detective 
time) be used in a productive manner (resulting in more cases 
solved where the suspect was not in custody at the time of 
assignment), or just more non-productive work??

STAFFING FINAL THOUGHTS



NON-PRODUCTIVE WORK



•Remember, part of “Case Management” is not allowing cases 
to remain open for long periods (exceptions). (Stress on 
Investigators)

•Conduct a “Desk Audit” on all investigators.
•Count of how many and what type of cases each investigator 

has “Open.”

•How many of what type?

•How long open, 30+ days, 60+, 90+, 180+???

•Apply National or local Benchmarks to that Audit.

DESK AUDITS



•Persons Crimes   24-30

•Property Crimes         30-40

•Financial Crimes  40-120

OPEN CASE BENCHMARKS 



Things to Do When I Get 
Home:

• Conduct a Desk Audit on all 
Investigators.  

• Have Investigators reduce Open 
Cases to Benchmark levels.



Selecting Your TEAM 

• Who do you want in CID??
• High Integrity, no Brady issues,
• Excellent Communication ability,
• Free of Personal Bias, 
• Good Report writing and 

Presentation ability, 
• Calm, Poised, Cool under pressure, 
• Capable of good Media relations, 
• Persistence, Diligence, 
• Understanding of Constitutional 

Law.



•Personality Traits Susceptible to Stress and Burnout:
•Perfectionist
•Pessimistic life view
•Need to be in Control – unable to let go
•High Achieving – Type A personality

Hire for Attitude, Train for Skill

“People can inspire you or drain you. 
Choose wisely. Avoid negative people”. 

WHO DO WANT IN CID?





Personnel Issues

• Who do you NOT want in 
CID??

• Poor achiever in Patrol
• Poor departmental attitude
• Sick Time usage
• No initiative for training
• Complaints
• Others??

• “Bad decisions have 
consequences” 





SELECTION

• How do you select for a 
position?
• Seniority?
• Application and 

Resume?
• List for Transfer?
• Testing Process?
• Probationary or 

Familiarization?



Need to be Happy

Need to be Recognized

Need to be Productive

Three Basic Needs



TEAMWORK MAKES THE DREAM WORK



•Police departments have made changes to their 
organizational structure to eliminate detective positions from 
their promotable positions.  

•This is to allow the transfer back to other non-detective 
positions without going through disciplinary procedures. 

• Also allows job enrichment programs without claims of 
differential compensation.

PROMOTION OR ASSIGNMENT?



•Austin: Three-Week Detective Academy

•El Paso: Basic Investigator's Manual

•Houston: New Detective teamed with veteran FTO for 40 
hours, skills checklist.

•San Antonio: One Week academy

•Plano: Basic Investigator School, Recognized Interview 
School.

DETECTIVE TRAINING STATEWIDE



TRAINING EXAMPLE 



• Basic Criminal Investigations class
• Interviewing and Interrogation
• Trauma Informed Investigations
• Report Writing
• Surveillance Techniques
• Use of Department Funds
• Raid and Warrant Execution Policy
• How to respond to Uniform Officers arrival at scene
• Confidential Sources
• Technology resources and techniques
• Problem Oriented Policing
• Others? Legal issues?

DETECTIVE FUNDAMENTALS



BUILDING YOUR TEAM



•“Specialized” vs “Generalist.”

•Specialization allows expertise and increased clearances in 
the specialty areas

•First level of specialization is “persons” and “property.”

• A highly technical investigation is usually next, such as 
computer and financial crimes.

•Crimes Against Children

•On call “if you catch it, you clean it” approach.

SPECIALIZATION



•In addition, train your folks to be “resident experts”:

•Fingerprints

•Cell phone forensics

•Warrants/Search & Seizure laws

•Others?

RESIDENT EXPERTS



Things to Do When I Get 
Home:

•Analyze past year’s cases 
and determine any 
specialization needs.  
Develop a plan to obtain 
training for specialized 
investigations.



THE ART OF THE INTERROGATION

One of the greatest skills sought after by investigators is 
the ability to elicit information from people. 

 This is the skill that will result in the greatest increase in 
case resolution and is why investigative units put these 
schools at the top of their desired training list.



THE GOAT





Reactive Investigations Management Issues



• CID Commander and supervisors should be responsible for ensuring legal and 
appropriate interrogations.

• Attend necessary schools if possible 

• Keep up with court decisions (subscriptions to TDCAA, etc)

• Ensure proper records are kept

• Avoid contamination and false confessions

• Teach your folks that “Everybody has a story-LISTEN”

SUPERVISOR’S ROLE 





Things to Do When I Get 
Home:

•  Develop a standardized 
Detective Training Program or 
requirements for all new 
detectives.

•Find reliable training for 
detectives in investigative 
technologies.



SPAN OF CONTROL

• How many Detectives do you 
need to have before having a 
dedicated Supervisor?

• 4-5 if no other support staff
• 5> if non-sworn, also assigned

• Supervisor may also work on 
cases

• Needs a separate office



THE NEED FOR A CORPORAL
• Will lead division in your absence 

• Can directly supervise Victim Assistance/Property/Chaplains

• Can be secondary investigator on major cases 

• Can serve as liaison to outside agencies including CPS, DA, etc.

• Can handle payroll and supervisor review of reports

• Can handle compliance issues

• Apprenticeship- building the future  

• Other duties as assigned 





• Detectives must re-contact victims and witnesses.

• Detectives need to work with access to organizations with information, 
such as the city, businesses, etc.

• Detectives need to work when the courts and prosecutors work.

• Poor experiences with productivity during late nights and weekends.

• Comp time/Flex time/Overtime options?

HOURS OF ASSIGNMENT



CALL OUTS
The department decides when detectives are called back to 
crime scenes.

Some pay for on-call duty, usually a set amount of overtime 
for each night or week on call.

Must have a relief factor.



OVERTIME
Some overtime is inevitable, but most can be controlled by 
policy and supervision.

Periodic reviews of overtime by a detective can spot trends.

All overtime requests or approvals should include the case 
number, type of crime, and reason for overtime.

Use historical data to document need for overtime budget.  



DETECTIVE EVALUATIONS

Do you use a detective’s clearance rate?  Why?

Need to use outcomes or processes that the employee can 
control.

Do you pursue Multiple Clearances?



EVALUATION PITFALLS 

The difficulty in evaluating detectives is isolating 
"productive" investigative effort and "non-productive" 
investigative effort.  

The reality is there is a lot of mundane, routine, and 
unglamorous work involved in investigations. 

The TPCA Survey showed that 35 percent of departments 
used different criteria for Detectives than for Patrol officers.



• Remind them of your expectations and those of the department and public 
• Encourage them to constantly scan for any potential issues while working their cases
• Encourage them that if they present a problem, they should also have a potential solution
• Encourage them to be goal-oriented in their work and career development
• Encourage them on the importance of timeliness in their case work 
• Emphasize results, not excuses mentality
• Emphasize the importance of communication with victims, patrol, fellow detectives, and 

supervisor. No surprises
• Emphasize the importance of working death scenes, missing persons, and juveniles
• Emphasize the importance of being educated on all their cases
• Emphasize the importance of being able to successfully verbally defend their investigative 

efforts
• Others?  

EVALUATION CONSIDERATIONS 



EVALUATION CONSIDERATIONS 



•Most Common Detective Complaints

•Lack of Communication

•Favoritism

•Micro-Management

•Any Others?

DETECTIVE FEEDBACK



• Ensure they are aware of specific deficiencies; be direct! (Sandwich method?) 

• Ensure expectations have been explained.

• Offer necessary support.

• Express confidence in their ability.

• Agree on the timeframe for improvement.

• Move to PIP if no improvement is shown.

IMPROVING THE MARGINAL PERFORMER



Group Exercise

 



Things to Do When I Get 
Home:

• Develop a reliable performance 
evaluation system for 
detectives.  Allow detectives 
input into the evaluation design 
process.

• Consider attending both court 
cases and Grand jury to 
observe testimony of 
Detectives.



DETECTIVE ROTATIONS

Mandatory Rotation
 
Vs

Productivity Rotation



THE CASE FOR DETECTIVE ROTATIONS 

The reasons given for detective rotation are:

Prevents burnout and the potential for “retirement in place”.

Enhances job satisfaction for more department personnel.

Allows the dissemination of investigative expertise to other areas 
of the department.

Reduces propensity for corruption (More in proactive or regulatory 
investigations).

Return on investment concerns. (training, experience, and 
community relationships)  



STAYING PATROL READY 

Morale-Boosting Suggestions

Warrant roundups
Sex offender checkups
CID-only range day
Surveillance
Proactive enforcement
Saturation patrols
SWAT perimeter
Any others?



SWAT PERIMETER 



TEAM SPIRIT



BEWARE OF DETECTIVE BURNOUT

State of emotional, mental, and physical exhaustion 
caused by excessive or prolonged stress…

Different from Poor Performance – Once good, now not so 
good…

  





CASE STUDY



BURNOUT INDICATORS

Drop in Productivity / Interest

Non-Participation in Unit Activities

Increased Time off

Failure to keep deadlines

Appears tired, non-communicative

Always takes the easy way out

Resistance to management



BURNOUT INDICATORS
Alcohol / Drug use

Insomnia

Hyper vigilance

Marital Problems

Case Histories – difficult cases

Psychological Reviews

CISD – Critical Incident Stress Debriefing



CAUSES OF STRESS

Conflicting Job Demands

Working too much

Routine Activities over long periods

Lack of resources

Too much work, not enough impact

Lack of sleep

Overwhelmed- unable to meet demands

Unable to manage work/home commitments

Bad Bosses!

Remember, “People will forget what you said and did but will never forget how you made them feel.” 



STRESS REDUCTION STRATEGIES

First, attempt to figure out the cause – ask them

If a major case, two full days off after 7-10 days

Change in work schedule, responsibilities, special assignment, rotation to other 
specialties

Positive leadership, recognition, and thanks

Challenge with new responsibility (project)

Partners, Training, Conferences

Have them develop Training for others



MOTIVATION

Things you can do to reduce stress:

Agency Visits

Regional Detective Meetings

Limit Open Cases

Allow Flexible Work Hours

Recognition – the best motivator…



BAD BOSSES

Number one cause of stress and number one reason people 
leave their jobs:

Bad Boss

People join great organizations…

People quit bad bosses

“The Dark Side”



Let your detectives have fun (within reason of course) 



RESOURCES



GREAT RESOURCE



LEGAL REQUIREMENTS
Electronic Recording of Custodial Interrogations: CCP 38.22

Texas Law requires all in-custody interrogations to be recorded 
unless “Good Cause” is shown.

Preach redundancy: “Two is One. One is none.” 



CUSTODIAL INTERROGATIONS



GOOD CAUSE EXCEPTIONS

Suspect refuses

Spontaneous statement not during interrogation

Incompetent operator or unknown malfunction

Exigent Circumstances

Not in Custody or not being questioned regarding the above

Must document reason not done!!!



Things to Do When I Get 
Home:

•Review how we document 
interrogations in major 
cases.  

•Do we need a pre-designed 
interrogation log?

•Review your recording policy.



HOLDBACK  SHEET 



INSIDE INFORMATION CHECKLIST



OPEN RECORDS CONSIDERATIONS

Major crimes: The case detective needs to quickly 
decide on holdback details and ensure they are not 
released or placed on the front page of the offense.

News Media Access (Open Records) to the first page 
of the offense report. (Houston Chronicle)



Things to Do When I Get 
Home:

•Do we need to develop an 
official Holdback List and 
Inside Information Checklist 
for major cases?



•Houston Chronicle Case – first page includes:
• the offense committed, 
• location of the crime, 
• identification and description of the complainant, (can be 

redacted for privacy concerns)
• the premises involved, 
• the time of the occurrence, 
•property involved, 
•vehicles involved, 
•description of the weather, 
•a detailed description of the offense in question, 
•and the names of the investigating officers. 

PUBLIC NARRATIVE



OPEN RECORDS CONSIDERATIONS

The department should ensure that only a summary of the 
crime is described on the first page of the offense report and 
that any victim or witness contact information, and any 
holdback details that must be kept for investigation purposes, 
are listed in supplement reports.

In open investigations, the key in open records law is that the 
department is only able to withhold information that will hinder 
prosecution.

Must get open records requests to legal staff as soon as 
possible for sending to the Texas Attorney General for a ruling.



PUBLIC NARRATIVE EXAMPLE



BRADY V MARYLAND 1963

Withholding information

Duty to Disclose any and all exculpatory information

Brady stands for the proposition that evidence that may be 
exculpatory in nature must be given to the defense.

 In a case where an officer will be testifying as a witness to an event, 
the officer's credibility is a material issue, and his lack of 
credibility is clearly potentially exculpatory evidence; therefore, 
sustained findings of untruthfulness must be revealed.



• https://youtu.be/YkXOq6PHJdQ

https://youtu.be/YkXOq6PHJdQ
https://youtu.be/YkXOq6PHJdQ


BRADY PITFALLS

Officers being “Blacklisted” by District Attorneys based on 
Internal Affairs sustained complaints…

Police Departments are being required to notify DA of 
certain IA complaints… (Giglio v. United States 1972) 

Required to “Certify” that all information is submitted.

Truthfulness – ultimate career ender



Brady Compliance Certification





MICHAEL MORTON ACT 2014

Prosecution must produce any and all:
Offense Reports
Documents
Papers
Written or recorded statements
Including the officer’s statements
Field notes, Media releases, emails notifying the Chief?



MICHAEL MORTON ACT 2014

Codified Brady issues into Texas CCP  39.14

(h) Notwithstanding any other provision of this article, the state shall 
disclose to the defendant any exculpatory, impeachment, or mitigating 
document, item, or information in the possession, custody, or control of 
the state that tends to negate the guilt of the defendant or would tend to 
reduce the punishment for the offense charged.

(i) The state shall electronically record or otherwise document any 
document, item, or other information provided to the defendant under 
this article.



Discovery Compliance Certification 



Eyewitness Identifications Law Mandates
Article 38.20 of the Texas Code of Criminal Procedure 
(CCP). 2011, the statute mandates that every law 
enforcement agency in the state adopt and implement a 
detailed, written policy for both live and photographic 
lineups. Must include Blind Administration, Proper 
selection of fillers, Explicit Witness Admonitions, 
Immediate Confidence Statements, Accommodations for 
Vulnerable Witnesses

TCOLE #3286 Eyewitness Evidence and Identification 

TPCA Sample Policy /Samples in MCI bonus materials



THE LINEUP

 



Things to Do When I Get 
Home:

•Ensure Eyewitness 
Identification policy and 
procedures are up to date 
with state law and 
department operations.

•  Make sure that all 
detectives have taken 
Eyewitness Evidence & 
Identification #3286 (TCOLE)



•Violent Criminal Apprehension Program (FBI)
•Homicides (Serial, Random, Motiveless, or Sexually 

Motivated
•Sexual Assaults (series or stranger)
•Missing Persons (foul play and still missing)
•Unidentified dead (believed homicide)

VICAP 



MOLLY JANE LAW

VICAP

• Texas Government Code 420.035 
and .036
• Every agency investigating 

Sexual Assaults will enter data 
regarding sexual assaults into 
VICAP.

• Every agency will enter Sexual 
Assault evidence collection kit 
data into the Track-kit system.

• Single-page guidance on DPS 
website



MOLLY JANE LAW BACKGROUND



PRECIOUS METALS LAW 



Things to Do When I Get 
Home:

• Research the department’s sexual 
assault kit processing system to 
ensure it includes data entry into 
the Track-Kit system.  Research the 
sexual assault investigation 
process to ensure it includes 
VICAP data entry.

• Remember “We speak for those 
who can’t speak for themselves”



ALIBI INVESTIGATION 

Department policy and DA Preference will usually 
determine the extent to which alibis are investigated.

As a matter of integrity, the department should investigate 
alibis only to the extent necessary to determine validity 
and to prevent filing charges against an innocent person.



Things to Do When I Get 
Home:

•   Ensure detectives know of 
“duty to disclose” and 
document all reports and 
evidence turned over to the DA.

• Ensure detectives are aware of 
the need to investigate alibis to 
the extent necessary to 
determine validity.



CID AUDITS & INSPECTIONS 

Trust – but Verify

Don’t expect what you don’t inspect.

Greatest failure of CID Supervisors!



WE CAN’T HAVE NICE THINGS 



CID SUPERVISOR OVERSIGHT

Cash Accounts
Confidential Informant Files
Case Management
Clearances
Evidence Processing
Property and Evidence
Firearms, Vehicles, and Equipment
Money (deposits), Drugs, Jewelry coming into evidence 
Warrant validations 
CCH Searches
ALPR Searches



• Read the policy in detail. Is the policy being followed in managing the cash 
account?

• Are funds maintained securely?

• Do only those allowed by policy have access?

• Is the logbook filled out correctly?

•  Are all logbook entries (disbursements) since the last audit matched with 
appropriate signed receipts or funds returned?

CASH ACCOUNTS 



• Is there the correct amount of cash in the fund as indicated by the logbook?

• Are request forms properly completed, properly approved,  and maintained?

• Have any payments been made that are above the limits set by approval levels?

•  Are receipt forms maintained for all disbursements?

•  Do you have proper signatures on receipts?

CASH ACCOUNTS



•Has any one CI received more than others to a significant degree? 
(Record all CI payments since the last audit.)

•Have any funds been retained by staff longer than approved by 
policy?

•  Are there sufficient funds available for necessary operations?

•Are there copies of all flash funds (if used)?

CONFIDENTIAL INFORMANTS



• Read and understand the policy on CI development, file requirements, and usage.

• Have any new CIs been approved? If so, were the background and file 
requirements completed?

• Is the CI file maintained securely?

• Do all CI files contain required documentation?

• If the CI has been inactive for 6 months, have they been moved to the inactive file?

CONFIDENTIAL INFORMANTS



Confidential Informant Files
• A file shall be maintained on each confidential informant (CI) used by officers. Each file shall be 

coded with an assigned informant control number and shall contain the following information: 
a. Informant’s name; 
b. Informant Payment Record, kept on top of the file. This record provides a summary of 
informant payments. 
c. Receipts for purchase of Information 
d. Copies of statements made by informant; 
e. Name of officer initiating use of the informant; 
f. Informant’s photograph, fingerprints, and criminal history record; 
g. Briefs of information provided by the CI and its subsequent reliability. If an informant is 
determined to be unreliable, the informant’s file shall be placed in the unreliable informant file. 
h. Signed informant agreement(s); and 
i. Update on the active or inactive status of the informant

CONFIDENTIAL INFORMANT POLICY



• If the CI has been inactive for 6 months, has the CI been moved to the 
inactive file?

• If the CI has provided any information, is there a record of the payment, 
along with a copy of the signed receipt and case results?

• Using the list developed from the audit of the Cash Account file, has a 
copy of each payment receipt made to each informant been placed in 
their file?

• Does it appear that any one CI has been used in over three cases in the 
past 6 months? Credible and reliable standard.

CONFIDENTIAL INFORMANT FILES



PROPERTY & EVIDENCE INSPECTIONS/INVENTORIES

Property and Evidence Inspections should be done at 
least twice a year (6 Months apart) to ensure operations 
are running smoothly. 
 
Inventories should be done every year, and anytime there 
is a change in the property and evidence staff.  

These should be done by someone outside the property 
and evidence chain of command, if possible, with 
assistance from the evidence custodian.

Don’t forget about cloud-based evidence.



PROPERTY & EVIDENCE INSPECTIONS/INVENTORIES

Read and understand the department policy on 
processing and storing property and evidence.

Is the property and evidence facility maintained 
securely?

Are alarms and locks working appropriately?

Is there evidence of who physically enters the property 
processing and storage area other than the custodians?



PROPERTY & EVIDENCE INSPECTIONS/INVENTORIES

Is the intake process being accomplished properly? 

What is the date of the oldest piece of evidence or 
property submitted that has not been processed, 
recorded, and properly stored?

Is the storage and processing area clean and 
uncluttered?  Does it look like a professional office?

Is there sufficient storage room for additional items?



PROPERTY & EVIDENCE INSPECTIONS/INVENTORIES

Are items being pulled for destruction?

When was the latest item pulled for destruction?

When was the last general property destruction?

When was the last narcotics destruction?

When was the last weapons destruction? Buyback?

Is there a file of items checked out to detectives, the lab, the court, or other 
locations?

Is there a process to check on the status of the items checked out, and is it 
being used?



PROPERTY & EVIDENCE INSPECTIONS/INVENTORIES
Are there any items of property or evidence visible (or known to the custodian) 
that do not have attached offense identification?

Is there a storage location indication for each piece of property?

What about your impound lot and outdoor areas for oversized items? 

Select at random from files from the last 6 months, 5 weapon items, 5 money 
items, 5 narcotics items, and 5 general property items, and have the custodian 
locate items.

Any biological cross contamination issues? 

Prepare a report to the Chief on Inspection results.



EVIDENCE RETENTION SCHEDULE  



CRIME LAB AUDIT

Request a list of all items out to regional or state labs for 
examination or to detectives, the date sent, and any 

comments about the items or cases.

Evaluate the operation in comparison with the previous 
audit and considering the statute of limitations.

Consider alternatives and make plans for any needed 
operational changes.



WEARING MULTIPLE HATS
• CID Supervisors are often task with being the Department’s compliance manager

• CJIS/TCIC (Rap back subscriptions, FACT Clearinghouse) 
• NDEX/CHRI (Are you keeping CCH logs?)
• NIBRS (Molly Jane)
• Chapter 59 Annual Report (Seizure, In Custody Deaths, OIS)
• Accreditation 
• ALPR audits
• Grants
• Validations
• Sex Offender Registrations



Firearms, Vehicles, and Equipment

•It is easy to assume that detectives all know how to take 
care of their equipment and firearms, but as we said at the 
beginning of this section...expect only what you inspect.

•Detectives should have regular firearms inspections.  
Firearms and other equipment, such as handcuffs, radios, 
rifles (if issued), and all other department equipment, 
including vehicles, should be inspected at least quarterly 
for cleanliness and operability.

EQUIPMENT INSPECTIONS



CID Vehicle Inspection example



CID Audits and Inspections



Things to Do When I Get 
Home:

• Conduct audits of all high-risk 
activities within CID. 

•  Resolve the problems 
identified. 

•  Establish plans for continued 
audits.

• Remember when you uncover 
deficiencies: “Own it, 
overcome it, don't look back”



•What did we not cover that you wanted to know???

•Resources
•www.policetraining.net 
•http://www.patc.com/
•TPCA-Accreditation process

•“The things that you do for others will be your legacy” 

SUMMARY

http://www.policetraining.net/
http://www.policetraining.net/
http://www.patc.com/
http://www.patc.com/




Things to Do When I Get 
Home:

•  Take care of yourselves and 
each other!

•“Depart to Serve!”



And so, it ends….



397

Thanks for your attendance!

Please complete the Course Evaluation

kfoulch@texaspolicechiefs.org
281-635-5933



Have a Safe Trip Home!!
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