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CHAPTER 1     INTRODUCTION
Program Development
In 2004, the Texas Police Chiefs Association (TPCA) voted to investigate the creation of a voluntary law enforcement agency accreditation program for Texas agencies.  This action was in response to a need to provide Texas agencies with an economical and user-friendly process and to design a program specific to Texas law and procedure.  Participation in the program would then ensure that quality services are delivered in accordance with recognized and accepted Texas Best Practices.
The TPCA Board appointed a committee that reviewed numerous state Recognition programs as well as CALEA, the national accreditation program, and developed the original Best Practices Program design which included the development of 152 best practices for Texas agencies.  These standards are practical, easily understood, and achievable even for the smallest law enforcement agency.  The program was designed with consideration for the following goals:

•
to establish standards that represent current professional law enforcement practices in Texas
•
to establish standards that are achievable even for the smallest of agencies
•
to develop a program design that is affordable for the smallest of Texas agencies
•
to develop a Texas program that would assist agencies in achieving the standards

After several years of work, the program design was tested by several Texas departments and necessary adjustments were made in both the program design and standards.  The Texas Law Enforcement Best Business Practices Recognition Program was officially presented to the TPCA membership in April 2007 at the organization’s Annual Conference.  Management of the program was placed under the auspices of the Texas Police Chiefs Association Foundation Board to ensure its independence and objectivity. 
Manual Objective
This manual is designed to prepare assessors for conducting both Initial and Final assessments of agencies seeking Recognition and Re-Recognition in the Program.    This Assessor Manual is used for assessor training and should be a guide to conducting assessments.

Assessors are responsible for verifying compliance with best practices. These verification activities must be well planned, managed, documented, and conducted in a uniform and consistent manner.  The format of this manual is designed to aid assessors in accomplishing those activities.

Assessor activities fall into one of three categories:

· Initial Visits
· Initial Compliance Reviews
· Final Reviews for Recognition or Re-Recognition
Initial Visits are conducted for agencies just entering the Recognition Program.  These are short on-site visits by assessors from the immediate area to make sure the agency is aware of physical facility issues that might affect their ability to achieve recognition.  Typically, this visit takes less than an hour and inspects only the critical facility issues which would require significant time or budget to meet standards.  This visit usually takes place in the first month of the candidate agency’s participation.  
Initial Compliance Reviews are usually conducted by a single local area assessor immediately prior to the candidate agency’s Final Review.  This assessment is designed, not to evaluate the content of the agency’s files for compliance, but simply to make sure all the files have been properly prepared, that any facility issues detected during the Initial Visit have been addressed, and that the agency is prepared for the Final Review. This type of review is uncommon because an intense phone interview is conducted by the Program Coordinator; however, it may become necessary to ask an assessor to conduct an initial compliance review.     

A Re-Recognition assessment is also conducted for agencies that have maintained their Recognized status for a period of four years.

The key differences and similarities of these assessments are described throughout this manual.

Definitions 
The following definitions are used in the Program:

Assessors –Chiefs of Police, Command level officers, or Program Managers that have been trained specifically in the Review Process and have been carefully selected by the Recognition Program to conduct Initial and Final On-Site assessments of candidate agencies.
Best Business Practices – Also referred to as Best Practices or standards are a compilation of law enforcement practices and requirements determined by the Recognition Committee to be the most appropriate for Texas Law Enforcement agencies.

Board of Directors – The governing Board of Directors of the Texas Police Chiefs Association Foundation.

Candidate Agency – A Texas law enforcement agency that has contracted with the Texas Police Chiefs Association Foundation to conduct an assessment of their compliance with the Texas Best Business Practices for Law Enforcement.
Compliance Files – Files created for each of the Best Practices which contain the Candidate Agency’s Proofs of Compliance with that standard.
Contract – An agreement between a Candidate Agency and the Texas Police Chiefs Association Foundation whereby the Texas Police Chiefs Association Foundation provides initial and ongoing evaluation of a candidate agency’s compliance with Best Practices and grants “Recognized” status.  

Document Submission Form – A form designed to facilitate and document submission of proofs of compliance and explain the content of the proofs submitted.
Electronic Submission Process – The method of submitting over two thirds of the required proofs of compliance via the Recognition Program website and having those proofs reviewed and accepted prior to the Final Compliance Review.  

Field Compliance Manager – An individual hired by the Program to train Assessors and Team Leaders, and to conduct on-site assessments in the Final Review Process.

Final Compliance Review – An onsite evaluation by a Police Executive and one or two 
Assessors not associated with the Candidate Agency.  This Final Review Team will ensure compliance with those Best Practices which require visual confirmation of compliance.  The Team Leader prepares a report of their findings which is submitted to the Recognition Committee for their action.
Full Review Process – The method of utilizing only paper files for proving compliance with Best Business Practices.  This is the alternative process to using Electronic Submission and will result in a slightly longer Final Compliance Review.
Initial Compliance Review – An onsite evaluation conducted by an Assessor to ensure the agency’s files are ready for visual confirmation during the Final Review process.  This informal review is designed to assist Candidate Agencies achieve Recognized status with the least cost and difficulty. 
Initial Visit – Is a meeting between the Candidate Agency and an Assessor to start the Internal Review Process.  The Facilitator conducting the Initial Meeting will conduct an inspection of the agency facility to identify any physical or equipment issues which would pose a problem in gaining recognized status.
Internal Review Process – The process where a Candidate Agency reviews its policies, procedures, and operations to ensure it meets the Best Practices.  Proofs of Compliance are collected and placed in Compliance Files.  Many of the Proofs may be submitted electronically to the Program Coordinator for acceptance.  
Program Coordinator – An individual assigned to a candidate agency with responsibility for reviewing electronic submissions of candidate agencies.  The Texas Police Chiefs Association currently contracts with outside consultants (usually retired Chiefs) to conduct Program Coordination and ensure the integrity of the process.
Program Director – An individual hired by the Program to coordinate and oversee the operations of the entire Program.

Program Manager - The person designated by the Chief of Police to administer and oversee the Recognition program for the Candidate Agency. This may be a sworn or non-sworn member of the agency or may be a community volunteer.  In some agencies the Program Manager may be the Chief of Police.
Proofs of Compliance – Any written or visual evidence which proves the agency is complying with the Best Practice.    This can be written documentation, copies of reports, logs, and internal memorandums, interviews with agency employees, visual observation of activities, operations, facilities, equipment, or any other evidence which tends to prove the agency is in compliance with Best Practices.

TPCAF Recognition Committee – A Committee of nine Texas Chiefs of Police appointed by the TPCAF Board who make the decisions regarding the Program process, modifications and additions to Best Practices, and vote to award “Recognized” status to agencies which have proven compliance with standards.

Standards – A common term used to refer to the Best Business Practices.

User’s Group – A voluntary association of Chiefs and Program Managers, whether in the Recognition Program or not, that participate in assisting each other in achieving recognition through the sharing of ideas, policies, and procedures.
CHAPTER 2     THE RECOGNITION COMMITTEE
The Recognition Committee is appointed by the Foundation Board and is comprised of a Chairperson, a Vice-Chair and seven members from around the state that directly manage the Recognition Program.  The Committee’s purpose is to establish and manage a program for recognition that can be achieved by all Texas law enforcement agencies.  
Committee Role
The Committee sets forth all policies and procedures for the Recognition process.  They oversee staff and committee activities, such as program operation, standards review and interpretation, and budget.

Upon completion of candidate agency’s final review, the Committee reviews the Final Review report and decides on awarding Recognized status.  Assessors play a key role in this review process by serving as the “eyes” and “ears” of the Committee.  The final report submitted by the team leader is critical to the decisions made by the Committee.  The written and oral comments of the assessors are given significant weight when the Committee is deciding to award Recognition.  The Committee also hears all appeals and is responsible for resolving any conflicts that cannot be resolved during the assessment. 
Committee Philosophy
The Texas Recognition process is designed to reflect attainable professional practices in the areas of law enforcement management, administration, operations, and support services. The standards establish a “what to” leaving the “how to” up to the agency.

The Committee expects agencies to maintain compliance and live by the letter and spirit of the standards and presumes that agencies operate in compliance with their established directives.  
Committee Staff
The Committee has contracted with a number of consultants to provide overall management and operation of the day to day activities of the program.  The Program Director has the responsibility and authority to carry out all policies, procedures, and activities of the Committee.  This includes supporting agencies working toward Recognition or Re-Recognition, overseeing the assessment process, coordinating Committee meetings and review, and handling all business matters and day-to-day operations.

Training is also a major function of Program Director.  Recognition Program Manager and Assessor Training are held regularly to aid newly assigned Recognition Program Managers and ensure an adequate assessor pool for conducting agency assessments.  

CHAPTER 3     ASSESSORS
Assessors are the key to the success of the Recognition Program.  Assessors serve on a voluntary basis as representatives of the Recognition Program.  At all times, the assessor-agency relationship must be professional, fostering a non-adversarial climate.  As the “eyes and ears” of the Committee, assessors report the findings of the assessment team concerning the agency’s ability to comply with the best practices.
In addition to their assessment tasks, assessors and team leaders have a responsibility to the law enforcement community.  Assessors are expected to exemplify the highest levels of professionalism at all times, by remaining objective and impartial.  

In order to be selected as an assessor, an assessor application must be on file with the Committee with proof of assessor training.  Assessor training will be offered at least once a year.  Assessor refresher training is required once every three years.  Assessors are responsible for notifying the Program Director and Field Compliance Manager whenever their status changes. Ranks, titles, phone numbers, and addresses should be updated as soon as possible.

The Field Compliance Manager will select a team of assessors with the level of experience and expertise required to fairly assess the agency.  One assessor will be designated as the Team Leader.  Assessor selection is based on availability, the location and type of assessment being conducted. 

The number of assessors assigned to each assessment will vary according to the size and complexity of the agency being assessed.  
Individuals who accept an assessor assignment must have their CEO’s approval, if required, and give a firm commitment for the assessment dates.  The Field Compliance Manager will provide assessor names to the applicant agency.  If any conflicts exist between team members and the applicant agency, the conflict may be verified and an alternate assessor may be selected.  

The following table outlines assessor’s duties and responsibilities when conducting an Initial Visit, an Initial Compliance Review, and a Final Review. 
ASSESSOR DUTIES AND RESPONSIBILITIES

Initial Visit

	Position Title
	PRE-ASSESSMENT
	ASSESSMENT
	POST-ASSESSMENT

	Assessor


	· Volunteer for assignment.

· Contact agency, finalize date for visit.

· Print and review copy of Instructions and Checklist from website.

· Travel to site.


	· Meet with Candidate Agency Program Manager and conduct review of department facilities.
· Explain any deficiencies and discuss methods of correction.

· Ensure Program manager knows how to prepare files and proofs for review by assessors.
· Meet with agency Chief Exec​utive Officer – Welcome to Program and offer any assistance.
	· Write re​port of Initial Visit and submit to Program Coordinator.




ASSESSOR DUTIES AND RESPONSIBILITIES”
Initial Compliance Review
	Position Title
	PRE-ASSESSMENT
	ASSESSMENT
	POST-ASSESSMENT

	Assessor


	· Volunteer for assignment. 

· Contact agency, finalize date for review.

· Print and review copy of Instructions and Checklist from website.

· Travel to site.

· Note – this is very rarely used now due to the requirement that all 168 standards be submitted for initial assessment and intense phone interviews for re-recognition.  


	· Meet with Candidate Agency Program Manager and conduct review of department facilities and on-site files.

· Explain any deficiencies and discuss methods of correction.

· Ensure Program manager knows how to prepare department and files for Final Review.

(Assessor does not review files for acceptance – only to ensure files are properly prepared for Final Review.  Assessor can review and give advice on files where Program Manager has question.)
	· Contact Program Director by phone or email and provide status of candidate agency.
· Program Director will proceed with scheduling Final Review.




ASSESSOR DUTIES AND RESPONSIBILITIES

Final Review
	Position Title
	PRE-ASSESSMENT
	ASSESSMENT
	POST-ASSESSMENT

	Team  Leader


	· Volunteer for assignment. (Deter​mine if conflict exists)

· Review documentation from Program Coordinator.
· Contact agency, finalize date for assessment and logis​tics.

· Provide finalized dates to Program Coordinator.

· (Field Compliance Manager will then locate and select second team member.)

· Contact team member(s) and provide logistical details.

· Plan work assignments based on assessor experience.

· Make travel plans based on agency logistics.

· Travel to site.


	· Assemble assessment team, brief members on proposed roles and responsibilities.

· Act as team spokesperson.

· Meet with agency Chief Exec​utive Officer.

· Assign work to other team members.

· Complete own work assign​ment.

· Check assessor performance periodically.

· Distribute assessor material as required, (critiques, etc.)
· Obtain Pictures as needed
· Obtain Shoulder Patch for display, and CD with information on proofs.

	· Organize work papers, checklists, and assessment documentation.

· Write final assessment re​port.

· Submit final assessment re​port to Program Coordinator.

· Prepare and submit expense vouchers to TPCA.
· Conduct remedial review, as needed.

· Submit addendum reports, as needed.



	Team Member
	· Volunteer for assignment (Determine if conflict exists) (Obtain CEO approval.)

· Receive assignment.  

· Contact Team Leader, discuss logistics and role.
· Make travel arrangements.

· Travel to site.


	· Meet with team leader.

· Review role and responsibilities with team leader.

· Complete assigned work.

· Participate in final work review.

· Assist with other activities and tasks as assigned by the team leader.

· Prepare comments and recommendations for Exit Interview with Team Leader.
	· Complete post-assessment work, if required.

· Submit work to team leader, as required.


· Prepare and submit expense voucher to TPCA.




Team Leader
Every assessment team has one assessor designated as the lead assessor or Team Leader.  The Team Leader has several additional duties and responsibilities as noted in the previous table.  The Team Leader is a working member of the team and at the same time, provides leadership and training, makes work assignments, and engages in problem solving among assessors as well as between assessors and the candidate agency.  If an assessor believes a standard not in compliance the Team Leader should always be consulted first. The Team Leader is to ensure that noncompliance issues reach a consensus amongst the team before any interaction with the agency.
The Team Leader is the primary contact with staff and is expected to be well versed in Committee policies, procedures, and practices.  The Team Leader is responsible for the final report and assuring all assignments are completed.  

Assessor Discretion and Authority
Assessors are expected to apply their knowledge and experience, Assessor training, and any needed reference materials when making compliance decisions.  The Committee expects assessors to make every reasonable attempt during the assessment to conclusively verify compliance or non-applicability.    Assessors are free to go beyond provided proofs and probe other evidence of compliance.

The standards are the only benchmark used for compliance.  The list of “Proofs of Compliance” provided with each standard or the Evaluator’s Review section of the Document Submission Form represent the preferred method of compliance and is provided in an attempt to standardize the evaluation process between assessors.  Agencies may still use other methods of proof if it proves compliance with the standard.  If assessors disagree with the agency’s method of complying with any standard, they must suspend their personal differences in favor of a straightforward, literal interpretation of the requirement or requirements of the standard.
Careful review of written documentation, interviews, and observations by assessors are important to the integrity of the process.  The assessment team must, therefore, continually evaluate the amount of work in relation to the time available.  Available time will guide assessors, but should not adversely impact the outcome of the documentation and verification activities.  As time permits, interaction with agency personnel through interviews, observations, and ride-alongs is recommended.  If available time appears insufficient to permit completion of planned activities, the Team Leader should contact the Program Director immediately for instructions.
If assessors are unsure about the extent of their authority or discretion, or about how to proceed in a particular circumstance, they should consult the Team Leader.  If the problem remains unresolved, the team leader should contact the Program Director by phone as soon as possible.

CHAPTER 4     PROGRAM OVERVIEW

Agencies begin the Recognition process by submitting an application.  Once the application is received, a contract and invoice are sent to the applicant agency.  The formal Recognition process begins when the agency executes this agreement, which specifies the obligations of the agency and the Recognition Program. The agency has twenty-four months to complete the self-assessment phase from the date the Executive Director signs the Recognition agreement.  Agencies are always encouraged to begin working on their Internal Review process as soon as they know they are going to apply.
The steps in achieving Recognition are:

Application, contract and fees
Initial Visit

Internal review (and electronic submission if chosen)
Initial Compliance Review (if necessary)
Final On-site Review by Assessors
Committee review and decision

Maintenance and Re-Recognition
Internal review is one of the most important aspects of the Recognition process.

During self-assessment the agency is expected to:


Orient all agency personnel and train employees regarding standards and the Recognition process


Identify and comply with applicable standards, including adding or modifying department written directives if necessary

Collect proofs to verify compliance with applicable standards

Establish agency systems to ensure Recognition maintenance

· Facilitate the Final Review process for assessors.

CHAPTER 5     ASSESSMENT PROCESS
Agencies entering the recognition program are required to submit all current files as of their contract date through the TPCAF electronic submission system for review by program coordinators.  This is a departure from previous practice where agencies were given a choice to do a full file review or submit files through the electronic submission system.  This change significantly reduces the need for an initial compliance review.  
Program Coordinators review and accept electronically submitted proofs.  Any issues identified by the Program Coordinators will be recorded for further review by the on-site assessors.
Initial Compliance Review
When an agency has completed their electronic submissions or otherwise indicated they are ready for a final review, a nearby Assessor may be sent to the agency to ensure the agency is ready for the final review.  While they can offer their opinion on issues raised by the Program Manager, they will typically not review the detailed content of on-site files, but rather just ensure that the files are ready for review.  The Assessor will ensure on-site files are present and that they contain a completed Document Submission Form and have proofs of compliance ready for review.  This process usually takes no more than an hour or two but ensures the agency is ready for final review.
Final Review 
When notified by the Assessor performing the Initial Compliance Review that the candidate agency is ready for a Final Review the Program Director arranges for the Final Review. Details of that Final Review Process are provided in the following sections.
CHAPTER 6     THE INITIAL VISIT

Purpose

The purpose of the Initial Visit is to evaluate any major physical plant issues which are needed to achieve Recognized status and to ensure the agency knows the file development process.  If there are physical plant or facility issues that must be corrected in order to meet Recognition standards, the agency needs to know this as early as possible in the process.  Correction of some facility issues may require budgeting of funds and may take more than a year to correct.  For this reason the Initial Visit is conducted as early as possible after an agency enters the program.  Initial Visits can be done prior to an agency entering the Program.
Procedure

When an agency enters the program the Program Director will contact an Assessor from a nearby agency.  The Assessor will be asked if they can conduct an Initial Visit for the candidate agency.  The timing of the Initial Visit is left to the schedule of the Assessor and the Candidate agency, but it is preferable that the visit take place as soon as possible given the Assessor’s schedule.
The Assessor will be provided the contact information for the candidate agency’s Program Manager and a copy of the Initial Visit Checklist.  The checklist provides a listing of all the issues which need to be reviewed with the agency.  The Assessor contacts the candidate agency’s Program Manager and set a date based on their schedules.

The Assessor meets with the candidate agency and tours their facility using the checklist to evaluate their compliance with the listed standards.  The candidate agency should be provided with feedback during the visit as to whether the item meets the best practices or whether any modifications may be necessary.  If the Assessor has any questions during the visit, they should call a Program Director for additional information.  Upon completion, when the Assessor returns home, the Assessor will complete a short Initial Visit Report and forward to the Program Coordinator.
CHAPTER 7     THE INITIAL COMPLIANCE REVIEW

Purpose

After an agency has completed all electronic submission and believes it is ready for Final Review, the agency will contact the Program Coordinator.  The Program Director will, if necessary, then contact a nearby Assessor to conduct an Initial Compliance Review. 
The Recognition Program is committed to ensuring agencies do not fail and the Initial Compliance Review is designed to ensure the agency is ready for their Final Review. 

Procedure    
As soon as possible after accepting the assignment, the Assessor will contact the candidate agency and set a date to meet and review the agency’s on-site files.  The Program Director will provide an Initial Compliance Review Checklist for use by the Assessor along with any issues which need to be checked.

The Assessor conducting the Initial Compliance Review does not read and evaluate the contents of the on-site files but reviews sufficient numbers to ensure that all on-site files have file folders, completed Document Submission Forms, and copies of policies and proofs of compliance.

The Assessor will review any specific issues identified by the Program Director to ensure the file or standard will meet the requirements.  If any questions arise during the review, the Assessor is encouraged to call a Program Coordinator.  If the agency Program Manager has any specific questions regarding the required proof in a file, the Assessor may give his or her opinion regarding the sufficiency of policy or proof.  However, the agency should be told that the final decision is that of the on-site Final Review team and the Program Coordinator.

The Program Director shall be informed of the agency’s readiness for Final Review by email along with any issues or concerns.  No formal report is required.

As previously stated – the need for an initial compliance review has been significantly reduced because all agencies are now required to submit all current files through the electronic submission system to the program coordinators.  If the possible need arises for an Initial Compliance Review the Program Director will approve process and ensure these procedures are followed.  

CHAPTER 8     THE FINAL REVIEW (On – Site Assessment)

Purpose

The purpose of the Final Review is to ensure the agency meets or exceeds the requirement of the Best Practices.  In this regard, members of the on-site assessment team are the eyes and ears of the Committee.  While a Program Coordinator may have reviewed their electronic submissions, the Program Coordinator has usually not been inside the agency, visiting with staff, observing actual operations, or inspecting their facilities and equipment.  The on-site team must conduct the actual inspection to ensure the Recognition Committee that the candidate agency meets the Best Practices and that they deserve to be recognized for their efforts.
Procedure – Scheduling and Logistics
Team Leaders are asked at the beginning of each year for dates where they could serve as a Team Leader.  These dates are placed on a list on the Program Website.  As candidate agencies complete electronic submission, they are assigned an available date by the Field Compliance Manager.

Once the dates have been set, the Field Compliance Manager will contact other Assessors to see if they can participate.  The second (and third, if necessary) assessor will be selected and the Candidate Agency notified.  If a conflict exists, other assessors may be selected.

Length
Final reviews of agencies that have used electronic submission will usually take two assessors for two days (usually only 1/3 of files to review since other have been accepted earlier by electronic submission).  Larger agencies may require additional assessors and/or a longer period of time.   
Travel
The candidate agency is responsible for reimbursement of all on-site expenses.  Candidate agencies may assist by making hotel arrangements, but assessors will make their own travel arrangements.  

Travel to and from an agency or event under this program will be at the lowest possible expense.  If travelers use personal vehicle, they will be reimbursed at state rate for total mileage.  If a work car is used, the TPCAF will reimburse for gas.    

Lodging

Every effort should be made to select lodging at the state rate.  Anticipated lodging rates at more than state rate must have prior approval of a Program Coordinator.  Receipts for lodging must be submitted.  The program will not reimburse exceptional expenses such as in room movies.

Meals
No more than $40 per day is authorized for meals. If a meal log is completed receipts are not required.  The program will not pay for alcoholic beverages.  The actual meal expense including tip, not to exceed the daily total should be reported on the log.
Agencies may wish to take assessors to lunch, dinner, or even all meals on-site.  This is not inappropriate but should be decided on by the Team Leader based on the time available.  If an agency pays for a meal during the on-site, the meal should not be claimed as a travel expense.

Other Expenses
Other necessary and required expenses may be reimbursed with prior approval of the Program Director.

Travel Expense Invoice
Upon completion of travel, a Travel Expense Invoice should be prepared and submitted to the TPCA Office along with all required receipts within five business days of return from travel.  TPCAF staff will then pay the assessor and bill the Candidate Agency for the travel amounts.

Procedures - Pre-Assessment Activities

Prior to the assessment, the Field Compliance Manager will send a copy of the following to the Team Leader assigned.  

· An On-Site Team Leader Checklist, including any specific issues which need on-site confirmation
· On-Site standards Checklist, or Full Standards Checklist if Full Review, and
·   Travel Invoice Form
The Team Leader will be contacted by the Field Compliance Manager to discuss preparations for the assessment, agency specific information and any other relevant information pertinent to the assessment.
On-Site Assessment Format
The sequence of activities occurring during a Final Review assessment should be well planned and anticipated by all participants.  Major emphasis is given to the review of written documentation, personnel interviews, facility observations, and completion of assessment paperwork.

Assessments will follow this general format:

· An interview with the CEO may be conducted

· An agency orientation or tour will be given to familiarize the assessors with the agency and allow personnel introductions to take place
· Assessors will review all applicable files for compliance

· Personnel interviews will be conducted as necessary to determine compliance with applicable standards 
· Ride-alongs and attendance at briefings as time permits

· Inspection of facilities and equipment (including readiness) to the extent necessary to determine compliance with standards

· An exit interview will be held with the assessment team, CEO, Program Manager, and any other personnel the CEO deems appropriate

Entry Interviews
Entry interviews serve as an introduction between the assessors, CEO and agency staff.  During this interview, the Team Leader will explain the Committee’s philosophy, give assessor’s backgrounds, and define procedures for conducting the assessment.  

Agency Orientation
An agency orientation or tour is conducted to familiarize the team with the agency’s facilities and serves to identify key personnel who may be interviewed later during the assessment.  All components, functions and areas the assessors would be expected to visit during the course of the assessment can be scheduled at the time the review of the applicable chapter is being completed.  If some facilities are offsite, they may be saved until later when the assigned assessor can arrange a visit.  While the purpose of the tour is not necessarily to determine compliance with standards, but rather to familiarize the team with the facility and staff, assessors may observe compliance with some standards during the tour and eliminate the need for a return visit later.
Suggested components to examine include:

•
Property and Evidence

•
Training

•
Records

•
Communications

•
Internal Affairs/Discipline

•
Personnel/Recruitment

•
Holding Areas

•
Vice/Narcotics/Intelligence

File Review
Standard compliance involves building individual file folders for each standard.  Agencies develop proofs of compliance and place this documentation in a standard file folder to facilitate compliance verification.  In preparation for the On-site, the Program Manager will have the On-site files available in a work area for the Assessors.
Program Managers are taught to prepare their file folders in a manner that facilitates easy review by assessors.  Each file folder must contain a Document Submission Form (DSF) with the proofs of compliance immediately following.  Usually, the file will contain The DSF, a copy of the agency’s policy if required, and then proofs of compliance with that policy. 

The DSF lists the standard number, the actual standard statement, a listing of the proofs of compliance included in the file, and an Evaluator’s Review section.  The assessor will sign and date each DSF and initial the Standard Check sheet for each file accepted.  Comments concerning file contents or level of compliance can be added to the form.  
Some agencies use electronic files.  If the DSF can be signed electronically by the assessor, that is acceptable.  If the files are locked and cannot be signed, the Program Manager will need to provide a copy of only the DSF for each file to be signed by the assessor.  The Program Manager will then scan those DSF’s into the electronic file.

Proving compliance with the standards is the agency’s responsibility.     Agencies are urged to focus on documenting compliance by supplying written directives and other written documents. Interviews and observations may supplement written documentation or serve as primary proofs of compliance where indicated. 

The burden of proof regarding compliance rests with the agency.
Assessors will be assigned chapters of standards by the Team Leader based on interest and expertise.  During the assessment, a systematic review of those files are undertaken.  The Committee expects compliance by the agency with both the “letter” and “intent” of each standard and expects assessors to judge the agency’s compliance to the best of their ability.

The Evaluator’s Review section is listed on the DSF is a recommended guideline and the agency is strongly encouraged to meet them.  Compliance with the standard can be proven in other ways, unique to the agency, and assessors are required to be open-minded to any proof provided.
Assessors are required to resolve questions concerning agency compliance or noncompliance by a “team approach”.  Assessors should discuss any problem encountered concerning compliance with a standard with other team members. Team decisions will help avoid individual biases caused by misinterpretation or misunderstanding. Team concurrence strengthens the decision.  The Team Leader will confer with the agency Program Manager regarding any non-compliance issues and seek resolution.
If problems are not resolved with the agency, the Team Leader must confer with the Program Director before finding the standard in noncompliance.  If the team and the agency cannot come to agreement regarding the standard in noncompliance, the issue will be reported in the Final On-site Report and the Recognition Committee will review and settle the dispute by issuing a decision.  

The agency will be given the opportunity to resolve all problems discovered during the assessment, if possible.  Additional paperwork may need to be submitted to the satisfaction the team during the assessment, or after the assessment but prior to Committee review.  In rare cases, a second assessment may be authorized, if needed.  

Personnel Interviews
Interviews should be conducted with the intention to make the best use of available time. Assessors should use their discretion to formulate questions or identify topics of discussion that will help determine compliance as conclusively as possible. 
A ride-along with patrol personnel is encouraged and may be considered an interview. Interviews should be coordinated through the Program Manager and will be recorded in the Final Report.
This phase of the assessment process also serves the important function of providing access to the Assessors by the agency's personnel.  “Seeing and being seen” lends credibility to the process and removes it from the “paperwork only” realm.  Assessors will accurately record the names of all personnel interviewed to be included in the Final Review Report to the Committee.
Exit Interview
The team will finish the assessment with an exit interview with the CEO.  The Team Leader and team members will relay any pertinent observations resulting from the assessment along with a general verbal summary of the team’s recommendation for recognized status or not.  The agency should be reminded that the final determination is made by the Committee and not the On-Site Review Team. This recommendation will be formally made in the final written report submitted to the Committee.  The verbal report given at the exit interview should not differ significantly from the findings in the final report.  If there are standards remaining that require follow-up, it is imperative that there be no misunderstanding of their status and what is expected from the candidate agency.  The CEO should be advised that a single copy of the final report will be mailed once it is processed by Committee staff.
Final Report
The assessment team’s final task is the submission of a report to the Committee, outlining and summarizing all activities conducted during the assessment and indicating their recommendation for Recognized status.   The Team Leader coordinates and prepares this report, which reflects the entire team’s perspective on the agency’s ability to comply with the standards.

The starting point for a good final report is clear, concise notes taken by each assessor describing any adjustments made to standard files during the on-site.  Assessors will utilize the Document Submission Forms (DSFs) to verify compliance with all applicable standards for candidate agency records. Assessors’ notes and observations can also be placed on the forms. The Team Leader may collect copies of the original and revised written directives, and copies of revised DSFs for assistance in writing the final report.
Any collected paperwork will be sent to Program Director along with the final report, when completed. 
Exemplary projects, if any, should be included.  The Committee is always looking for policies, projects, or procedures that are unique, unusual or innovative.  These projects may be featured in the Program newsletter, so information collected concerning these items should include the name and number of a person to contact for additional information.

The format for the Final Report and a recent example will be furnished to the Team Leader.

Committee Review
Unless an unusual circumstance exists, the Committee will be sent an electronic copy of the Final On-Site Report and will vote electronically.  The Committee Chair will send the reports and record votes as they are received.  The Committee Chair will then notify the Candidate Agency of their status.
If unusual circumstances exist where the Committee needs to meet and discuss an issue, the Committee Chair may delay the vote until the Committee is able to meet and vote on an agency status.
Presentation
Typically, the Recognition Certificate will be shipped to the agency within two weeks of attaining Recognized status.  A formal presentation of the certificate can be planned at any time.  The agency will also be recognized by their peers at the TPCA Annual Conference.
CHAPTER 9     BEST PRACTICES or STANDARDS

The first edition of the Texas Law Enforcement Best Practices Manual had 152 standards. The Recognition Committee takes their job seriously in keeping the Best Practices up to date and achievable.  One goal of the committee is to keep the Standards Manual reasonable in length.  Standards, for example, are not added to the Manual for the sake of adding standards.  The goal of the Recognition Program is to raise the bar for law enforcement in the State of Texas.  
Composition

Each standard is composed of the standard number and title, whether the standard is approved for electronic submission, the standard statement, a discussion, and items needed for proving compliance.
The standard number and title identifies the Best Practice.
(E) indicates the standard is approved for electronic submission.  (V) indicates the standard will be reviewed on-site only. And (EV) indicates the standard is approved for electronic submission but will be reviewed on-site as well.  (EV) standards typically have some aspects which may require visual observation or review of more extensive files.
The standard statement is the definitive requirement or requirements which must be met by the agency.  The agency must show compliance with each part of a standard if the standard contains multiple parts.  Some standards require a written directive.  Others may only require an action, activity, inspection, or report.  Most standard statements indicate what the agency must address or perform, but usually allow great latitude in determining how to do it.
The Discussion, if present, is an explanation of the standard and may contain a discussion of possible methods of compliance with the standard.  The discussion provides the agency and assessors with minimum levels of performance for acceptance.  Agencies are expected to comply with the minimum levels of performance or the equivalent.
Proof of Compliance is a listing of the items or methods that are needed to show proof of compliance with a standard.  If the standard statement requires a written directive, a written directive must be submitted.  If a written directive is not required by the standard statement, the method of proof is the choice of the agency. Sufficient evidence must be provided to prove compliance with the standard.  The Evaluator’s Review section of the Document Submission Form also contains the requirements for acceptance.
What is a Written Directive?
The definition of a Written Directive is: “Any written documents used to guide or affect the performance or conduct of Agency personnel.  Written directives may include agency policies and procedures, general orders, special orders, standard operating procedures, City policies, Texas statutes, and other instructional manuals.  A memorandum from the Chief can even serve as a Written Directive if it is properly distributed.
What is a Proof of Compliance?

In addition to standards requiring a written directive, all standards must contain proof that the agency is meeting the standard or following their written directive.  This “Proof” can include documents where officers have signed for or been trained in the directive, copies of training lesson plans and training sign-in sheets, memoranda, logs, rosters, newspaper articles, photographs, videos, and completed forms and reports.  Interviews combined with on-site observation of an operation can also be used as proof of compliance.
Standard Interpretation during File Review
If the standard states that the “agency has a written directive that….”, then the file must contain a written directive.  If a standard does not specifically require a written directive, the agency only has to prove that it complies with the standard.

The “Proof of Compliance” section of the standard provides recommended means for the agency to demonstrate compliance with standards.  These are included to help the Program Manager and others involved in the process to understand the type and sufficiency of proofs necessary to demonstrate compliance.  

Applicability
Standards may or may not be applicable depending upon the functions performed by the agency.  Assessors must review all standards to identify those that are not applicable by function.  For example, if an agency does not perform the court security function, then the chapter dealing with court security becomes not applicable (N/A).  
However, Chapter 9 Communication and Chapter 12 Property and Evidence apply to all agencies regardless of whether they perform those functions themselves of if it is done by another agency.  If they are done by another agency, the on-site team members will have to travel to that agency to view compliance.

Chapter 10 also has a number of standards that apply to all agencies even if they do not have a holding facility.  Those are discussed in the Chapter introduction in the Standards Manual.
Assessors can now accept holding facilities operated by another currently Recognized agency in the same manner county jails are accepted without site visits.  The same applies to a communications center that is run by an agency that is already recognized.  Assessors must ensure that the candidate agency completes these files.  These files should not be considered N/A by the candidate agency.  
There are also a number of standards that begin with an “if” statement that indicates a conditional requirement.  If the agency does not perform that function, the standard becomes N/A.
Assessors will verify that functions are not applicable during the on-site assessment.  
How Much is Enough?

Assessors are always faced with the question of how much proof is enough.  If a written directive is required, it must be present and it must clearly address all requirements of the standard.  For instance, if the standard says:

· “The agency has a written directive on training its sworn personnel at least annually in the proper use of deadly force and the use of any firearm used in the course of law enforcement duties” 
and the written directive says:

· “the department will train all sworn personnel in the use of deadly force and the use of any firearms used in course of law enforcement duties before officers are allowed to perform any law enforcement duties.”

Then the written directive does not meet the standard because the standard requires at least annual training.  Each part of the standard must be met.  The written directive and proofs also must clearly prove compliance – they should not require assumptions or interpretation and the proofs submitted must be clearly explained on the Document Submission Form.
The files and proofs submitted should be evaluated to a level of “Reasonable Assurance.”
Reasonable Assurance is the level where the reviewing officer feels confident of the agency’s compliance with a Standard.  It does not require absolute proof of compliance for every officer or every program within the department.  
The Evaluator’s Review section of the DSF provides guidance to assessors in what is required for acceptance.  However, the agency may choose to use other means of proof.  The assessor must remain flexible and be open to other forms of proof.  The Committee assumes the assessors will assure themselves that the candidate agency meets the standards.  If there is any concern that the agency may not be meeting a standard, the assessors should discuss the issue and are free to request additional proof if necessary to confirm compliance.

CHAPTER 10    THE LAST WORD
Representatives of the Texas Police Chiefs Association

When you visit a candidate agency, in the mind of that agency, you are the formal representative of the Texas Police Chiefs Association.  As such, your behavior must be above reproach.  The Recognition Program has established a Code of Ethics for Assessors and other Program Staff. (Attachment #1)  Assessors are expected to abide by this Code of Ethics and ensure their behavior; language, actions and attitude reflect the very best of the law enforcement tradition.

Confidentiality

Assessors will keep confidential any and all information gained or learned from an on-site evaluation of an agency except as required in the preparation of the Final Report.  Assessors will refrain from making statements about how various actions are performed in their own agency.  Assessors may seek permission from a candidate agency to copy or use and idea, policy, form, or other operation, for use in their own agency.

Assessors who observe an exceptional program in operation should seek the department’s permission to describe the program in their final report for distribution to other agencies.

Attire

Assessors conducting Initial Visits and Initial Compliance Reviews may wear business casual clothing or their own department uniform when visiting other agencies.

Assessors conducting Final On-Site Reviews should wear business attire during the on-site assessment.  Suit jackets and Coats may be removed while reviewing files in an office setting but should be worn during any interview or inspection to provide the agency with a clear understanding of the importance with which we view the program.
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