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EXECUTIVE SUMMARY 
 

Evaluating the WSPD Crime Gun Intelligence Center Grant 

In response to the increase in violent crime and specifically gun crime in Winston-Salem, the 

Winston-Salem Police Department (WSPD) established a crime gun intelligence center.  The 

WSPD Crime Gun Intelligence Center activities were supported by the Fiscal Year 2019 Crime 

Gun Intelligence Center (CGIC) grant from the U.S. Department of Justice Bureau of Justice 

Assistance.   

To meet the requirements under this grant, the WSPD CGIC Initiative was created.  This 

initiative has been supported by a cohesive infrastructure that includes technology, specialized 

investigation, ballistic evidence collection & processing, and partnership with external agencies.   

The majority of these initiative components resulted from WSPD’s CGIC Strategic Action Plan, 

which created an actionable design for implementing key CGIC elements.  

The Strategic Action Plan included establishing policies and procedures, additional training 

information sharing, and new personnel.  The Strategic Action Plan was reviewed and approved 

by an external team of training and technical assistance providers who partner with the Bureau of 

Justice Assistance.  During the grant period, progress was monitored through monthly meetings 

attended by WSPD personnel and team members from the technical assistance providers. 

This report provides a chronological narrative of the grant-funded WSPD CGIC Initiative along 

with data and statistics relevant to the project.  All CGIC data and statistics were collected and 

maintained by WSPD’s crime analyst assigned to this project. 

The original project period for this grant was October 2019 through September 2022.  The site 

visit from technical assistance providers for developing the Strategic Action Plan and the 

procurement of a gunshot detection system (per federal and local procurement requirements) 

took several months.  Because of this, the tracking of statistics was not able to begin until August 

2021 when the project was fully operational.  Furthermore, because several performance metrics 

had not been tracked before the awarding of this grant, and therefore pre-award and post-award 

data was not available for those metrics.   

Among the key findings in this report are: 

• Consistent performance measurement.  The recommendations addressed in the 

Strategic Action Plan, along with the required tracking and reporting of performance 

metrics necessitated the need to track and capture data, which gave WSPD opportunities 

to re-examine its approach to gun violence based on this data.  Metrics in this analysis 

report will allow the Department to continue revising and developing policies and 

procedures that will enhance gun violence reduction efforts.  
 

• Improved case load summaries and overall investigation.  The CGIC Initiative has 

created a more streamlined and cohesive approach to incident response, investigation, 

and the possible prosecution of offenders.  This grant has allowed additional technology, 

regular intelligence sharing with external partners, and additional personnel dedicated to 

all aspects of this initiative, including investigative work, administration, and the 

National Integrated Ballistic Information Network (NIBIN). With additional personnel 
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dedicated to NIBIN activities, WSPD has had consistently high percentages of NIBIN 

acquisitions within 10 days of the offense.  Between January 2020 and September 2023, 

38 of the 86 months reported 80% or higher for acquisitions entered within the 10-day 

mark.    
 

• Benefits from the use of a gunshot detection system.  WSPD has been using 

ShotSpotter gunshot detection technology since August 2021.  Performance data shows 

multiple benefits from the use of this technology: 
 

▫ Enhanced response.  Dispatch delay was significantly less with ShotSpotter alerts 

compared to Priority 2 calls.  Dispatch delay for ShotSpotter alerts averaged only 

3.85 minutes, compared to 10.7 minutes with Priority 2 Calls.  Officer travel time for 

ShotSpotter alerts was faster, averaging 6.25 minutes compared to 9.08 minutes with 

Priority 2 calls.  An average of 44.4 minutes were spent by officers at crime scenes 

generated by ShotSpotter, compared to 37.10 minutes spent at crime scenes prompted 

by Priority 2 calls. 

 

▫ Increase in reported gunshot incidents. The majority of gunshot incident responses 

within the ShotSpotter coverage area were initiated from ShotSpotter alerts versus 

citizen 911 calls.  Of the 3,014 ShotSpotter alerts between August 2021 and 

September 2023, only 644 of these alerts were also reported via citizen 911 calls.   

To put this data into percentages, only 21.4% of the ShotSpotter alerts between 

August 2021 and September 2023 also had citizen 911 calls.   

 

▫ Increase in evidence collection & NIBIN Leads.  ShotSpotter’s technology of 

“pointing” to where shots are fired has made it easier to locate ballistic evidence.  The 

increase in evidence collection is also a result of a more thorough processing of crime 

scenes.  The increase in evidence collection also resulted in more NIBIN leads and 

connecting incidents that would not have been linked without the evidence. 
 

▫ Lives saved.  In two instances, had the ShotSpotter system not alerted law 

enforcement to the shooting, the victims would most likely have died, since neither of 

these incidents were reported by citizen 911 calls.  When officers responded to the 

ShotSpotter alerts, they were able to render aid and request EMS, which ensured both 

victims were transported to a local hospital, where the person was treated for (and 

survived) life-threatening injuries. 
 

▫ Community Engagement is a fundamental tenet within the guiding philosophy of the 

Winston-Salem Police Department. WSPD actively encourages the community’s 

involvement in addressing the prevalent issue of violence.  Under the CGIC Initiative, 

the Department has embraced a multifaceted approach that implements various 

technologies and establishes numerous avenues for community involvement in 

combating crime.  With the integration of ShotSpotter, officers are now promptly 

informed of gunfire in the coverage area, which means a significant increase in police 

responsiveness, approximately 80% more responses than before. Consequently, 

residents who may have hesitated to report gunfire are witnessing a greater police 
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presence each time such incidents are detected. Moreover, officers, upon response, 

are actively engaging with residents by exiting their vehicles and initiating 

discussions about the incidents. This approach has led to a notable upswing in 

positive police-citizen interactions during times of heightened gun violence in the 

community. 

 

▫ Cost Benefits.  A 2022 report presented to Winston-Salem City Council estimated the 

use of the ShotSpotter gunshot detection system may save the community between $5 

million and $8 million annually.  This is based on an annual implementation cost of 

$230,000 - $350,000.  Based on these estimates, savings would be a return of between 

$15 and $25 for each dollar spent. (A cost savings analysis has not yet been 

completed for 2023.) 
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INTRODUCTION 

 

Over the last 30 years, gun violence has largely remained a serious problem across the United 

States.  Between 1993 and 2018, 71% of homicides were committed with a firearm.  During this 

same period, the majority of firearm violence involved the use of a handgun. i   

Throughout the last part of the 20th century, various gun violence reduction strategies were 

developed by U.S. Attorney’s Offices and the Bureau of Alcohol, Tobacco, Firearms, and 

Explosives (ATF).  These strategies were specific to the country’s violent gun crime problems, a 

collaboration with U.S. Attorney’s Offices, ATF, law enforcement agencies, and community 

stakeholders. ii  In 1999, Congress authorized the establishment of the National Integrated 

Ballistic Information Network (NIBIN).  As part of ATF, NIBIN provides agencies at the 

federal, state, and local levels with an automated ballistic imaging network.  NIBIN can capture 

and compare ballistic evidence that can help solve and prevent violent crimes involving firearms. 

NIBIN is considered vital to any violent crime reduction strategy. iii 

Additional efforts to reduce gun violence reduction have been developed since 1999.  A more 

recent approach adopted by multiple agencies in the United States is the Crime Gun Intelligence 

Center (CGIC) Initiative.  CGIC utilizes “interagency collaboration that focuses on the 

immediate collection, management, and analysis of crime gun evidence, such as shell cases, in 

real-time, to identify shooters, disrupt criminal activity, and prevent future violence.” iv The 

primary outcome of CGICs is identifying armed violent offenders for investigation and 

prosecution.    

The National Crime Gun Intelligence Center has published what it considers the seven effective 

CGIC elements for success:  
 

 1. Comprehensive Collection of Cartridge Cases and Crime Guns (ATF’s Comprehensive 

Evidence Collection)  CGICs are both most functional and effective when law enforcement 

personnel (e.g., patrol officers, crime scene technicians, investigators) are called to the scene 

of all gun crimes and collect cartridge cases and crime guns left at the scene. Response and 

evidence collection policies and procedures must be developed and implemented by law 

enforcement leadership and communicated to the responding personnel. It is also important 

for CGIC leadership to meet regularly to evaluate their strategic priorities and operational 

policies and to review performance.  

2. NIBIN Entry/Correlation and Crime Gun Tracing (ATF’s Timely Turnaround) Within 

24 hours of recovery, crime guns are processed for forensic evidence; test-fired cartridge cases 

and recovered crime scene cartridge cases are entered into NIBIN; and NIBIN correlations to 

associated crimes are identified. All crime gun trace requests are submitted through eTrace to 

the ATF National Tracing Center within 24 hours of recovery.  

3. Crime Gun Intelligence Analysis (Timely Turnaround) NIBIN leads and eTrace results are 

received by the CGIC for analysis.  The ATF, with support from local law enforcement, 

conducts a comprehensive analysis of all crime gun data collected from eTrace and NIBIN. 

This data is rapidly disseminated to investigators to ensure appropriate linkage of crimes to 

unlawfully used firearms and suspects. Examples of dissemination tools include NIBIN Lead 
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Referral Sheets and CGIC Bulletins that provide valuable information to law enforcement 

officers.  

4. NIBIN Lead/Hit Assignment and Analysis (Investigative Follow-Up and Prosecution) 

NIBIN leads/hits are triaged and immediately assigned to investigators.  All crime gun data 

generated by NIBIN and eTrace is uniformly examined and investigated by CGIC partners to 

ensure that information is shared with all CGIC stakeholders.  ATF, local law enforcement, 

the local crime lab, state and federal prosecutors, and parole and probation should be included 

as CGIC partners to leverage their investigative capabilities. Parole and probation intelligence, 

including GPS monitoring data in the proximity of firearm-related crimes, should be used to 

identify violent offenders and unlawfully used firearms in violent crimes.  

5. Law Enforcement and Prosecution Collaboration and Offender Arrest (Investigative 

Follow-Up and Prosecution) All actionable crime gun intelligence generated by CGIC is 

rapidly disseminated to all partners and pursued, using all available resources in conjunction 

with state and federal prosecutors.  Local and federal prosecutors assist investigators by taking 

an active role in developing investigative strategies and providing investigators with resources 

needed to develop probable cause for offender arrest.  

6. State or Federal Prosecution (Investigative Follow-Up and Prosecution) A strong 

partnership and close collaboration between the local prosecuting attorney and the United 

States Attorney’s Office are critical to the effectiveness of CGIC operations.  A local and 

federal prosecutor should be dedicated to working exclusively with the CGIC to consistently 

support investigators and determine the venue of crime gun prosecutions.  

7. CGIC Feedback to Process Participants (Feedback Loop) All CGIC-related activities, such 

as NIBIN lead development and offender arrest and prosecution, should be tracked to measure 

CGIC outcomes and the impact on violent crime in the community.  Feedback to all process 

participants, including the responding officers who initially collected the ballistic evidence, 

must be timely and consistent in order to maintain and sustain the CGIC processes. v 

For purposes of the 2019 CGIC grant project and this report, the following are defined: 

• Crime Gun – any firearm possessed or used, or intended to be used, during or in relation 

to a crime. 

 

• eTrace – Electronic Tracing System. Internet-based system that allows participating law 

enforcement agencies to submit firearm traces to the ATF National Tracing Center 

(NTC). 
 

• NIBIN – National Integrated Ballistic Information Network. ATF’s NIBIN is the only 

interstate ballistic identification system that allows law enforcement partners to associate 

ammunition cases, crime guns, and crime scenes. 

 

• NIBIN Lead – a linkage of two or more gun crimes (shooting, crime gun recovery) 

through the utilization of NIBIN technology. 

 

• NIBIN Hit – a confirmed linkage of two or more-gun crimes (shooting, crime gun 

recovery) through the utilization of NIBIN technology made by two certified firearms 



   

 

7 
 

examiners. 
 

• CGIC Targeting – the definitive outcome of CGIC, which enables the identification of 

violent offenders, gun crime trends, gun crime density areas, at-risk Federal Firearm 

Licensees (FFLs) or gun dealers, and crime gun sources. The process enables precise 

investigative and enforcement strategies and enhances prosecution efforts. 

This report will outline the activities and practices implemented in developing the WSPD CGIC 

Initiative and provide numerical data recorded to measure its effectiveness.   
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BACKGROUND INFORMATION 

 

A History of Gun Crime & Gun Violence in Winston-Salem 

Winston-Salem is located in the 

North Central Piedmont region of 

North Carolina, spanning 134.7 

square miles. With a population  
of 249,562, Winston-Salem is the 

largest city in Forsyth County vi 

and the fourth most populous city 

in North Carolina.  The city is 

home to six colleges and 

universities including Salem 

College, the longest continuously 

running women's college in the 

United States, as well as the 

prestigious Wake Forest  

University and Winston-Salem 

State University.   

Winston-Salem experienced multiple hardships in the latter part of the 20th century and early part 

of the 2000s, with many factories and businesses closing and/or relocating overseas.  In the last 

15 years, the city has seen some small growth with an emphasis on arts and innovation in the 

Downtown Business District. Despite these small positive changes, Winston-Salem continues 

experiencing significant public safety challenges, specifically violent crime and gun crime.   

Over the past seven years, officers have left the field of law enforcement in droves and law 

enforcement agencies have struggled with recruitment efforts, leaving them grappling with how 

to protect their communities with fewer officers, becoming all the more challenging with the 

increase in gun violence.   Winston-Salem has not been immune to the surge in both gun crime 

and the nationwide staffing crisis.  As of December 2023, WSPD is understaffed by 100+ 

officers. Due to these shortages, the Department recently evaluated patrol staffing and had to 

revise the patrol schedule.  Officers are now working 12-hour shifts to ensure there is adequate 

coverage.  

Table 1 shows the steady rise in gun crime, robbery, and aggravated assaults (all types) per 1,000 

since 2015 in Winston-Salem. 
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2023 is already slated to be the deadliest year in history for 

Winston-Salem.  As of December 2023, WSPD has reported 

46 homicides for the year, and several weeks are remaining 

in the calendar year (see Table 2).     
 

Gun violence has re-emerged over the last several years as a 

critical issue facing communities in America.   A 2022 

report from the U.S. Center for Disease Control showed that 

between 2019 and 2020, there was a 35% increase in gun-

related homicides, and the largest increase in firearm 

homicides was among Black persons (39%).  Data from this 

report also showed that in 2020, counties with the highest 

poverty level had firearm homicide rates 4.5 times as high as 

counties with the lowest poverty level. vii  Winston-Salem is 

no exception.  Between 2019 and 2022, 56.5% or more of 

gun-related homicide victims have been Black.  During 2019 

and 2021, gun-related homicides have increased by 34.8%.  Between 2022 and 2023 (to date), 

there has been a 65.2% increase in gun-related homicides.  Winston-Salem’s poverty level in 

2020 was 18.4% with county data showing 14.3% of the population living in poverty.  This is 

above the national average of 11.4% .viii 

Since 2018, there have been 20 or more fatal shootings in Winston-Salem each year.   In both 

2019 and 2020, four juveniles (under the age of 18) were killed by gun violence (a total of eight 

children killed by a firearm).  In 2023, there 

have been six children killed by a firearm.  

Deadly gun violence has permeated into local 

schools and government workplaces in 

Winston-Salem.  In 2019 two City of Winston-

Salem employees were killed, and two others 

were injured, including a police officer, 

because of a workplace shooting.  Gunshots 

were reported at the Joycelyn V. Johnson 

Municipal Services Center, where an employee 

from the City Sanitation Department fired 

shots at a department colleague after an 

ongoing dispute.  

Just after noon on September 1, 2021, authorities were dispatched to Mount Tabor High School 

after a school resource officer reported a shooting.  The school was placed on lockdown, and a 

15-year-old student was transferred to a hospital with a gunshot wound, where he died from his 

injuries. Following an organized search lasting several hours, the suspect, a 16-year-old student, 

was apprehended and charged with one count of murder.  He is currently awaiting trial.   
 

Stolen firearms are also a significant problem for the city. During seven months in 2019, two 

Federal Firearms Licensee (FFL) dealers in the Triad region were targeted multiple times with 

many firearms stolen. This trend also continued in 2020.  Several local FFL dealers were broken 

into with multiple firearms stolen.  Several other dealers had break-in attempts.  In 2019, over 
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310 firearms were reported stolen, with only about 1/3 being recovered (103). There were an 

additional 50 firearms reported as stolen that were later recovered.   Stolen firearm data for 2022 

and 2023 shows a 10.3% increase compared to the same data for 2020 and 2021.  

A review of gun-related incidents in 2019 revealed that many of the guns used in Winston-

Salem’s shootings are being used repeatedly and passed around within loosely organized gangs 

or small groups. In 2019, 177 guns were identified as having been used in more than one 

incident.  Intelligence information driven by NIBIN indicates once a gun is used in a crime in 

Winston-Salem, it will again be used in a second, unrelated violent crime within approximately 

85 days.  A study on NIBIN in the State of New Jersey revealed that in instances where there are 

two shooting events linked by ballistics through NIBIN, 50% of the time a third shooting event 

utilizing the same firearm will occur within 90 days.  The rate at which the crime guns in 

Winston-Salem are being used again is even more frequent than in the New Jersey study. ix  

Police know some guns are being used in more than one crime, but putting the gun in the same 

person’s hand can be difficult. Additionally, the lack of cooperating victims and/or witnesses 

significantly impacts the ability of prosecutors to receive a conviction in a non-fatal shooting 

case.  

Two other major issues within crime gun investigation are ghost guns and straw purchases.  

Ghost guns undermine law enforcement.  Ghost guns have no serial numbers, which means that 

gun traffickers can purchase unlimited numbers of parts and kits and build unserialized, 

untraceable guns that can then be easily diverted into the criminal market.  This leaves law 

enforcement with no way to trace the firearms’ origin. These weapons are, by design, perfect 

crime guns.  Straw purchases involve someone who either (a) purchases a gun for another person 

who is prohibited by law from possessing one or (b) purchases a gun for someone who does not 

want their name associated with the transaction.  Straw purchase cases are very difficult to prove 

in court, as it is challenging to link the gun to a specific individual.  For example, a suspect can 

claim that a gun was stolen from their house or claim that they sold a gun to someone else and 

don’t know who that person was.   
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WSPD CGIC INITIATIVE 
  

The WSPD CGIC Initiative formally began in October 2019.  However, WSPD had begun 

implementing a few gun violence reduction tactics before this data began to be tracked under this 

grant.  (A project timeline is on Page 4.) 

In April 2019, WSPD created the Violent Firearms Investigation Team, which investigates 

violent crimes perpetrated by the use of firearms in Forsyth County and utilizes NIBIN to 

conduct investigations into violent firearm crimes. Additionally, the Violent Firearms 

Investigation Team allows NIBIN access to external agencies to enter ballistic evidence into 

NIBIN, thereby increasing its ability to connect gun crimes on a national level.  At its peak, the 

Violent Firearms Investigation Team had as many as six officers assigned to the unit, but staffing 

shortages in the Department required a reduction.  Currently, the unit is comprised of a WSPD 

Sergeant and four WSPD detectives.  Two of these detectives serve as ATF Task Force Officers 

for the Department. 

In the fall of 2019, the City of Winston-Salem was awarded the Fiscal Year 2019 Local Law 

Enforcement Crime Gun Intelligence Center Integration Initiative grant from the Bureau of 

Justice Assistance (hereafter, CGIC grant). The pursuit of this grant (and subsequent award) was 

the first of several strategies initiated to address recent surges in violent crime and more 

specifically, gun violence.  WSPD is one of 54 local sites to receive a Bureau of Justice 

Assistance CGIC grant.   

In 2018, representatives from WSPD visited the Chattanooga Police Department in Tennessee 

where they learned about the Department’s crime gun initiatives, including a NIBIN program 

and a real-time crime center. This visit catalyzed WSPD to develop its own crime gun initiative.   

After the CGIC grant was awarded, technical assistance providers from the Bureau of Justice 

Assistance conducted a site visit with WSPD in February 2020.  The technical assistance 

providers made several recommendations that were outlined in WSPD’s CGIC Strategic Action 

Plan.  Most of these recommendations were implemented, which is apparent from the effective, 

streamlined operations WSPD has conducted as a CGIC site.   

The goal of the WSPD CGIC Initiative is to disrupt gun violence through the consistent 

production of timely, precise, and actionable intelligence.  To provide valuable intelligence for 

investigations, the CGIC strategy recommends focusing on the most violent connected firearm 

offenders.  These offenders will be identified through a data-driven and forensics-led initiative as 

part of identifying, targeting, investigating, arresting, and ultimately prosecuting firearm-related 

offenders.   

This analysis report will focus solely on the activity of WSPD.  Under the 2019 CGIC grant,  

WSPD proposed incorporating four essential CGIC elements that were included in the approved 

Strategic Action Plan:   

 

1. Prioritize NIBIN cases  

• CGIC Priority Lead Cases – investigative leads involving the most recent and violent 

crimes with an identified suspect.  These cases include homicides, armed robberies, gang  
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involvement, recovered firearms, firearms trafficking, or ones having a CGIC target. 

 

• Investigative Lead Cases – investigative leads are provided to the case officers who  

originally investigated the case.  These cases can include shootings, violent armed 

robberies with shots fired, business armed robberies with shots fired, or cases with three 

or more incidents linked that have solvability factors. 

 

• District Lead Cases – provided to the district police officers and/or district NIBIN 

liaisons, who originally responded to and investigated the incidents of gun violence 

without the assistance of the Criminal Investigations Division. These cases can include 

gunshot detection alerts, shots fired, and shots fired at persons, vehicles, and dwellings.  

 

• Situational Awareness Lead Cases – investigative leads are provided to the district within 

which related NIBIN crimes occurred in order to increase situational awareness and assist 

with violence crime reduction deployment strategies. 

 

2. Identification of CGIC Targets 

• The WSPD Crime Gun Intelligence Center (CGIC) must act as a firearms intelligence 

center 

 

• WSPD will create a CGIC Intelligence Report (when appropriate) that identifies targets 

(individuals, groups, or locations) that have become a priority through the CGIC 

analytical process and NIBIN forensic analysis or pose a significant officer safety threat  

Investigative debriefs are conducted between members of the Department’s Investigative 

Services Bureau (Criminal Investigations Division and Special Investigations Division), 

Special Operations Division (Gang Unit), and Field Services Bureau (Street Crimes 

Units) to deconflict information and coordinate investigative efforts when shooters or 

shooting incidents overlap investigative areas of responsibilities. Periodically, the same 

units meet with external partners including state/federal prosecutor’s office, ATF, 

Homeland Security, Federal Bureau of Investigation, probation and parole, etc., 

reviewing incidents and discussing persons who have been identified as “Violent Impact 

Players.” Offenders and/or groups are identified and prioritized, and action plans are 

initiated. 

 

3. Collaborative Criminal Investigations 

• CGIC teams are assigned to conduct collaborative retrospective investigations to bring 

cases to a successful conclusion. 
  

• CGIC teams will utilize surveillance, confidential informants, and other alternative 

investigative techniques to target violent criminal firearm offenders.  
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• CGIC teams will conduct target debriefs to further investigative efforts. 

 

4. High Impact Prosecutions 

• Utilize the Forsyth County District Attorney’s Office and the Middle District of North 

Carolina U.S. Attorney’s Office to review and prosecute CGIC cases. 
  

• Intelligently seek federal prosecutions that have higher incarceration sanctions for 

targeted offenders. 

 

Gun Crime Reduction Unit 
 

WSPD created and implemented the Gun Crime Reduction Unit (GCRU) to help decrease the 

workload of patrol officers and reduce gun violence in the city.  GCRU is responsible for 

responding to and investigating gun violence crimes, specifically related, but not limited, to 

shootings and discharging firearms into an occupied dwelling and/or vehicle.  In addition, GCRU 

serves warrants on those offenders whose apprehension is not assumed by the Special Weapons 

and Tactics Team (SWAT).  GCRU is expected to engage in areas where gun violence is most 

prevalent to identify and arrest repeat offenders before additional gun violence occurs.  GCRU 

officers are trained and have the experience to conduct more in-depth investigations. 

 

Departmental Reorganization  

In 2023, both the Violent Firearms Investigation Team and the Gun Crime Reduction Unit were 

reassigned to the newly created Criminal Intelligence Bureau. The Criminal Intelligence Bureau 

was formed to integrate investigative resources and intelligence information, specifically 

focusing on gun crime and gang-related crime (Figure 2).  The Criminal Intelligence Bureau has 

two major divisions:   

 

• The Firearms Investigations and Intelligence Division is comprised of the Violent 

Firearms Investigation Team and the Real-Time Crime Center.   
 

• The Response and Enforcement Division includes the Gang Unit and the Gun Crime 

Reduction Unit. 

The Criminal Intelligence Bureau holds weekly intelligence meetings that are open to all 

Department personnel. The purpose of these meetings is to facilitate information sharing about 

violent crime, specifically gun and gang-related crime, with the appropriate personnel and 

investigative units in WSPD. 
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Figure 1 
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IMPACT OF THE WSPD CGIC INITIATIVE 
 

One of the most positive impacts of the 2019 CGIC grant is the required collection and 

maintenance of  CGIC data.  This requirement necessitated the capturing and tracking of data.  

This provided WSPD with opportunities to re-examine its approach to gun violence based on this 

captured data.  Metrics in this analysis report will allow the Department to continue revising and 

developing policies and procedures, thus continuing to improve gun violence reduction efforts. 

 

Violent Firearms Investigation Team 

Just before receiving the 2019 CGIC grant, WSPD established the Violent Firearms Investigation 

Team (VFIT) in April 2019.  In mid-2019, it began a NIBIN program overseen by VFIT.  The 

focus of VFIT is twofold:  (1) prioritizing and targeting shooters responsible for the majority of 

the gun violence within Winston-Salem and (2) taking guns off the streets.   

Qualitative evidence about the impact of VFIT includes: 

• Gun-related cases assigned to the unit receive a more thorough investigation.  These 

cases are investigated by officers with more experience and specialized training in 

firearm investigation. 
 

• VFIT has removed the heavy burden of additional follow-up investigation by patrol 

officers and allows them to return to patrol duties.  This has recently become more 

important with officer shortages in the Department.  

 

• The Department’s working relationship with CGIC partners has been bolstered, most 

notably with the U.S. Attorney’s Office, the Forsyth County District Attorney’s Office, 

and ATF.  Strengthening these partnerships has increased WSPD’s reach and its 

intelligence base.  Having a specialized unit that also collaborates regularly with external 

partners has created a more efficient, streamlined approach to firearm investigations. 
 

• A more robust working relationship with CGIC partners has helped WSPD create its 

Violent Impact Player (VIP) program in July 2022.  The VIP program uses unbiased 

statistics to identify dangerous, high-risk offenders and chronic offenders to whom 

multiple cases of gun violence can be attributed. 
 

• Upon recommendation of the technical assistance providers, two Department personnel  

(including the NIBIN Program Administrator) traveled to Hartford, Connecticut in 

October 2022 where they met with the Hartford Police Department to learn about their 

success with violent crime investigations.   Based on these best practices, WSPD began 

regularly hosting its Chronic Offenders meetings.  These monthly meetings are attended 

by various external partners, including the U.S. Attorney’s Office, ATF, Forsyth County 

District Attorney’s Office, probation and parole officials, Forsyth County Detention 

Center, Forsyth County Sheriff’s Office, and Winston-Salem/Forsyth County Schools.  

WSPD representatives who attend these meetings include VFIT members, NIBIN 

personnel, WSPD Gun Crime Reduction Unit personnel, and other WSPD personnel 

from the Criminal Intelligence Bureau and the Investigative Services Bureau.  
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During the Chronic Offenders meetings, there are multiple discussions about the 

investigation, arrest, prosecution, and rehabilitation of these frequent offenders.  This 

time is used to discuss specific offenders and decide whether to prosecute at the federal 

or state level, to share information about offenders and case linkages, and to share other 

intelligence. 

• VFIT incorporated additional layers to its comprehensive gun violence reduction strategy 

by adding straw purchase investigations and utilizing eTrace more frequently.  eTrace 

will be discussed in more depth later on in this report. 

 

• Regular CGIC training and information dissemination is conducted by VFIT.  CGIC and 

NIBIN training is now part of each Basic Law Enforcement Training cohort, and updates 

regarding CGIC, NIBIN, and WSPD’s gunshot detection system are disseminated 

through the Department’s policy dissemination software.  VFIT has also worked one-on-

one with individual members of the Forsyth County District Attorney’s Office to train 

them on these same topics. 
 

As part of the Violent Impact Player (VIP) program, VFIT shares reports monthly with 

WSPD officers about VIPs and whom to contact should anyone acquire intelligence 

about these individuals or respond to a case involving them. 
 

• WSPD recently created a Firearm Recovery Questionnaire form that it will begin using 

soon.  The use of this form will help ensure that the appropriate information is captured 

for proper investigative follow-up and prosecution. (Appendix A) 

 

• A dedicated crime analyst has been assigned to VFIT since its inception, and he has been 

responsible for tracking all CGIC statistics.  The analyst also works with other crime 

analysts assigned to the WSPD Real-Time Crime Center and the Investigative Services 

Bureau.  With this dedicated position, WSPD is creating and sharing customized firearms 

data. 

 

NIBIN Program 

WSPD acquired its own NIBIN station in 2018.   Procuring the NIBIN station was crucial to 

augmenting firearm investigations.  Before 2018, WSPD had to drive 25 miles to the neighboring 

city of Greensboro where staff used the ATF’s NIBIN station.  This process was expensive and 

time-consuming, since WSPD was driving multiple times each week to and from Greensboro to 

perform NIBIN entries and also share NIBIN access with other agencies.   

VFIT assumed responsibility for the NIBIN program in May 2019 when WSPD was accepted as 

a NIBIN National Correlation and Training Center agency.  This has improved WSPD’s NIBIN 

program, especially the speed and accuracy of both NIBIN entries and image analysis.  The 

National Correlation and Training Center provides consistent, timely ballistics analysis and 

correlation services to federal, state, local, and tribal law enforcement within 24-48 hours to 

more than 1,400 participating law enforcement agencies across the nation. This accounts for 

roughly 30% of all ballistic image acquisitions in the United States. x 
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In October 2019, WSPD added a NIBIN Program Administrator position.  In addition to this 

position, the program is also supported by NIBIN technicians.  The number of NIBIN 

technicians has fluctuated.  Initially, two part-time technicians were hired in April 2020.  By July 

2022, these part-time positions were replaced with one full-time technician who was hired.  In 

August 2023, a second full-time NIBIN technician was hired to meet the workload demands.   
 

The ultimate goal is for WSPD to have a regional NIBIN program, where other agencies can 

utilize WSPD’s NIBIN equipment ballistic evidence entries.  A regional NIBIN “hub” has the 

potential for linking gun crimes across the Triad region (cities of Greensboro, High Point, 

Kernersville, and Winston-Salem) and thus increasing the solvability of crimes that involve 

firearms. 

 

Results of VFIT Activity 

As was previously outlined, the WSPD CGIC Initiative has created a more streamlined, effective 

approach to gun crime investigation.  This finding is supported by the data reported by VFIT 

between January 2020 and September 2023 (Table 3 and Table 4).  Some of the statistics for 

2023 have been affected by staffing shortages.  Two vacant positions in VFIT have not been 

filled. 

 

Table 3     

WSPD Annual eTrace Data (2021-2023) 

     

 2021 2022 2023 Total 

Crime Guns Entered in eTrace 1,334 1,408 1,253 3,995 

Entries Resulting in eTrace Hit 690 1,152 884 2,726 

 

Table 4 

WSPD Investigative Data (2021-2023) 
     

 2021 2022 2023 Total 

Cases Referred to CGIC Investigative Team 155 87 79 321 

Cases Investigated by CGIC Team - Cleared by 

Arrest or Exceptional Means 
65 46 45 156 

Suspects Identified in CGIC Cases 110 98 153 361 

Suspects Arrested in CGIC Cases (State Level) 52 67 83 202 

Suspects Arrested in CGIC Cases (Federal Level) 52 6 49 107 
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NIBIN Program Data 

Prior to the 2019 CGIC grant award, WSPD did not capture all the measurable data that it began 

to track as part of this grant program (and still tracks as part of its CGIC approach).  Because of 

this, most data cannot be displayed in terms of pre- and post-award periods.  Nevertheless, the 

data provided below in various formats demonstrates the proactive, intelligence-led approach of 

WSPD to gun violence. 

 

NIBIN Acquisitions & NIBIN Leads 

In late 2019 and early 2020, WSPD began consistently tracking NIBIN data based on entries 

using the NIBIN acquisition station it purchased in 2018.   

Recording of NIBIN acquisition data began in 

2020 when 2,351 cartridge cases were entered into 

NIBIN for the year (Table 5).  This number has 

continued to increase each year: 2,578 acquisitions 

in 2021; 3,135 in 2022; and 2,567 acquisitions 

through September 2023.  NIBIN entry data 

reflects a combination of both evidence casings and 

test fires.  

For cartridge case acquisition, WSPD has consistently recorded a high number of cartridge case 

acquisitions.  There were 1,665 cartridge case NIBIN entries in 2021.  January 2021 was the 

busiest month with 301 cartridge case entries.  In 2022, there were 1,824 cartridge cases entered 

into NIBIN (196 in October alone).   As of September 2023, WSPD had recorded 1,260 cartridge 

case NIBIN entries, slightly lower than this same nine-month period in 2022.  January 2023 had 

the second-largest number of monthly cartridge case entries since WSPD began recording this 

data, with 218 cartridge case entries (see Figure 2). 

 

Figure 2 
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WSPD first began collecting test fire statistics in January 2019.  During this first year, WSPD 

recorded 727 test fires (2019).  In 2020 and 2021, there were 1,086 and 1,014 test fires 

respectively.  Data for 2022 shows 1,311 test fires; and for 2023, there were 1,092 test fires 

through September 2023.  January 2023 was the highest month during this period with 218 test 

fires (see Figure 3). 
 

Figure 3 

 

The tracking of both cartridge cases and test fires did not begin until September 2020 when 

WSPD added cartridge cases to its data collection.  In 2021, there were 2,679 NIBIN 

acquisitions.  WSPD reported 3,135 acquisitions in 2022 and 2,352 thus far in 2023 (through 

September).  January 2021 was the busiest month with 397 NIBIN acquisitions.  The second-

highest month was January 2023 when 329 NIBIN acquisitions were reported (Figure 4).  

 

Figure 4 
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Supported by a NIBIN Program Administrator and two NIBIN technicians, the Department’s 

NIBIN program has contributed to timely, efficient NIBIN acquisitions.  WSPD has reported 

consistently high percentages of NIBIN acquisitions within 10 days of the offense (see Figure 5).  

Between January 2020 and September 2023, 38 of the 45 months reported 80% or higher for 

acquisitions entered within the 10-day mark.   The lowest percentage reported was 73.6% in both 

August 2021 and September 2022.   

 

Figure 5 

 

  

Consistently high amounts of ballistic evidence entered into NIBIN have been linked to other 

cases because of the steady number of NIBIN entries performed by the WSPD (Figure 6). 

 

Figure 6 
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eTrace  

The technical assistance providers encouraged WSPD to increase its use of eTrace.  The 

Electronic Tracing System, also known as eTrace, is an internet-based system where 

participating law enforcement agencies can submit firearm traces to the ATF National Tracing 

Center.  The benefits of eTrace include: 

 

• Significant reduction in turnaround time  

• Time required to process a trace request 

• Increase in the overall number of crime guns traced  

• Improved data quality of trace related  

• Information through real-time data validation xi 

 

One of the two NIBIN technicians is responsible for eTrace submissions.  Since increasing its 

use of eTrace, WSPD has entered just under 4,000 crime guns between January 2021 and 

September 2023 (Table 6).  68% of these entries have resulted in a hit in the eTrace system. 

 

Table 6     

WSPD Annual eTrace Data (2021-2023) 
     

 2021 2022 2023 Total 

Crime Guns Entered in eTrace 1,334 1,408 1,253 3,995 

Entries Resulting in eTrace Hit 690 1,152 884 2,726 

 

Gunshot Detection Technology 

One of the primary activities for this grant project was the purchase of a gunshot detection 

system.  ShotSpotter, Inc. was selected as the vendor.  On August 19, 2021, ShotSpotter was 

deployed in the city, covering an area of three-square miles.  This confidential coverage area is 

selected based on its heavy concentration of gun violence. 

The efficacy of ShotSpotter in Winston-Salem can also be seen in the following areas: 
 

• Faster response time.  Since its use, ShotSpotter has remarkably reduced dispatch times, 

as it bypasses the 911 system and directly dispatches gunfire alerts to officers.  Figure 7 

shows the average time in seconds for dispatching calls, traveling to an incident, and the 

time spent at the scene for investigation and processing. Additionally, WSPD utilizes the 

Live911 platform, which allows officers in the field to hear 911 emergency calls in real 

time and identify precise caller locations.  WSPD defines Priority 1 calls as involving 

life-threatening incidents and having a corresponding 911 call for service.  Priority 2 calls 

are defined as those that are not in progress, not life-threatening, or don’t involve 

imminent danger).  Priority 2 calls have occurred recently enough that either quality 

evidence can be obtained, and/or the call could escalate to a more serious incident if not 
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handled by WSPD. 
 

Figure 7 

 
 

• Accurate locations.  Studies have shown that gunshot detection systems improve law 

enforcement response, as gunshot detection systems provide more accurate locational 

data than citizen reports. xii Since the deployment of ShotSpotter, the technology has 

provided officers with locations and maps of reported gunfire that they can access using 

mobile devices.  Citizens who report gunfire cannot always provide an exact location of 

where they think the gunshots came from.  Nor can they always supply an accurate 

number of gunshots that they believe they heard.  ShotSpotter alerts and its mapping 

technology have increased the amount of ballistic evidence collected for NIBIN 

acquisition.  The accuracy has also helped WSPD locate victims and witnesses more 

quickly.  

 

• Better evidence recovery & case investigation.  Reports in recent years indicate that 

there is a correlation between police having a more exact location and both the retrieval 

of shell cases and the ability to perform link analysis of firearms. xiii   Figures 10, 11, and 

12 in the Success Stories section are where ShotSpotter and the WSPD CGIC Initiative 

were integral parts of incident response, investigation, and subsequent arrests.   
 

• Community Engagement is a fundamental tenet within the guiding philosophy of the 

Winston-Salem Police Department. The Department actively encourages the 

community’s involvement in addressing the prevalent issue of violence.  Under the CGIC 

Initiative, the Department has embraced a multifaceted approach that implements various 

technologies and establishes numerous avenues for the community to be involved in 

combating crime.  With the integration of ShotSpotter, officers are now promptly 

informed of gunfire in the coverage area, which means a significant increase in police 

responsiveness, approximately 80% more responses than before. Consequently, residents 

who may have hesitated to report gunfire are witnessing a greater police presence each 
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time such incidents are detected.  Upon response, officers are actively engaging with 

residents by exiting their vehicles and initiating discussions about the incidents. This 

approach has led to a notable upswing in positive police-citizen interactions during times 

of heightened gun violence in the community. 

 

WSPD made its first ShotSpotter presentation to the Winston-Salem City Council in 

2023.  These updates help ensure that city leaders and the community are informed about 

the use of ShotSpotter and its impact on public safety. 

 

• Increased reporting of gunfire.  A recent report showed that 80% of gunfire in the 

United States goes unreported by community members.  This same report suggested that 

based on this statistic, it would be natural to assume that gunshot detection systems lead 

to more police responses to gunfire, but this is not the case.  Researchers found that 

gunshot detection system alerts involve a smaller percentage of assaults and homicides 

than 911 calls from citizens, suggesting that ShotSpotter alerts may lead to a higher 

number of reported gunfire but not necessarily reported assaults and homicides. xiv 
Data from law enforcement agencies indicates that in coverage areas where it is 

deployed, a gunshot detection system will initiate more alerts than citizen 911 calls. xv  

This trend appears to be consistent in Winston-Salem.  The majority of gunshot incident 

responses within the ShotSpotter coverage area initiated from ShotSpotter alerts rather 

than citizen 911 calls (see Figure 8).   

 

Figure 8 

 

 

Between August 2021 and September 2023, only 644 alerts were also reported via citizen 

911 calls.  To put this data into percentages, only 21.4% of the ShotSpotter alerts between 

August 2021 and September 2023 also had citizen 911 calls.  In 2021, there were 499 

ShotSpotter alerts compared to 111 alerts with 911 calls.  In 2022, there were 1,438 
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ShotSpotter alerts compared to 317 alerts with citizen calls.  There have been 1,077 

ShotSpotter alerts in 2023 (through September) compared to 216 alerts with citizen calls. 

(see Figure 9).   

 

Figure 9 

 

 

 

WSPD partnered with Atrium Health Wake Forest Baptist Hospital, a Level 1 trauma 

center to conduct an analysis of gunshot victims in the ShotSpotter using data provided 

by WSPD.  The analysis indicated that there has not been a statistically significant 

change in the gunshot wound patients from the ShotSpotter zip code compared to gunshot 

wound patients treated from the rest of the city.    

The surgeon overseeing this study acknowledged that using the zip code might not be as 

specific as using the actual ShotSpotter coverage area, but it was the best correlation to 

use for cross-referencing the hospital’s trauma registry. 

• Victim assistance. Victim assistance is one of the most significant benefits reported by 

WSPD between August 2021 and September 2023.   It is a secondary benefit of reduced 

response time, accurate location, and increased reporting of gunfire.  Figure 11 in this 

report’s Success Stories section describes one of two incidents where a life was saved due 

to faster response time from ShotSpotter alerts.  (A YouTube video about this life-saving 

incident can be found at https://tinyurl.com/35ezcnjw .) 
 

• Cost Benefits.  In a 2022 report presented to Winston-Salem City Council, estimates 

indicated that the use of the ShotSpotter gunshot detection system may save the 

community between $5 million and $8 million annually.  This estimate is based on an 

annual implementation cost of $230,000 - $350,000.  Based on these numbers, savings 

would be a return of between $15 and $25 for each dollar spent. xvi A cost-savings 

analysis has not yet been completed for 2023. (A copy of the 2022 cost-benefits analysis 

https://tinyurl.com/35ezcnjw
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can be found in Appendix B.) 

 

• Reductions in gun violence.  When gunshot detection technology was first implemented 

by civilian law enforcement agencies, one of the primary purposes was to reduce gun 

violence.  Studies to date have been inconclusive on whether this technology is successful 

in this aspect. xvii  At the time of this report, it is still too early to conclude whether the 

use of ShotSpotter has been effective in reducing gun-related crime.  Between 2020 and 

September 2023, there was little if any reduction in violent crime (Table 7).  

Furthermore, the COVID-19 pandemic is also a potential variable affecting the impact a 

gunshot detection system has had on gun violence and violent crime rates. 

 

Table 7   
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SUCCESS STORIES 

 

Success stories in this section demonstrate the effectiveness of the WSPD CGIC Initiative.   

 
 

Figure 10 
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Figure 11 
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Figure 12 
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Figure 13 
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CONCLUSION 

  

The National CGIC Initiative focuses on the immediate collection, management, and analysis of 

crime gun evidence in real time, helping identify shooters, disrupt criminal activity, and prevent 

future violence.  These National CGIC Initiative activities are accompanied by interagency 

collaboration.   

WSPD incorporated multiple CGIC elements, beginning as early as 2018.  Yet it was through the 

2019 Local Law Enforcement Crime Gun Intelligence Center grant that the majority of CGIC 

elements were implemented as part of the WSPD CGIC Initiative.  The initiative included 

enhanced collaboration with external agencies, use of emerging technology, greater evidence 

collection, case investigation, and information sharing, and more consistent performance 

measurement.  These activities were also bolstered by the Department creating specialized units, 

streamlining investigative procedures, and hiring additional NIBIN personnel.  They have made 

a measurable impact in getting guns and suspects off the streets, which is supported by the 

Success Stories section of this report. 

Additional evaluation will provide the opportunity to analyze data and identify areas for 

improvement related to policy and procedure and other practices.  WSPD intends to continue 

collecting and evaluating current performance metric data and tailor its policies and procedures 

accordingly.  WSPD personnel involved in this initiative will continue monitoring prosecution 

and sentencing data moving forward since it is too early to accurately measure this aspect of the 

WSPD CGIC Initiative during this project period.  Furthermore, WSPD will continue to provide 

annual updates to the Winston-Salem City Council to ensure that city leaders and community 

members stay informed. 

Aside from prosecution and sentencing data, the initiative has had a positive impact.  This report 

supports the conclusion that the WSPD CGIC Initiative has improved the Department’s response 

to gun violence, particularly from an investigatory perspective.   
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Appendix A  

 

WSPD Firearm Recovery Questionnaire 
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Appendix B  

 

2022 Cost-Benefit Analysis of ShotSpotter Gunshot Detection System in Winston-Salem 
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