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PURPOSE 

I. To provide guidelines for establishing an Early Intervention System to identify
employees who may require proactive intervention efforts, as per Attorney General Law
Enforcement Directive No. 2018-3.

II. To provide an effective procedure for Supervisors to document employee performance
and manage employee personnel records.

III. To provide a mechanism for employees to formally recognize coworkers’ performance.

POLICY 

I. It is the policy of the Bureau of Law Enforcement to provide early intervention to
employees who meet established criteria. The Bureau of Law Enforcement has a
responsibility to its employees and the community to identify and assist employees who
show symptoms of job stress or personal problems. Such symptoms may be exhibited in
on-the-job performance behaviors that results in complaints from citizens or may be
indicated in the frequency of use-of-force incidents.

II. The Bureau of Law Enforcement has existing programs available to assist employees,
including; Cop-2-Cop Assistance Program, and other counseling, which are available to
employees on a voluntary and policy mandated basis. In order to enhance these services,
the Bureau has implemented the Early Intervention Program (EIP).

III. It is the policy of the Bureau to provide for the protection and confidentiality of the Early
Intervention Program records maintained by the Bureau that are Personnel Records.

IV. Nothing in this general order shall be interpreted to diminish Bureau supervisors’
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responsibilities, as outlined in other Bureau written directives addressing officer 
evaluation, inspections, performance management or reporting requirements. 

 
 

PROCEDURE 
 

I. General 
 

A. The purpose of an Early Intervention Program is to detect patterns and trends 
before conduct escalates into more serious infractions. Employees, therefore, 
must understand that the EIP is a system for documenting employee performance, 
and not identical to the disciplinary process or formal discipline. Although it is 
possible that disciplinary action may be taken as a result of evidence that rules 
and regulations were violated, this is not the system’s sole role or even primary 
intent. Rather, the primary intent of the EIP is to address potential problems 
through appropriate management and supervisory strategies before formal 
discipline is warranted. 

 
B. “Guardian Tracking” software will assist the Bureau in performance 

documentation and tracking and in administration of the Early Intervention 
Program (EIP). It will assist supervisors in streamlining employee documentation 
and evaluation. Additionally, it will create a personnel file system that is readily 
available to the employee and easily transferred between supervisors. The system 
permits employees to precisely monitor their personal progress in meeting Bureau 
performance standards. 

 
II. Management of Hierarchy (Chain of Command) 

 
A. All Bureau employees shall be entered into the Guardian Tracking System 

software. Persons shall be classified within the hierarchy of the system according 
to their reporting requirements within the Bureau chain of command. 

 
B. Entries are viewable by the employee, his/her direct supervisor and Command 

level personnel in the direct chain of command. For example, an entry made in a 
Conservation Police Officer’s file will be viewable by the officer, the officer’s 
Lieutenant, Captain, the Deputy Chief and the Chief.  In this example, a 
Lieutenant from another district, would not have direct access to the entry. 

 
C. It shall be the responsibility of the Administrative Conservation Police Officer to 

monitor and update the hierarchy within the Guardian Tracking system. 
 

III. Incident Groups & Categories 
 

A. Incident groups and categories have been established, within the system, to 
monitor and document specific actions and behavior. Entries into the Guardian 
Tracking system must be made within one of the incident categories. Entries must 
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be made as soon as the incident is known.  The incident categories are created by 
the Bureau and categories may be added or removed at the discretion of the Chief 
or his designee. 

 
B. The incident groups and categories include: 

 
1. Attorney General Early Warning System 

 
a. At Fault Vehicle Crash: Vehicular collisions involving the officer 

that are formally determined to have been the fault of the officer. 
 

b. Cases or Arrests Dismissed: Cases or arrests by the officer that are 
rejected or dismissed by a court. 

 
c. Civil Action Filed: Civil actions filed against the officer. This entry 

is referred to the Internal Affairs Unit. 
 

d. Criminal Investigation: Criminal investigations of the officer or 
criminal complaints against the officer. This entry is referred to the 
Internal Affairs Unit. 

 
e. Domestic Violence Investigation: Domestic violence investigations 

in which the officer is an alleged subject. This entry is referred to 
the Internal Affairs Unit. 

 
f. Insubordination: Insubordination by the officer. 

 
g. Internal Affairs Complaint: Internal affairs complaints against the 

officer, whether initiated by another officer or by a member of the 
public. This entry is referred to the Internal Affairs Unit. 

 
h. Member Arrested: An arrest of the officer, including on a driving 

under the influence charge. This entry is referred to the Internal 
Affairs Unit. 

 
i. Neglect of Duty: Neglect of duty by the officer. 
 
j. Positive Drug Test: A positive drug test by the officer. This entry is 

referred to the Internal Affairs Unit. 
 
k. Sexual Harassment: Sexual harassment claims against the officer. 

This entry is referred to the Internal Affairs Unit. 
 
l. Suppressed Evidence: Cases in which evidence obtained by an 

officer is suppressed by a court. 
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m. Unexcused Absences: Unexcused absences by the officer.  
 
n. Use of Force Deemed Excessive: Any use of force by the officer 

that is formally determined or adjudicated (for example, by internal 
affairs or a grand jury) to have been excessive, unjustified, or 
unreasonable. 

 
2. General 

 
a. On Duty Vehicle Accident: Vehicular collisions involving the 

officer. 
b. Use of Force: Any use of force by the officer. 

 
3. Evaluation 

 
a. Leadership 
b. Performance Efficiency 
c. Performance Deficiency 

 
IV. Supervisor Responsibilities 

 
A. Supervisors are crucial to a successful Early Intervention Program. Lieutenants 

work with the individual employees on a day-to- day basis and may be the first to 
observe and document possible problems with job performance or job or 
personal-related stress. 

 
1. Such problems may be exhibited through excessive absenteeism, tardiness, 

use of unnecessary force, poor safety techniques, over aggressiveness, 
improper demeanor toward citizens, or equipment abuse. Although no 
particular set of criteria can determine job stress and/or performance 
problems, it is important that certain criteria be routinely reviewed as 
indicators of behavior patterns. 

 
2. Supervisors are required to report and refer incidents and events that meet 

the above criteria, along with any other problematic behavior observed, to 
their Captain and/or to Internal Affairs. 

 
B. The employee’s direct supervisors are responsible for making entries into 

Guardian Tracking and shall document any information potentially indicative of 
performance deficiency, including but not limited to: 

 
1. Aggressiveness 

 
a. Excessive or increased use of force on the job. 
b. Inappropriate surveillance activities. 



 

 
Early Intervention System-Guardian Tracking 
S.O.P.  12:04                                                 Page 5 of 9                                                    06/22/2020 

c. Unusually high incidences of physical altercations and verbal 
disputes. 

d. Citizen and fellow officer complaints of unwarranted aggression or 
verbal abuse. 

e. Inappropriate treatment of animals. 
f. On or off-duty officer injuries. 

 
2. Domestic violence related issues 

 
Monitoring, controlling or harassing the purported victim directly or through 
any other person. 

 
3. Deteriorating work performance 

 
a. Tardiness. 
b. Excessive absences. 
c. Drug/alcohol abuse. 
d. Vehicle collisions. 
e. Unexplained dismissal of court cases. 
f. Decrease in productivity. 
g. Rule infractions. 

 
C. Initial “Performance Deficiency” entries, requiring follow-up action, shall only 

document the occurrence and facts of the incident. A subsequent entry shall be 
made at a later date, as a related incident, documenting action(s) taken to address 
the deficiency. Follow-up entries may include “Remedial Training & Counseling” 
or “I.A.” cases. 

 
D. The Guardian Tracking system is not a substitute for face-to-face, supervisor to 

subordinate, discussions. Any entries into the system should also include a face-
to-face discussion between the employee and his/her direct supervisor. 

 
V. Chain of Command Responsibilities 

A. The Administrative Conservation Police Officer is responsible for administration 
and maintenance of the Early Intervention Program and Guardian Tracking 
software. 

 
B. Captains are notified, thru Guardian Tracking, of entries made within their chain 

of command. Captains are responsible for monitoring entries, discussing incidents 
with subordinate supervisors, and making recommendations for commendation 
and/or intervention.  Captains are also responsible for entering the following 
records: 

 
1. At Fault Vehicle Crash 
2. All records relating to their direct subordinates. 
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C. The Deputy Chief is solely responsible for entering the following records: 
 

1. Positive Drug Test 
 

D. The Lieutenant is responsible for entering all other records. 
 

VI. Early Intervention & Merit Review Flags 
 

A. The Guardian Tracking system is capable of monitoring the number of incidents 
entered for any given employee. A pre-specified number of incidents, within a 
pre-specified amount of time, will trigger a “flag” in the system. When a “flag” is 
generated, it notifies the employee’s direct supervisor, Captain in the direct chain 
of command, and/or the Internal Affairs Unit. 

 
B. The following areas have been identified by the Bureau as indicators of the need 

for specific attention by Command staff: 
 

1. Early Intervention Flag – Three (3) occurrences of any “Attorney General 
Early Warning System” in a 365-day period.  Guardian Tracking 
notification to Internal Affairs Unit. 

 
2. Administrative Review Flag – Three (3) occurrences of any of the 

following, in a 180-day period. Guardian Tracking notification to Upline 
Supervision. 

 
a. “On Duty Vehicle Accident” 
b. “Performance Deficiency” 
c. “Use of Force” 

 
3. Merit Review flag – Six (6) occurrences in a 180-day period including any 

“Awards & Recognition” and/or “Performance Efficiency” entries. 
Guardian Tracking notification to chain of command Lieutenant and 
Captain. Four (4) Merit Review Flags, or twenty-four (24) individual 
occurrences, within a calendar year shall be cause for consideration for a 
Bureau General Commendation. In such cases, the officer’s immediate 
supervisor shall review the entries, confer with the chain of command 
Captain, and make written recommendation to the “Awards Committee” 
for consideration. 

 
VII. Supervisory/Command Intervention 

 
A. The Lieutenant, Region Captain, and/or Internal Affairs Unit are notified, thru 

Guardian Tracking, of performance efficiencies and deficiencies and Review and 
Intervention flags. When a flag is generated, the Lieutenant is responsible for 
reviewing and initiating action to address any performance efficiencies or 
deficiencies, in accordance with Bureau directives. 
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B. Upon review, the Lieutenant shall make recommendations for action to the 
Region Captain and/or Internal Affairs Unit. Once a course of action is agreed 
upon, the Lieutenant shall enter the plan into “Remedial Training & Counseling”. 
Incidents requiring merit recognition or I.A. action shall be forwarded 
accordingly. 

 
C. Patterns of behavior potentially indicative of performance deficiency, or “early 

warning flag” alerts generated by the EIP, shall require: 
 

1. Discussion between the Region Captain and the affected employee’s direct 
supervisor to develop a course of action to address the deficiency. 

2. Meeting with the affected employee to discuss the incident. 
3. Notification to the Chief and I.A. Supervisor, who shall insure behaviors 

and/or deficiencies are addressed consistent with Internal Affairs policies. 
4. Written reports detailing the behavior and resolution, forwarded to the 

Chief and I.A. Supervisor, in five (5) duty days to determine discipline or 
other appropriate action. 

 
D. All facts and documentation related to an early intervention flag shall be 

reviewed, including but not limited to: 
 

1. Daily Activity Patrol Logs (DAPLs). 
2. Incident Report Forms (IRFs). 
3. Police Incident Reports. 
4. Criminal Complaints. 
5. Witness Statements. 
6. Discussions with other officers involved in the incident. 

 
E. The analysis of the facts should include consideration of the totality of the 

circumstances surrounding each deficiency/intervention flag. Additionally, the 
following factors should be considered: 

 
1. Determine what, if anything, could have been done differently to prevent 

the deficiency. 
2. Determine if there are any similarities between incidents. 
3. Determine if other possible indicators of stress are present, such as an 

unusual amount of sick leave, tardiness, marital problems, etc. 
4. Determine if a trend or pattern of behavior is indicated. 

 
F. Following the investigation, the I.A. Supervisor or Region Captain will schedule a 

meeting with the Chief to discuss the findings concerning the deficiency and 
recommendations for intervention, if necessary. A consensus will be reached 
concerning what, if any, intervention steps should be taken. 

 
G. If review of the documentation and related material reveals the need for 

intervention, the I.A. Supervisor or Region Captain shall schedule a counseling 
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meeting with the employee and his supervisor(s) as soon as possible. Counseling 
meetings may include one or more of the following: 
1. Training 
2. Counseling 
3. Performance Improvement Plan (PIP) – (Shall be agreed upon by the 

employee, the Region Captain and the Chief, and shall be designed to 
reduce or eliminate identified behaviors that contribute to the deficiency. 
The performance improvement plan must describe the behaviors to be 
addressed, actions designed to change those behaviors, measures to enable 
both the employee and supervisor to gauge progress, and a timeline for 
reaching the objective of changing, moderating or eliminating the 
deficiency.) 

4. Formal Discipline 
5. Referral to the Employee Advisory Service (E.A.S.) through the DEP 
6. Referral to other services 
7. Fit for Duty Examination – (Requires a written request, to the Chief, for a 

psychological exam/counseling by a licensed psychologist/psychiatrist or 
other mental health professional. The request shall include the factual 
basis for the referral and all relevant supporting documentation.) 

 
H. If a review of the documentation and related reports yields no issues or concerns 

requiring intervention, a counseling meeting with the employee may not be 
necessary. Details of the findings shall be documented in the Intervention Report 
in Guardian Tracking. 

 
I. The I.A. Supervisor will maintain an EIP file on every employee identified 

through the EIP. This file will be the repository for documented incidents that 
meet the criteria for EIP considerations. 

 
1. The file will include completed Intervention Reports along with any 

applicable reports pertinent to the incidents (e.g. Use of Force, Pursuit, 
Special Reports, etc.). 

2. The files will be secured in a separate and secure filing cabinet in the I.A. 
office. 

3. EIP files are considered confidential. Access to an EIP file is on a need-to-
know basis granted only upon approval by the Chief or his designee. 

 
A. The employee should be fully informed of the recommendations made by his/her 

chain of command. 
 

B. The I.A. Supervisor will conduct an annual review all Early Intervention files to 
determine if a training need exists within a specific area of the agency or Bureau-
wide. 

 
VIII. Employee Assistance Referral & Counseling 
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A. Recommendations for addressing a performance deficiency may include referral 
to the Employee Advisory Service (E.A.S.) through the DEP. 

 
1. Participation by Bureau employees in the E.A.S. may be voluntary or 

mandatory, in accordance with Bureau directives. The Chief will make a 
determination as to whether the referral will be mandatory or suggested. 

2. Mandatory attendance shall be considered on-duty time, and the 
employee’s schedule will be adjusted accordingly. 

 
B. Separately or in conjunction with the E.A.S., recommendations may also include: 

 
1. Referral to the Cop-2-Cop or other assistance program. 
2. Personal or family counseling. 
3. Financial counseling. 
4. Drug/alcohol counseling/treatment. 
5. Stress counseling, with consideration given to physical fitness and/or 

weight management counseling. 
6. Restriction on secondary employment and/or restrictions on Bureau 

authorized extra-duty employment. 


