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future?” Perhaps a particular officer or group of officers needs a refresher course in a
certain subject. In addition, changes in the law, the agency or even within the community
may trigger the need for a type of training never before given to the officer or agency.
Training in this sense can be anything from informal counseling of an officer about a
particular policy or procedure to formal agency-wide training. The agency may also take
advantage of training offered by other agencies, including police academies, the County
Prosecutors, the Division of Criminal Justice, other public or private entities or web-based
programs.

Proper supervision is critical to the discipline and management of a law enforcement
agency. To maximize their effectiveness, agency supervisors should receive appropriate
supervisory training as close as possible to the time of their promotion. Emphasis should be
placed on anticipating problems among officers before they result in improper
performance or conduct. Supervisors are expected to recognize potentially troublesome
officers, identify training needs of officers and provide professional support in a fair and
consistent manner.
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Although the internal affairs process is frequently triggered by the filing of a civilian
complaint, law enforcement agencies must also proactively work to detect troubling
patterns in police conduct before that conduct escalates into more serious internal affairs
issues.

To enhance its integrity, provide an optimal level of service to the community and reduce
its exposure to civil liability, every law enforcement agency should establish procedures for
dealing with problem employees. Law enforcement agencies have a duty to monitor their
employees’ behavior, and establish mechanisms that provide the internal affairs function
and the law enforcement executive with the ability to track the complaint records of
individual officers and identify those officers with a disproportionate number of complaints
against them. Law enforcement agencies must utilize the information developed by these
mechanisms to prevent individual officers from engaging in conduct or behavior that
violates the constitutional liberties every member of the community enjoys. It also is
expected that law enforcement agencies will utilize the information to prevent
development of patterns, practices or trends of inappropriate behavior or conduct.

Per AG Directive 2018-3 v2.0, alse known as the “Early Warning Systems Directive,” law
enforcement agencies are required to implement a specific mechanism to track employee
behavior, commonly known as an "early warning system." An early warning system should
be designed to identify any pattern or practice by any member of the agency that warrants
intervention or remediation before it develops into a more serious problem.
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Any mechanism or procedure a law enforcement agency establishes to monitor and track
the behavior and performance of individual police officers must have as two of its linchpins
quality supervision and an objective and impartial internal affairs process. Supervisors who
have sufficient time and resources to properly perform their duties should be able to timely
identify officers with performance and misconduct issues. Supervisors can react to
problems they identify through direction, counseling and effective performance
evaluations. Proper training of agency supervisors is critical to the discipline and
performance of law enforcement officers. Emphasis should be placed on anticipating
problems among officers before they result in improper performance or misconduct.
Supervisors are expected to recognize potentially troublesome officers, identify training
needs of officers and provide professional support in a consistent and fair manner.

Many different measures of officer performance can be regularly examined for any of
these troubling patterns or practices. Law enforcement executives shall determine what
performance measures are appropriate for the communities they serve, but at a minimum
an agency must track the following performance indicators:

(a) Internal affairs complaints against the officer, whether initiated by another officer or
by a member of the public;

(b)  Civil actions filed against the officer;

(c) Criminal investigations of or criminal complaints against the officer;

(d) 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;

(e) Domestic violence investigations in which the officer is an alleged subject;

(f)  An arrest of the officer, including on a driving under the influence charge;

(g) Sexual harassment claims against the officer;

(h}  Vehicular collisions involving the officer that are formally determined to have been
the fault of the officer;

(iy A positive drug test by the officer;

(j}  Cases or arrests by the officer that are rejected or dismissed by a court;

(k)  Cases in which evidence obtained by an officer is suppressed by a court;

() Insubordination by the officer;

(m) Neglect of duty by the officer;

(n)  Unexcused absences by the officer;

(o)  Any other indicators, as determined by the agency’s chief executive.

This information should be maintained to facilitate analysis as to individual members,
supervisors, squads, districts and assignments, and the agency as a whole. Depending on
the size of the agency and the complexity of this data, computeri%ed software that utilizes
mathematical algorithms may be best suited to assist in revealing the presence of
particular patterns of incidents. However, not all law enforcement agencies have the
computer capabilities for such an in-depth screening process. At a minimum, every law
enforcement agency should establish a protocol for tracking employee behavior and
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reviewing all internal affairs complaints made against its officers, regardless of outcome,
for evidence of a pattern or practice of inappropriate or unconstitutional conduct.

For further information regarding the Attorney General’s requirements for early warning
systems, agencies should consult the Early Warning Systems Directive.

aff Inspections

While the primary responsibility for enforcing agency policies rests with the line
supervisors, management cannot rely solely on those supervisors for detecting violations.
Administrators should establish a mechanism to determine whether an agency's policies
and procedures are being properly implemented. It is necessary for management to know
if behavior is, in fact, consistent with the agency's rules and regulations, policies and
procedures. The task of detecting such defects should be delegated to an inspection unit or
function.

Large agencies might establish an inspection unit operating directly out of the office of the
law enforcement executive. Small and medium size agencies can successfully accomplish
this function by periodically assigning the inspection task to selected unit supervisors.
Individuals so assigned must be of unquestioned integrity and hold sufficient rank to
achieve the objectives of the inspection function.

The inspection function should determine by actual on-site inspection whether personnel
are properly implementing management’s policies at the operational level. This function is
also responsible for reviewing and evaluating procedures. In addition, the inspection unit
or function should evaluate the material resources of the agency and the utilization of
those resources. This includes, but is not limited to, motor vehicles, communications
equipment, computers, office machinery and supplies. The inspection function or unit
should report any deficiencies to the law enforcement executive, and recommend any
possible solutions and improvements.

Community Outreach

Commanding officers should strive to remain informed about and sensitive to the
community’s needs and problems. Regularly scheduled meetings to discuss community
concerns should be held with public advisory councils, religious groups, schools, businesses
and other community leaders. These meetings help commanding officers identify potential
crisis situations and keep channels of communication open between the agency and the
community. The disciplinary process should be publicized and clearly explained in these
forums.
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