
 

 



 

 

 
 
 
 
 
 
 
 
 
 
 
 
 

MISSION OF THE 
CHARLOTTE-MECKLENBURG POLICE DEPARTMENT 

 
The Charlotte-Mecklenburg Police Department will build 
problem-solving partnerships with our citizens to prevent 
the next crime and enhance the quality of life throughout 
our community, always treating people with fairness and 
respect. 

We value: 
• Our Employees   • People   • Partnerships 

• Open Communications   • Problem Solving   • Integrity   
• Courtesy   • The Constitution of North Carolina 

• The Constitution of the United States 
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It is my pleasure to present this handbook on the Early Intervention 
System in the Charlotte-Mecklenburg Police Department. This 
new and automated system holds great promise to help our 
supervisors introduce an ounce of prevention when employees 
seem at risk of troublesome patterns of conduct so that a pound of 
cure—discipline—does not become necessary. The system is 
intended to alert supervisors and guide them in doing what good 
supervisors have always done: notice and then address the 
possibility that a person they supervise may need some assistance 
in complying with our high standards of performance. 

Preventing problems rather than waiting for them to erupt is a 
central strategy of our agency. We do this in addressing the 
community’s crime problems, and we are no less dedicated to this 

approach in maintaining the high level of performance from our employees that the public and 
members of this Department expect. We care about the well-being of the men and women who 
work for our organization and, frankly, they represent a substantial taxpayer investment in training. 
So if they are beginning to struggle in handling their work responsibilities in some way, it’s 
important for us to intervene early and help them return to a good pattern of performance. 

As with any new system, some of our employees have questions about how the EIS works, how it 
differs from past practices, and how they may be affected by an early intervention. This handbook, 
in Q&A format, addresses questions that have been asked and tries to anticipate and respond to 
others that may arise. Other police departments may find these discussions helpful as well. 

This publication was prepared with feedback from CMPD employees, including a 45-member 
working group, representing all parts of our organization, which developed our EIS by carefully 
reviewing other departments’ systems and tailoring their best aspects to suit our mission, values 
and needs. I am grateful for the diligence and effectiveness of this working group and to consultant 
Bill Geller, who posed questions about our draft EIS policy that helped us improve it and drafted 
this handbook based on input from our employees. I am grateful as well to the U.S. Justice 
Department’s Office of Community Oriented Policing Services for funding development of this 
handbook. 

I am proud of the service our employees deliver to our community and the many productive 
partnerships we enjoy with our citizens. I hope that you find the information in this handbook 
helpful and reassuring of our commitment to high standards of service and integrity. 

Sincerely, 
 
 
Darrel W. Stephens 
Chief of Police        i  

Charlotte-Mecklenburg Police Department 

  Chief of Police Darrel W. Stephens 
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INTRODUCTION 
 

 
 
This handbook is intended mostly as an 
explanation for our employees of a new system 
which affects them. Since some members of the 
public may be interested in understanding how 
our Early Intervention System works, and why 
we developed it, we have endeavored to write in 
a way that minimizes police jargon and will be 
understandable by a general audience. 
 
As noted in Chief Stephens’ preceding 
comments, in the Charlotte-Mecklenburg Police 
Department, we place a high priority on solving 
crime problems when they occur and on 
preventing future problems. Similarly, when it 
comes to performance by our sworn and civilian 
employees, we are committed to helping them 
handle challenges that might impede their 
effective and appropriate conduct. 
 
When we notice potential performance 
problems, we want to prevent them from 
growing to the point where they will jeopardize 
an employee’s career, weaken our service to the 
public, or damage the reputation of the CMPD. 
To be sure, if our employees violate our rules, 
our internal affairs and supervisory structure are 
responsible for investigating and recommending 
discipline as may be appropriate. We are strict 
about compliance with our rules because we owe 
high standards to the community and to our 
justly proud workforce. We also owe the public 
and our employees the very best supervision 
possible—supervision which encourages 
employees to continue what they do well and 
helps them steer away from potentially trou-
blesome patterns of conduct. 
 
With the increasing complexity of police work, 
the responsibilities and workload of our 
supervisors are greater than they were a 
generation ago. The CMPD strives to find 
methods that make high quality supervision as 
easy and effective as possible. There is no 
substitute for well-trained and motivated 
individuals selected to serve as supervisors, but 
one of the systems we have established to assist 
them in doing their jobs proficiently is an 
automated record keeping and notification sys-

tem—called our Early Intervention System 
(EIS). 
 
This handbook explains why we created this 
system; how it works; how it is expected to 
affect sworn and civilian CMPD employees and 
supervisors; what input our employees had in 
designing the EIS; how our system differs from 
those adopted by other departments; and what 
criteria we will use over time to assess whether 
the EIS is making a positive contribution to 
effective supervision and employee assistance. 
These topics are discussed using a question-and-
answer format, with the discussions grouped 
under six general categories. 
 
 

1 
Why Create An EIS? 
Why Do We Need It? 

 
 
 

 
What’s the difference between what a 
supervisor should do under the EIS and 
what a supervisor has always done if he 

or she is actively monitoring what the 
employees are doing? 
 

There are some new procedures, but 
essentially there really is no difference. 
As always, we expect our supervisors to 

know what their employees are doing, to manage 
employee behavior, and to help employees 
overcome performance weaknesses. 
 
 

So if there’s isn’t any new responsibility 
placed on the supervisors, what’s the 
purpose of adopting a new system? 

 
Sometimes the number of employees a 
supervisor supervises may be large or 
larger than we’d like. Or a supervisor or 

employee may transfer. We have a lot of 
transfers, so as a supervisor you may not know 
an employee’s background, behaviors, or other 
circumstances. And our supervisors are just plain 
busy, and they might miss something about one 
of their employees that they should know about. 

Q 

A 

Q 
A 
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In years past, it would not have been easy to cre-
ate a user-friendly system to help supervisors 
manage a little bit better. But with breakthroughs 
in information technology and with our 
employees’ computer skills, we can now put 
together a system to help prevent some people 
from falling through the cracks. Establishing the 
EIS is not a criticism of our sworn and civilian 
supervisors. There are completely normal 
reasons why a supervisor might not be aware in 
a timely way of something about an employee. 
For instance, the supervisor could have a day off 
and something happens to one of his or her 
employees, but nobody ever communicates that 
to the supervisor. It could be that the supervisor 
is in training for a week, and an employee is 
involved in one or two events during that week; 
but the supervisor doesn’t know because another 
supervisor handled it, and it was never 
communicated. 
 
So there are many reasons why some of that can 
slip through the cracks. And where there are 
differences in skill levels among our supervisors, 
this system can help ensure that supervisors are 
all functioning at the levels that we need and 
expect. By creating a departmental record 
system, it matters not where an employee is as-
signed or whether he or she transfers tomorrow 
to the other side of the county. If the employee 
has been involved in an event and another 
incident occurs, the Department won’t lose 
count. 
 
We hope even without a computerized system a 
supervisor would catch if an employee was 
involved in some frequency of events. The EIS 
just helps to ensure that. It should function as a 
tool to help keep the supervisors on task. Put 
another way, EIS is simply systematizing and 
providing much easier information retrieval for 
what the CMPD has long viewed as quality 
supervision. This is reflected in the fact that the 
policy establishing EIS procedures (CMPD 
Directive 800-010) is listed in our Directives 
manual in the “Information and Records” 
section. In essence, EIS should be viewed as an 
aid in keeping records—records that both 
provide a limited history of activity and remind 
supervisors of upcoming tasks to be done. The 
full text of the EIS directive is available at the 
following website: 

www.charmeck.org/Departments/Police/About+
Us/Departments/CMPD+Directives.htm#800 
 

Are CMPD employees being singled out 
for close monitoring and early 
intervention, or are early intervention 

systems widespread? 
 

The CMPD committee which designed 
our EIS looked at the business commu-
nity, the military, other public sector 

service providers and, of course, other police 
agencies. A majority of what we found was 
counseling, training or employee assistance 
programs. Frankly, we did not find anything 
unique even though one of our marching orders 
was to look outside of police departments for 
something creative. There are processes in place 
in many institutions that identify employees in 
need of assistance so companies don’t lose their 
investment in that employee. Within the police 
world, EIS programs are growing rapidly. 
There’s widespread interest now in early 
intervention systems. 

 
Was the EIS forced on us by a court or 
some outside group? 
 

 
No. We have been interested in 
developing an EIS for purposes of 
continually improving our management 

and supervision. In order to be accredited as a 
police agency by CALEA (Commission on 
Accreditation for Law Enforcement Agencies), a 
police agency has to have many types of 
systems, one of which is an early intervention 
system. However, our interest in providing this 
kind of support for our supervisors and 
employees was self-initiated and independent of 
any outside advocacy or requirements. 
 
 

What’s the most significant impact the 
EIS is expected to have on our 
Department? 

 
 

The largest contribution will be that it 
provides a limited history. If an 
employee has a problem once, and 

someone tries to address it, we will have a clear 
history of what steps were taken, what the 

Q 

A 

Q 
A 

Q 
A 
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analysis revealed. We will be able to see readily 
if an employee is having the same problems over 
and over again. If past attempts to help an 
employee correct job performance concerns have 
not worked, we can pursue progressive 
interventions. 
 
All of us in the police department know that 
when an employee refuses to make changes, 
ultimately it will result in discipline. The EIS at 
least sets the stage for employees to correct 
behavior—inappropriate or unacceptable work 
performance, or behaviors that contribute to 
that—without being disciplined. If they elect not 
to change, or they can’t change, then that’s a dif-
ferent matter. The EIS provides the limited 
history of efforts on the part of the 
organization—the supervisors—to try to shape 
an employee’s behavior in a positive way. 
 
The EIS retains alert records for a period of five 
years.  After that time, the records are purged 
from the system. The EIS committee and 
executive staff felt that this period was sufficient 
to ensure that potential problems would be 
properly addressed, or that the employee would 
have faced discipline or unsatisfactory 
performance reviews, both of which are records 
which are retained for an extended period of 
time by Internal Affairs or Human Resources. 
 
 
 

2 
How Will EIS Affect Me as 

an Employee or Supervisor? 
 
 
 

 
What kinds of events will be the subject 
of an alert and possible intervention? 
 

After considering a lot of options used 
in other police organizations, we settled 
on a relatively small number of 

performance indicators. These are indicators that 
our in-house EIS design committee believes are 
meaningfully related to keeping an employee 
from falling into job habits that, unchecked, 
could result in discipline. The events that our 

EIS tallies for each employee, as the occurrences 
are entered into the electronic records, are listed 
in section IV.A. (“Performance Indicators”) of 
the EIS directive. They are: 
 
● Discretionary arrests (intoxicated and 
disruptive in public; disorderly conduct; 
resisting, obstructing or delaying an officer; 
assault on a law enforcement officer)—when 
they occur in the absence of another non-
discretionary charge (e.g., larceny, possession of 
drugs or paraphernalia, a charge supported with 
tangible evidence) 
 
● Incidents requiring a supervisory 
investigation (uses of force; vehicle pursuits; 
on-duty employee vehicle collisions; employee 
injuries) 
 
● Citizen and Department generated 
complaints (alleged violations of CMPD Rules 
of Conduct, such as neglect of duty, courtesy, 
excessive use of force, etc.) 
 
● Use of sick leave (frequency of use in general, 
use of sick leave in conjunction with days off 
and use of sick leave in conjunction with the use 
of vacation leave) 
 
 

How many of these events have to occur 
for a threshold to be reached and an 
alert to be issued? 

 
There must be several such events 
during a specified number of months. 
The thresholds were set by the 45-

member committee that designed the EIS, which 
consisted mostly of first-line employees. What 
they considered is how many events might 
indicate a potential performance problem. There 
was consensus among the large design group on 
all the thresholds we set. The Department from 
time to time will review and may reconsider and 
recalibrate the number of events that seems 
appropriate to trigger an alert. 
 
There is no secret about the calibrations. All our 
employees will be kept current on the system’s 
mechanics and on what the thresholds are for 
triggering an alert. Any employee who wishes to 
know the thresholds that have been set for any 
given type of events (for instance, it might be 

Q 
A 

Q 
A 
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three incidents of use of force within a 90 day 
period) need only ask his or her supervisor. Or, 
as we explain elsewhere in this handbook, 
employees can see what the thresholds are by 
checking their own electronic “summary page” 
in the EIS. That page also shows them if any 
relevant events have been counted for them. 
 
 

What happens to me if an alert is issued 
by the system? 
 

 
If you are the supervisor who is alerted, 
your responsibility is to make an 
assessment, as you normally would if 

you had a concern about one of your employees. 
The purpose of this assessment is to determine 
whether each of the events which triggered the 
automated alert is explainable and appropriate 
conduct or whether it represents undesirable job 
performance which should be corrected. 
 
If you are the employee who is the subject of the 
alert, you will have an opportunity to discuss the 
events with your supervisor if he or she believes 
there is need for an intervention to correct job 
performance. If the supervisor’s assessment is 
that no intervention is necessary because the 
employee is performing properly, there is no 
need for the employee to do anything. 
 
 

What kinds of concerns might lead a 
supervisor to decide that an 
intervention is needed? 

 
If, after careful assessment, the 
supervisor concludes that employee 
behaviors involved in the events—uses 

of force, employee injuries, use of sick leave, 
etc.—are inappropriate in light of CMPD rules, 
mission or values, an intervention would be war-
ranted. 
 
For instance, the supervisor may find that 
relatively frequent uses of force by the employee 
or injuries to the employee stem not simply from 
the necessities of a high-activity, dangerous 
assignment but from other factors. These other 
factors might include some tactical mistakes 
officers are making that jeopardize themselves, 
their colleagues and innocent bystanders as well 

as arrestees. There might be some deficiencies in 
verbal communication skills. Perhaps the 
supervisor learns that the employee is not as 
skilled as we would like in diffusing or 
deescalating stressful situations, and may in fact 
unintentionally contribute to increasing the 
stress, resulting in otherwise avoidable uses of 
force. Or, a supervisor may learn that the way an 
officer broke his hand is by using fists to the 
head of a suspect; depending on the incident 
circumstances, this may or may not represent the 
most sensible choice of tactics. 
 
 

What happens if the supervisor believes 
an intervention is needed? 
 

 
The supervisor is not authorized to 
impose an intervention solely on his or 
her own initiative. The supervisor must 

confer with the next tier supervisor and discuss 
the areas of concern, explaining why an 
intervention is appropriate, and also discuss why 
the proposed specific intervention makes sense. 
 
If the second-tier supervisor agrees, then there 
will be a one-on-one meeting between the first-
line supervisor and the affected employee to 
discuss the situation and any intervention. This 
is an opportunity for the employee to offer a 
different perspective, if he or she sees things dif-
ferently. For instance, the employee may agree 
with the diagnosis of the problem but think the 
proposed solution (more training of a particular 
type, etc.) is unlikely to be helpful. 
 
This is an opportunity for mutual problem-
solving. The ultimate purpose of an early 
intervention is not a “gotcha” but an effort to 
head off at an early stage a pattern of conduct 
that could prove detrimental to the employee’s 
career and could negatively impact others. As 
with traditional employee-supervisor 
relationships, the supervisor has the 
responsibility to decide, after hearing the em-
ployee, what will be the best course of action for 
any intervention. 
 
 
 
 

Q 
A 

Q 
A 

Q 
A 
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What are some of the interventions that 
will be used to correct job 
performance? 

 
The interventions under our EIS are the 
same kind of employee guidance, assis-
tance and support that have always been 

applied when a supervisor thought an employee 
should be functioning at a higher level of profi-
ciency. Section IV.C. of the EIS policy sets forth 
the kinds of interventions that typically will be 
appropriate: defensive tactics instruction, 
communication skills development (verbal judo, 
etc.), supervisor counseling, one-on-one training 
or course instruction, and engagement of the 
Employee Assistance Program. 
 
It is important to understand that the Early 
Intervention System is not designed to be Big 
Brother, snooping into our employees’ private 
lives and meddling in matters that are unrelated 
to work performance. The entire purpose of the 
EIS is to maintain the high standards of work 
performance that we hire and train our 
employees to provide. If a problem at home is 
not affecting work performance, it is not a matter 
that the EIS will flag or expect a supervisor to 
assess. We do, of course, care a great deal about 
the well-being of our employees, and, as always, 
if an employee seeks assistance with a personal 
matter that is troubling him or her, we will 
endeavor to see if we can be helpful.  
 
 

Can you give a specific example of what 
might occur when the employee is going 
through the prescribed intervention? 

 
Take the example of someone who the 
supervisor thinks could improve in the 
area of tactical communication skills. 

The employee would go to our Academy and be 
assessed by a use-of-force instructor or 
instructors. They would create a scenario or 
scenarios for that person to get involved with, 
and they would recreate, in the safety of the 
training environment, some of the incident-
related tension or stress that the employee seems 
to need to deal with more effectively. 
 
Having created the stressful training encounter, 
the instructors will observe how the employee 
behaves. They might say to the employee, for 

instance, “OK, you’re supposed to be here to 
lock me up, and here’s the situation I’m in, and 
I’m not listening to you. What are you going to 
do about it?” Then the employee needs to try to 
communicate with them. The instructors might 
videotape the scenario, which is something that 
some other agencies that the CMPD EIS design 
committee visited do very well. They videotape 
the scenarios and then debrief, critiquing what 
the employee did well and what could be done 
better. 
 
We might not videotape everything, but there 
would be practical exercises, followed by a 
conversation. We might have additional people 
there, if they were not videotaping, to share 
during the debrief what they saw and how a 
person might improve. And then we would run 
through the scenario again and have the 
employee apply the tactics or the strategies just 
learned—whether it’s communication styles or 
skills—and see what the results are. Our 
objective in such training is to both encourage 
the employee and help provide the skills 
necessary to overcome whatever deficiency or 
weakness is interfering with high-quality police 
work. 
 
 

Why would you want to videotape an 
officer going through corrective 
training? Isn’t that just a way to 

embarrass the officer? 
 

As they say, “Seeing is believing.” 
Sometimes some of us can’t see 
ourselves the way others see us, which 

can be quite understandable. It can help to watch 
a videotape to get insight into how we appear to 
others. Here’s an example from a retraining 
exercise used by another agency that some 
members of our EIS committee visited: 
 
Two officers are highly active, and their routine 
on the streets has been that after they handle a 
situation, they bump chests and salute each other 
with high fives. They’re the kind of guys who 
are always saying, “To the death, buddy. I’m 
here for you.” They were getting involved in a 
lot of uses of force. So their supervisor brought 
them in to see why every time they to go on 
something, they seem to get involved in uses of 

Q 
A 

Q 
A 

Q 

A 
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force. The department videotaped that particular 
retraining exercise. 
 
In that videotape, you see the two officers 
talking to the guy in the Redman outfit, and he’s 
not cooperating at all. They’re not going to put 
up with that, so they jump right in with hands 
on. They’re not saying the right things to control 
him anyway, nor are they exercising any 
patience and tactical thinking. When they jump 
to hands-on, he puts up a fight and slings one 
across the room, gets on top of the other and 
struggles with both as the other officer returns to 
engage him. 
 
At that point in the video, the suspect takes the 
gun of the officer below him. The officer above 
him sees this and runs out of the room, leaving 
his partner to be “shot” by the suspect, which in 
fact happens. As the story is told by agency 
representatives, those two officers weren’t 
bumping chests anymore as the officer left to be 
“shot” wasn’t very happy about his partner’s 
decision when the chips were down. The trainers 
had to work with those officers to show them 
that the two of them can be compromised, and 
that they need to think about how they approach 
people. So, there can be value in videotaping 
people because they can better understand what 
they are doing. 
 
 

What is the employee’s basic 
responsibility when directed to 
participate in an intervention? 

 
The employee has the responsibility to 
do his or her very best to fix any 
concerns and try to address any issues 

that are identified. 
 

 
 
Does EIS participation cost the 
employee any money or days off? 

 
No. It’s a cost to the Department. If the 
employee has to go for a day of 
training, the Department bears the cost 

of having that person out of his or her primary 
function and having somebody else fill that role. 
 

How long will an employee be under 
closer scrutiny after an intervention? 
 

 
That varies by the situation and the type 
of intervention needed, and whether or 
not a supervisor prescribes a follow-up 

review. A follow-up might be planned for two, 
three or perhaps six months after the intervention 
to see how the employee is doing on the 
particular issue that caused the intervention. An 
Academy instructor who is working with the 
employee as part of an intervention may say, “I 
want you to come back next week or in a month 
or three months, and I want to test this again. I 
want to be sure we are confident—and you are 
confident—that you can apply the techniques, 
tactics and skills that you were taught.” 
 
So there are no hard and fast time periods that 
apply to all cases. The principle is that the 
supervisor should keep a close eye on the 
situation until the employee’s performance 
improves and remains consistently improved. 
 
We recognized that an employee is going to feel 
more scrutinized upfront because that’s where 
the assessment is active. If there’s an 
intervention, it’s going to be identified and 
discussed with the employee; he or she will go 
through it; and a number of people are going to 
be looking at the individual’s performance for 
some period of time after that—probably for a 
couple of months. The employee will be 
elevated on the supervisor’s radar, and the 
supervisor will know that the employee 
potentially needs closer scrutiny. 
 
 

What, if any, stigma attaches to an 
employee who is identified by an early 
intervention alert or actual 

intervention? Can it affect career 
opportunities within the Department? 
 

It depends. EIS alerts are simply a count 
of events that may indicate an increased 
risk to the Department, public and/or 

employee. Alerts themselves do not mean that an 
employee’s performance needs improvement or 
that it is inconsistent with our values as a 
department. EIS alerts are not based on the 
specific details of the events. Therefore, the 

Q 
A 
Q 
A 

Q 
A 

Q 

A 
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