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Fourth Follow-up on Early Intervention System Audit 

Ongoing limitations in King County Sheriff’s Office (Sheriff’s Office) technology hinders progress, 

limiting the usefulness of early intervention (EI) system alerts in identifying potentially concerning 

officer performance issues. EI systems support law enforcement officers by identifying issues before 

they rise to material policy violations or misconduct. Through data automation, EI systems use 

parameters to alert supervisors, who can work with the officer to positively affect their performance. The 

nine recommendations in the January 2017 Sheriff’s Office EI audit ꟷ Early Intervention System: Better 

Use Could Improve Accountability ꟷ focused on the significant weaknesses of the Sheriff’s Office’s EI 

alerts, both in terms of the system’s parameters and in the underlying data it uses. Sheriff’s Office leaders 

continue to report that EI alerts are of limited value because they rely on data indicators, such as uses of 

force, that are already reviewed by supervisors. 

The quality of EI alerts depends on the system’s data. Without additional data indicators, changing alert 

parameters may not meaningfully improve the usefulness of alerts, while not addressing weaknesses in 

the parameters prolongs the inadequacy of alerts. In our last audit follow-up, in August 2021 (pdf), we 

explained that, although the Sheriff’s Office’s planned to obtain a new IT system (EIPro) to help address 

audit recommendations, the Sheriff’s Office could revisit the weaknesses in EI alert parameters and 

procedures without waiting for the new system. The Sheriff’s Office did not do so, resulting in limited 

progress in this period, advancing one recommendation from open to progress. 

Sheriff’s Office staff plan to finish formalizing and communicating EI system improvements by the 

end of the second quarter of 2027. We will revisit the audit recommendations at that time while 

continuing to monitor implementation of EIPro system components relevant to EI alerts. Focused 

effort on the new EI system will enable the Sheriff’s Office to realize the benefits of early intervention for 

officers in the future, helping prevent potential misconduct before it occurs. The Sheriff’s Office 

purchased EIPro and has outlined an implementation plan with completion milestones in four phases 

through early 2027. The plan includes revisiting and expanding the data indicators that are available to 

the EI alert system and updating its standard operating procedures to include them. Notably, the EIPro 

implementation work is broader than EI alert improvements, in that the system’s expanded capabilities 

https://kingcounty.gov/en/independents/governance-and-leadership/government-oversight/auditors-office/reports-papers/reports/2017/kcso-early-intervention
https://kingcounty.gov/en/independents/governance-and-leadership/government-oversight/auditors-office/reports-papers/reports/2017/kcso-early-intervention
https://cdn.kingcounty.gov/-/media/king-county/independent/governance-and-leadership/government-oversight/auditors-office/reports/audits/2017/kcso-early-intervention/kcso-eis-afu-2021.pdf
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should provide greater transparency into a broader range of activities, in turn enabling trend analysis for 

different locations and units. 

Of the nine audit recommendations: 

0 

DONE 

3 

PROGRESS 

6 

OPEN 

 

FULLY IMPLEMENTED 

Auditor will no longer 

monitor. 

PARTIALLY IMPLEMENTED 

Auditor will continue to 

monitor. 

REMAIN UNRESOLVED 

Auditor will continue to 

monitor. 

 

Please see details below for implementation status of each recommendation. 

 

Recommendation 1 PROGRESS 
 

 
The King County Sheriff’s Office should increase the Early Intervention System alert 

window, as previously recommended in 2012. 

 STATUS UPDATE: The most recent collective bargaining agreement between King County and the 

King County Police Officers Guild expanded the period for EI system alerts from 90 to 120 days, 

with language stating “records concerning the data processing operation” would not be kept for 

longer than 120 days. The contract also specifies that the Sheriff’s Office will notify the Guild 30 

days in advance of any change to the alert indicators (see Recommendation 2). These 

improvements allow the Sheriff’s Office greater flexibility in creating an EI alert system that proves 

beneficial to officers and supervisors. However, the concept of a limiting period for indicators is 

counter to the purpose of early intervention because the entire reason for early intervention is to 

address officer behaviors before they become disciplinary events. 

WHAT REMAINS: As explained in the last audit follow-up in August 2021, “This recommendation is 

critical to the success of the EIS, and failure to implement it could significantly limit the 

effectiveness of other recommendations.” While the increased timeframe is a positive 

achievement, the timeframe must be long enough to allow for the full range of potential data 

points for alerts to be useful. Failing to do so materially limits the system’s effectiveness in 

collaboratively addressing performance issues before they become misconduct. To complete this 

recommendation, the Sheriff’s Office should revisit the timeframe following implementation of the 

EI alert system changes in EIPro and evaluate whether 120 days is sufficient. 
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Recommendation 2 OPEN 
 

 
The King County Sheriff’s Office should identify and regularly reevaluate additional 

indicators for the Early Intervention System. 

 STATUS UPDATE: In our August 2021 audit follow-up, we stated that the Sheriff’s Office “needs to 

incorporate additional indicators into its EIS.” This is because EI alerts depend on the potential 

indicators — the activities captured in data — available in the system regarding an officer’s 

behavior. However, the data points used in the Sheriff’s Office’s current EI system are limited to 

the basic incidents already recorded in its IAPro system — such as uses of force, vehicle pursuits, 

complaints, and the like. Most of these activities require documentation and supervisory review — 

with the result that when an alert is triggered, it happens contemporaneously with them. As a 

result, commanders reported that EI alerts can be of limited usefulness, since they already 

evaluate the officer’s actions that lead to the alert. 

Addressing the limitations in the current system thus depends on adding additional data sources 

beyond the events presently available. While EIPro implementation could help address the 

recommendation, expanding the range of data available in the system is crucial. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should expand the range 

of data indicators available for use in EI alerts. Without a broader range of data points, EI alerts 

will continue to be of limited usefulness since they rely on actions already requiring supervisory 

review. Considering the sources of data available to the system (e.g., EIPro, CAD, etc.) and 

evaluating their potential value to EI alerts will increase the range of indicators and allow for 

weighing them within alert parameters. 

 

Recommendation 3 OPEN 
 

 
The King County Sheriff’s Office should regularly reevaluate and refine alert algorithms for 

different indicators. These algorithms should take into account the differing frequency and 

severity of incidents. 

 STATUS UPDATE: Consistent with Recommendation 2, Sheriff’s Office leaders commented that EI 

alerts currently provide little help in proactively addressing officer performance because they are 

duplicative, since supervisors are already aware of an officer’s activity as part of their review of the 

events that also lead to the alert. For example, if an officer has two vehicle pursuits leading to a 

use of force, along with two complaints, those five incidents together trigger an alert — but each 

of those incidents already require supervisory review in the Sheriff’s Office’s professional 

standards software system, IAPro. From a management perspective, the EI alert for the officer is 
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superfluous because they’re already assessing the underlying incidents and, accordingly, 

considering the need for training or other intervention if concerned. From their perspective, the 

limited number of indicators currently available in the system also limits the practical value of 

adjusting the thresholds for alerts based on those indicators. 

In addition, since the time of the audit, the Office of Law Enforcement Oversight (OLEO) has much 

greater awareness of many incidents featured in the EI system. For example, OLEO has full access 

to IAPro and reviews the categorization of complaints for assignment and follow-up. This means 

that OLEO is also aware of events supporting EI alerts, even though it itself is not part of the EI 

alert system. As a result, Sheriff’s Office leaders believe the range of data available in the system 

should be improved before reexamining the alert algorithms, since the current data limitations 

provide limited opportunity for detecting “hidden” behaviors. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should reevaluate the 

algorithms used for EI alerts, as part of EIPro implementation and the expansion of data indicators 

in Recommendation 2. The limitations with the current EI alerts will continue until this occurs 

periodically. 

 

Recommendation 4 PROGRESS 
 

 
The King County Sheriff’s Office should design the parameters of the Early Intervention 

System to consider specific working environments. The Sheriff’s Office should evaluate 

these parameters on a regular basis. 

 STATUS UPDATE: As with Recommendations 2 and 3, effective EI alerts should tailor the 

thresholds leading to alerts to consider the circumstances of different working environments. For 

example, the data points and thresholds most helpful for an officer who works in a rural 

unincorporated patrol area may differ from those for an officer who works for a contract partner. 

As explained in our August 2021 audit follow-up, the trend analysis capabilities in EIPro would aid 

in identifying these differences, indicating “progress” on the recommendation. Because trend 

analysis is specifically referenced in the EIPro implementation plan, that designation remains. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should consider the 

interrelationship of the data indicators available to the EI system with the specific conditions of its 

different working environments, including them in the reevaluation of EI alerts as part of EIPro 

implementation. Without them, future EI alerts could be less helpful for officers assigned to some 

operational areas in comparison with others. 
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Recommendation 5 OPEN 
 

 
The King County Sheriff’s Office should establish written procedures for Early Intervention 

System interventions. These should describe the kinds of interventions to use in particular 

circumstances, when to respond to alerts, and what level of detail to report in alert 

responses to human resources. 

 STATUS UPDATE: Given that EI alerts currently often duplicate review of the event(s) triggering the 

alert, Sheriff’s Office leaders explained that, in practical terms, defining procedures for 

interventions is challenging because those interventions rarely, if ever, depend on the alerts. For 

example, if a sergeant counsels an officer (an “intervention”) after reviewing a complaint, the 

circumstances of the intervention do not change because the complaint also triggered an alert. 

From this perspective, until EI alerts consistently make supervisors newly aware of behaviors 

suggesting intervention, documenting written procedures for EI alerts is unnecessarily duplicative. 

However, this misses a key aspect of documenting the procedures — identifying successful 

interventions and the particular circumstances when interventions overlap. Doing so is essential to 

advance this recommendation and Recommendation 8. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should establish written 

procedures for responding to EI alerts, including recording any overlap with other interventions. 

Doing so will help refine the value of EI alerts by identifying the circumstances where the alerts 

were useful; without written procedures, the actions that the Sheriff’s Office could take to improve 

the utility of EI alerts will be unnecessarily vague. Over time, as the quality of EI alerts increases, 

the need for written procedures specific to EI alerts will continue to grow. 

 

Recommendation 6 PROGRESS 
 

 
The King County Sheriff’s Office should actively involve direct supervisors in the handling of 

alerts. The level of involvement should be documented in written procedures. 

 STATUS UPDATE: In the August 2021 audit follow-up, we set the implementation status of this 

recommendation as “progress” due to the Sheriff’s Office’s decision to move forward with EIPro. 

Because EIPro allows front-line supervisors to visually review data on officer activities, it provides 

simpler, more comprehensive tools for their active participation in responding to alerts. For 

example, EIPro’s capabilities allow a sergeant to look and see how many uses of force officers on 

their shift had over the last month, and then click through to the details for each use of force 

event. These capabilities enhance EIPro’s value as a performance evaluation and support tool, and 

in turn help empower supervisors to respond to EI alerts. 
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WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should update its 

procedures for responding to EI alerts to include direct supervisors as part of EIPro 

implementation. Because supervisors have the most constant and consistent interaction with their 

squads and officers, the effectiveness of EI alert interventions is unnecessarily limited if they 

continue not being included in the process. 

 

Recommendation 7 OPEN 
 

 
The King County Sheriff’s Office should evaluate the Early Intervention System and develop 

a continuous improvement plan. 

 STATUS UPDATE: The purpose of the recommendation is to encourage the Sheriff’s Office to 

address the problems in the EI alert process in an ongoing effort, so that usefulness of the alerts 

continues to grow over time. The recommendation thus encompasses all the data limitations and 

weaknesses of the current system as whole. As we noted in the audit, “collaboration with the 

technology vendor, adjustments to thresholds, and process flow improvements could all increase 

efficiency.” However, in the August 2021 audit follow-up, we also explained that “while KCSO may 

complete the recommendation using EIPro, implementing EIPro alone will not address this 

recommendation.” Following EIPro implementation, a successful continuous improvement plan 

will address concerns in EI alerts in an ongoing manner such that it becomes a valuable tool for 

the Sheriff’s Office. 

WHAT REMAINS: To complete this recommendation, following EIPro implementation, the Sheriff’s 

Office should develop a process for evaluating the usefulness of EI alerts and adding 

enhancements to its data indicators, parameters, and procedures. Without this process, initial 

changes to EI alerts building on EIPro’s expanded capabilities may become less useful over time, 

limiting the value of the Sheriff’s Office’s investment in EIPro. The continuous improvement plan 

could be included in the standard operating procedures updates featured in the EIPro 

implementation plan. 

 

Recommendation 8 OPEN  

 
The King County Sheriff’s Office should determine the data necessary to evaluate the Early 

Intervention System’s effectiveness, and ensure that this data is available for future 

analysis. This should include clear data on when alerts occur, when and if a commanding 

officer intervened in response to the alert, and how the commanding officer intervened. 
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 STATUS UPDATE: In our August 2021 audit follow-up, we noted that the Sheriff’s Office had not 

presented evidence of progress toward this recommendation, and that the Sheriff’s Office had 

indicated that a response would not be drafted until after implementation of EIPro. Although the 

EIPro implementation plan contains elements supporting this recommendation, to be completed 

through the second quarter of 2027, EIPro is not required to collect this data. 

As explained in Recommendations 2, 3, and 5, the usefulness of EI alerts depends on their ability 

to indicate officers with behaviors worthy of intervention, but otherwise unseen by supervisors up 

the chain of command. As further detailed in Recommendation 5, Sheriff’s Office leaders believe 

the current level of overlap with other incident reviews limits the potential value of EI alert 

interventions. Tracking when alerts occur and the interventions that follow helps solve this 

problem. By identifying those instances where alerts do and do not overlap and the nature of the 

intervention, the Sheriff’s Office will gain critical information for those instances where EI alerts 

provide additional value to managers. Importantly, intervention tracking could also document 

innovative alerts and responses, such as recognizing officers for positive behaviors. By collecting 

this data, the Sheriff’s Office can help optimize the value of responses to EI alerts. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should record when alerts 

occur and the interventions (or lack thereof) from the alert, along with any other information 

relevant in evaluating the effectiveness of interventions following an EI alert. As explained in 

Recommendation 5, without this information, the actions that the Sheriff’s Office could take to 

improve the value of EI alerts is unnecessarily unclear. 

 

Recommendation 9 OPEN  

 
The King County Sheriff’s Office (KCSO) should evaluate and respond to trends using data 

available through the Early Intervention System. KCSO should use this data to identify and 

take action on areas needing improvement. 

 STATUS UPDATE: Since the audit’s January 2017 completion, the Sheriff’s Office has not made 

progress on this recommendation, explaining that it was depending on future software — most 

recently implementation of EIPro. Now that the Sheriff’s Office has purchased EIPro, those barriers 

to completing this recommendation have been removed; the Sheriff’s Office’s EIPro 

implementation plan specifically includes enabling trends analysis among its functions by the end 

of 2025. 

WHAT REMAINS: To complete this recommendation, the Sheriff’s Office should complete the work 

to allow for peer group trends analysis as included in the EIPro implementation plan. Without it, 

the Sheriff’s Office’s capacity for linking policy updates and officer training with emerging trends 



FOURTH FOLLOW-UP ON EARLY INTERVENTION SYSTEM AUDIT 

KING COUNTY AUDITOR’S OFFICE  8 

will be limited, despite the functionalities of its EIPro investment. Along with the direct benefits of 

trends comparison, doing so will help inform the parameters for EI alerts for different working 

environments in Recommendation 4. 

 

Justin Anderson conducted this review. If you have any questions or would like more information, 

please contact the King County Auditor’s Office at KCAO@KingCounty.gov or 206-477-1033. 
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