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Executive Summary

The independent audit of the Canton Police Department (CPD) conducted by 5 Stones Intelligence (5Si) was
promoted as an opportunity for meaningful reform and accountability following heightened public scrutiny. Instead,
it largely rehashed publicly known information without addressing the more critical systemic failures that enabled
operational decay. Most notably, the audit failed to probe why and how CPD, despite holding multi-year
accreditations from the Massachusetts Police Accreditation Commission (MPAC), fell so spectacularly short of
meeting professional standards.

This report argues that the 5Si audit missed key opportunities to explore the true roots of the department’s
dysfunction: a pervasive culture of willful blindness, top-down leadership failures, and a breakdown in accountability
mechanisms — particularly within evidence management, internal investigations, and supervisory practices around
use of force incidents. Using publicly available data, excerpts from the 5Si audit, and principles from Margaret
Heffernan’s Willful Blindness, this white paper presents a sobering view of CPD’s cultural failings and offers actionable
recommendations for lasting reform.

Additionally, this report highlights several critical oversights by 5Si that compromised the audit’s legitimacy:

e Superficial Treatment of Use of Force Deficiencies:
5Si acknowledged serious gaps in use of force reporting, supervision, and policy application but failed to
fully confront their implications for civil rights, officer safety, and organizational liability.

¢ Exclusion of the Public’s Voice:
Despite the audit being compelled by citizen action, 5Si failed to solicit feedback from the community most
affected by policing operations — residents and business owners — thereby ignoring a critical stakeholder
group necessary for sustainable reform.

e Systemic Flaws in the Accreditation Model:
MPAC, the accreditation body responsible for certifying CPD’s adherence to professional standards,
operates without independent oversight or ANSI accreditation. Its unregulated structure allowed CPD to
maintain an illusion of professionalism while underlying operational failures went unchecked.

e Misapplication of Accreditation Standards:
551 evaluated CPD against CALEA standards — despite CPD being accredited by the Massachusetts Police
Accreditation Commission (MPAC) since 2015 — and failed to audit its compliance against its actual,
binding accreditation framework.

True reform for Canton — and similarly situated departments — requires confronting not only internal cultural
failures but also the systemic weaknesses of an accreditation process that prioritizes optics over substantive
operational integrity.

The recommendations offered in this report call for:
e A third-party reexamination of accreditation processes;
e A complete overhaul of evidence and property management systems;
e  Restructuring of Internal Affairs with external oversight;
e Strengthening leadership accountability and ethical decision-making;
e A comprehensive cultural reboot focused on overcoming willful blindness;
e Leadership transition through external recruitment of a reform-minded Chief;
e Robust reform of use of force reporting, supervision, and public transparency;
¢ Formal engagement of the community in reform efforts to rebuild public trust.

Without these structural changes, Canton risks repeating the same mistakes under a new set of policies — preserving
appearances without achieving meaningful accountability or operational excellence.
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Introduction

Accountability audits in law enforcement are not intended to merely restate the known. They are designed to uncover
why failures occurred, how systemic vulnerabilities arose, and who was responsible for ensuring compliance but
failed.

When an agency has been recognized repeatedly by external accreditation bodies yet descends into operational
dysfunction, an audit must ask:

e  Were standards truly being met or merely papered over?

e  Were oversight bodies complicit through negligence?

¢ How did internal leadership allow the erosion of standards?

Failure to pursue these questions transforms audits into political theater rather than mechanisms of reform.

Key Observations from the
Public Canton Police Department Audit

3.1 Redundancy of Findings

Much of the 5Si audit restated issues that had already been aired during the Karen Read mistrial and subsequent
media coverage:

e Poor evidence handling procedures.

e Deficient internal investigation practices.

¢ Organizational dysfunction and unclear command authority.

While acknowledging these problems is necessary, identifying them was not enough. The audit failed to press into
why such glaring deficiencies persisted despite accreditations and previous warnings.

3.2 The Accreditation Disconnect

The CPD maintained active accreditation from the Massachusetts Police Accreditation Commission (MPAC) for years,
often cited internally as evidence of high professional standards. Yet, the audit documented:

e Evidence room disorganization.

e Incomplete or missing chain of custody records.

e Improper internal affairs investigations.

e Lack of accountability in supervisory ranks.

This is not merely ironic — it is damning.

Accreditation is supposed to validate that a department adheres to best practices. When an accredited agency
collapses operationally, an audit must confront:

e  Were accreditation standards themselves flawed?

e Were audits during reaccreditation superficial?

e Did CPD leadership misrepresent their compliance?

Yet 5Si largely ignored this line of inquiry, missing a critical opportunity to address systemic regulatory failure.
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3.3 Willful Blindness and Leadership Failure

Margaret Heffernan’s Willful Blindness explores how organizations collapse when individuals and leadership
collectively ignore obvious risks to protect their own comfort, status, or power.

At CPD, indicators of willful blindness include:
e Repeated failures in evidence management despite known national best practices.
e  Supervisors failing to correct improper procedures.
e A persistent culture of minimizing internal misconduct or handling it quietly rather than correcting it
publicly.
e Leadership emphasizing optics (e.g., accreditation status) over operational reality.

When supervisors are reluctant to act as true leaders — either out of fear, apathy, or self-interest — organizational
decay is inevitable.

3.4 Overlooked Use of Force Deficiencies

Another critical area where the 5 Stones Intelligence (5Si) audit failed to adequately probe the Canton Police
Department’s (CPD) operational integrity was in the review of use of force incidents and practices. While the report
briefly noted concerns regarding documentation, supervision, and policy clarity, it ultimately treated these as minor
administrative lapses rather than indicators of deeper cultural and leadership failures.

Key findings superficially acknowledged included:

¢ Incomplete Use of Force Reports:
Officers failed to consistently complete detailed use of force reports as required by CPD policy and industry
best practices.

e Lack of Supervisory Review:
Supervisory personnel often approved use of force reports without meaningful review, analysis, or
recommendations for corrective action when deficiencies were apparent.

e Inconsistent Policy Application:
Officers demonstrated inconsistent understanding and application of CPD’s use of force policies,
particularly regarding escalation protocols and duty to intervene standards.

e Absence of Trend Analysis:
CPD leadership did not conduct regular trend analyses to identify patterns of excessive or questionable uses
of force, missing key opportunities for early intervention and risk mitigation.

Despite these troubling observations, the 5Si audit stopped short of addressing their full implications. Instead of
treating the failures as systemic risks to public safety, officer wellness, civil rights compliance, and organizational
liability, the audit presented them as isolated procedural gaps that could be corrected with additional training — a
dangerously superficial conclusion.

In reality, the audit’s findings pointed to a much deeper cultural problem:
o A lack of supervisory accountability that permitted poor practices to persist unchallenged.
e A failure of leadership to foster a culture of procedural justice and ethical decision-making regarding
force.
e An organizational complacency that prioritized expediency and protection of the agency’s image over
transparency, officer development, and public trust.
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Why this matters: Unchecked deficiencies in use of force reporting, review, and policy compliance are not
administrative inconveniences — they are fundamental breaches of constitutional obligations under the Fourth and
Fourteenth Amendments. They expose the municipality to significant civil liability, erode public trust, damage officer
credibility in court, and — most critically — place both citizens and officers at greater risk of harm.

The missed opportunity: Rather than merely recommending policy updates and retraining, a truly independent
audit should have demanded:
e A comprehensive overhaul of CPD’s use of force tracking, reporting, and supervisory review systems.
e Implementation of early warning systems to detect problematic use of force patterns.
e An external review board or independent monitor to oversee use of force incidents until internal trust and
accountability are restored.

The 5Si report’s failure to confront these deeper issues reflects the same cultural blind spots that have allowed other
critical operational failures — such as evidence management and internal investigations — to persist unchecked
within CPD.

3.5 Failure to Engage the Most Critical Stakeholder: The Public

A profound weakness in the 5 Stones Intelligence (5Si) audit of the Canton Police Department was the near-total
exclusion of the very constituency most affected by policing operations: the residents and business owners of Canton.

While the audit addressed the internal practices of the police department and satisfied the political demands of town
leadership, it failed to meaningfully engage the third, and arguably most important, stakeholder — the community
itself. This omission represents a critical missed opportunity, particularly given the circumstances that gave rise to
the audit.

Background Context: The Canton Police Department audit was not voluntarily initiated by town leadership. It was
compelled by residents who used available legal mechanisms to force transparency and external evaluation. The audit
was not merely a matter of internal operational concern; it was, at its core, a response to a profound erosion of public
trust.

Given this context, it was essential that any independent audit incorporate community input — through interviews,
surveys, focus groups, or random sampling of residents and business owners — to accurately gauge the true scope of
the problem and ensure the legitimacy of any proposed reforms.

Best Practices in Government Accountability Audits: According to the U.S. Government Accountability Office
(GAO), one of the fundamental principles of effective government auditing — outlined in the Yellow

Book (Generally Accepted Government Auditing Standards) — is that audits must consider the needs and concerns
of stakeholders, including the public.!

Similarly, modern policing standards (e.g., DOJ Consent Decrees, PERF guidelines) emphasize that true police
reform must be driven not solely by internal metrics, but by the lived experiences, perceptions, and trust levels of
the communities being served.?

Missed Opportunities Specific to Canton: 55i missed an opportunity to:
¢ Conduct Random Community Sampling:
Interviewing random business owners and residents would have provided firsthand, unfiltered accounts of
citizen experiences with the CPD — beyond internal reports or media coverage.
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o Measure Community Trust Levels:
Simple survey instruments could have assessed public trust in the department, perceptions of fairness,
safety, and professionalism — vital metrics that internal audits alone cannot capture.

¢ Capture Business Community Feedback:
The business community interacts with policing differently than residential citizens and faces unique
concerns (e.g., property crime, response times, patrol visibility). Ignoring this group left a significant blind
spot in the audit findings.

e Validate (or Challenge) Internal Narratives:
Leadership narratives about the department’s standing could have been independently tested against public
perception — a critical validation step in any meaningful audit.

e (reate a Sense of Shared Ownership:
Involving the public in the audit process would have fostered a sense of shared investment in the
department’s reform efforts, creating momentum for long-term cultural change.

Instead, by focusing almost exclusively on the internal workings of the department and the political objectives of town
leadership, the audit left the public’s concerns largely unexamined — ironically, the very group whose discontent
necessitated the audit in the first place.

3.6 Failure to Properly Align Audit Standards with Contractual Requirements

An additional concern regarding the 5 Stones Intelligence (5Si) audit of the Canton Police Department (CPD) is the
audit team’s failure to properly align its evaluative standards with the contractual obligations set forth by the Town
of Canton.

The Town’s Request for Proposals (RFP) required that the independent audit be conducted pursuant to the
following specific frameworks:

e U.S. GAO Yellow Book (Generally Accepted Government Auditing Standards);

e Massachusetts Peace Officer Standards and Training (POST) Commission requirements;
e Massachusetts General Laws (MGL) and Code of Massachusetts Regulations (CMR);

e Massachusetts Police Accreditation Commission (MPAC) standards.

However, a detailed review of the final 5Si audit report reveals that MPAC was not substantively addressed or
referenced at all. Although CPD had been continuously accredited through MPAC since 2015, the audit made no
effort to measure departmental compliance against MPAC’s operational standards, nor did it analyze CPD’s most
recent MPAC reaccreditation, which was completed in 2024.

Instead, the 5Si report appears to have evaluated CPD against the standards of the Commission on Accreditation for
Law Enforcement Agencies (CALEA), an organization with which CPD had no active accreditation at the time of
the audit. CPD had previously held CALEA accreditation but had not maintained it in nearly a decade. CALEA

standards, while internationally respected, had no legal or professional applicability to CPD during the audit period.

This substitution is concerning for several reasons:
e Relevance: The audit measured CPD’s performance against an external, non-binding standard rather than
against the standards CPD was actively required to meet.
¢ Contract Compliance: The Scope of Services called for evaluation under MPAC, POST, MGL, and Yellow
Book guidelines, not CALEA. The use of an inapplicable framework represents a deviation from the
intended audit methodology.
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e Public Perception: By applying CALEA benchmarks, the audit could mislead readers into believing that
CPD failed mandatory standards when, in fact, the standards applied were aspirational, not obligatory.

e Professional Integrity: Yellow Book standards emphasize that government audits must use "relevant and
applicable criteria." Deviating from this principle can diminish the audit’s credibility.

While it is acknowledged that many of the operational deficiencies cited by 5Si (e.g., in evidence management and
internal investigations) would likely constitute violations under MPAC standards as well, the correct professional
approach was to evaluate CPD within the bounds of the standards it was legally and contractually obligated to uphold.

To be clear, this white paper does not allege any intentional wrongdoing or bad faith by 5Si. However, the
misalignment between the required evaluative frameworks and those actually applied represents a significant
procedural concern that calls into question the audit’s overall reliability and its alignment with the Town’s stated
objectives for independent review.

The concerns outlined above — from superficial treatment of critical deficiencies to the misapplication of evaluative
standards — collectively underscore the central theme of this white paper: the need for meaningful, standards-driven
reform rather than surface-level reviews designed to satisfy political expectations.

The audit, while identifying numerous operational weaknesses, ultimately failed to deliver a comprehensive,
contractually aligned, and professionally rigorous evaluation of the Canton Police Department's true compliance
obligations.

To restore public confidence and protect the integrity of law enforcement operations, it is essential that future audits
not only confront cultural and leadership failures but also adhere strictly to the legal frameworks and professional
standards they are commissioned to enforce.

Why This Matters

Audits that fail to incorporate community feedback risk being seen as technical exercises designed to satisfy insiders
rather than instruments of genuine public accountability. In Canton’s case, the credibility and impact of the 5Si audit
were significantly diminished by the decision to exclude citizen and business owner input.

When reform efforts are designed without the voices of those most affected by police operations, they risk reinforcing
the very distrust they seek to repair.

Conclusion

An opportunity to rebuild public trust, validate reforms, and set a new standard for transparency was missed. True
reform is not achieved by checking procedural boxes or satisfying town hall optics. It is achieved when the people
most affected — the residents and business owners — are actively involved, heard, and empowered as part of the
solution.

In the specific case of Canton, where the audit itself was citizen-driven, this omission is not merely a flaw — it is a
fundamental failure to respect the spirit and purpose behind the audit’s existence.
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Why This Matters for Law Enforcement Agencies

The failure to address systemic cultural issues — particularly around evidence management and internal
investigations — strikes at the heart of public trust. If a police department cannot maintain the integrity of its
evidence or conduct fair internal investigations:

¢ (Criminal prosecutions can be undermined.

e  (Civil liability for the municipality increases.

¢ Employee morale deteriorates.

e  Public confidence collapses.

Unchecked, this cultural rot leads to a cynical, self-protective agency that becomes increasingly resistant to reform
— precisely what Willful Blindness predicts.

The Flawed Accreditation Model
MPAC’s Lack of Oversight and Transparency

Another critical weakness overlooked by the 5Si audit involves the accreditation agency itself — the
Massachusetts Police Accreditation Commission (MPAC). Unlike nationally recognized and ANSI-accredited
organizations such as ASIS International, which base their standards on globally validated best practices through
rigorous and transparent oversight, MPAC operates without any independent or governmental accreditation of its
own.

MPAC is a private 501(c)(3) nonprofit organization, funded heavily by public tax dollars through police department
membership fees and accreditation payments. Despite this financial reliance on public funding, MPAC shields much
of its operation, documentation, and evaluation methodologies from public scrutiny by invoking its quasi-public,
nonprofit status. This structural ambiguity allows MPAC to function largely in secret while providing “certifications”
of police agencies’ compliance with so-called “best standards and practices” — practices that are not externally
validated, not standardized against national or international benchmarks, and not subject to any meaningful
independent audit.

By comparison, ANSI-accredited organizations must undergo periodic third-party reviews and base their standards
on transparent, evidence-based benchmarks. MPAC’s self-selected and self-regulated model lacks such rigor.

In Canton’s case, the CPD proudly cited MPAC accreditation for nearly a decade while simultaneously failing basic
operational standards — and neither MPAC nor successive assessments triggered meaningful correction. This is a
systemic flaw, not an isolated error.

Until MPAC is subject to independent validation — or replaced with a fully ANSI-accredited, transparent
accreditation process — Massachusetts law enforcement agencies will continue to operate under a veneer of
professionalism without the substantive accountability true accreditation demands.
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Recommendations for the Canton Police Department

6.1 True Third-Party Review of Accreditation Processes

Commission an independent firm (unaffiliated with MPAC) to reexamine how CPD previously maintained
accreditation and whether those processes were flawed or compromised.

6.2 Evidence Management Overhaul
e Implement a fully electronic evidence tracking system.

e Conduct a complete inventory audit by an independent third party.
e Establish mandatory quarterly random audits moving forward.

6.3 Internal Affairs Division Restructuring

e (Create an autonomous Internal Affairs Unit reporting directly to the Chief and City Solicitor.
¢ Mandate an external review of sustained misconduct complaints until trust is rebuilt.

6.4 Leadership Development and Accountability

e Require formal supervisory and leadership training.
¢ Implement leadership evaluations based on the enforcement of standards, not tenure.

6.5 Cultural Reboot

e Conduct department-wide training using Margaret Heffernan’s Willful Blindness principles.
e Establish anonymous internal reporting mechanisms for violations.

6.6 Leadership Transition: Replace the Current Chief and Recruit External Leadership

Canton is currently operating in a fractured environment of low trust and factionalism. While this report does not
single out any individual leader for blame, the cumulative leadership failure necessitates change.

When a coach loses the locker room, the organization replaces the coach — not the team.

Drawing a parallel to Bill Belichick’s transformation from a poor fit in Cleveland to a championship architect in New
England, CPD must recruit:

¢ A new Chief from outside the department, unburdened by local political or personal entanglements.

e Aleader with a proven record of organizational reform and cultural transformation.

Without this leadership transition, even the best policy reforms risk failure due to lingering internal distrust and
resistance.
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Conclusion

The 5Si audit captured surface-level symptoms but missed the disease: a culture of willful blindness, regulatory
theater, and failed leadership.

True reform demands a full cultural reckoning, rigorous external oversight, and new leadership committed to
rebuilding trust and operational integrity. Anything less risks perpetuating the same failures under a new veneer of
credibility.

Disclaimer

This report represents the independent analysis and professional opinion of the author based on publicly available
information, Town of Canton documents, and independent review of the Canton Police Department audit. No factual
allegations of criminal, fraudulent, or intentional misconduct are made against any individual or entity herein.
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