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Abstract

AI incidents can generate enormous behavioral datasets containing 
important  safety evidence,  while  expert  attention to investigate 
them remains scarce. I built the  Citizen Evidence Triage Kit, a 
proof-of-concept (POC) for testing whether citizen volunteers can 
provide a scalable human layer between automated detection and 
expert investigation. Using the German messaging incident corpus, 
the kit enables volunteers to search behavioral traces and review 
attributed AI agent edits in context, attach comments, and flag 
entries for expert researchers to review. The POC demonstrates an 
end-to-end workflow in which citizens surface evidence; experts 
decide  what  it  means.  It  does  not  yet  establish  reviewer 
effectiveness. The next step is a controlled validation of precision, 
recall, novel discovery, and expert-attention savings. If successful, 
citizen evidence triage could provide thousands of additional hours 
of investigative capacity during future AI incidents.

1. Introduction
I came to this project from my experience with crowdsourcing and citizen mobilization. As a Lead 
Product Manager at GoFundMe, I saw how crowdfunding website could harness contributions 
from large numbers of people to help others respond to crises. Later, as a volunteer lead digital 
organizer during the 2020 U.S. presidential election, I saw 100s of citizen volunteers self-
organize to conduct large-scale political texting campaigns in Wisconsin. In both cases, people who 
were not full-time professionals could, with the right tools, training, and coordination, collectively 
provide enormous capacity. This led me to ask: could we similarly harness thousands of technically 
capable citizens who care about AI safety and want a meaningful way to contribute?
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Recent incidents show both the scale of the evidence problem and the continuing value of human 
review. OpenAI retrospectively analyzed agents’ reasoning and actions after the Hugging Face 
incident. Anthropic reviewed 141,006 evaluation runs and uncovered three real-world incidents. 
METR independently reviewed roughly 1,300 long agent transcripts to reconstruct behavior and 
coordination. Together, these investigations suggest a growing bottleneck: important safety 
evidence may be buried in enormous behavioral datasets, while expert human attention to 
investigate it is scarce.

This suggests a missing layer in AI incident response. Automated monitors and search can process 
evidence at enormous scale, but may miss contextual, distributed, or unexpected patterns. Expert 
AI safety researchers can investigate those patterns deeply, but their attention is scarce and 
expensive. What largely does not exist today is scalable human evidence triage between automated 
detection and expert investigation.

I built the Citizen Evidence Triage Kit as a proof of concept for that layer. The model is simple: 
large incident corpus → citizen reviewers → flagged candidate entries → expert adjudication. 
Citizen volunteers search behavioral records for potentially important evidence, flag entries worth 
investigating and move to the next entry. They do not determine whether an AI is deceptive, 
misaligned, or dangerous. Citizens surface evidence. Then experts decide what it means.

This approach is practical because evidence review can be decomposed across 1,000s of people, 
reviewers can be trained and calibrated, important material can receive independent overlapping 
review, and every flag points to a specific evidence source entry with automatic provenance. This 
POC demonstrates that this workflow can operate on the German message-board incident corpus; 
the larger question is whether trained citizens can perform it reliably enough to help researchers. 
If trained citizens can reliably produce high-quality evidence leads, AI safety could gain thousands 
of additional hours of distributed investigative capacity during major incidents without requiring 
thousands of additional professional researchers.

2. Related Work
The closest prior work spans automated transcript analysis, expert red teaming, and crowdsourced 
AI evaluation. Meridian Labs’ Inspect Scout uses LLM- and pattern-based scanners to analyze 
large collections of agent transcripts, while METR’s monitorability work combines automated 
monitors with human review. These approaches establish important pieces of the puzzle, but I 
have not found work that systematically uses citizen volunteers to triage large post-incident 
behavioral datasets for expert investigators.

https://metr.org/blog/2026-01-19-early-work-on-monitorability-evaluations/#methodology
https://meridianlabs.ai/projects
https://github.com/blueandyshores/citizen-evidence-triage-kit
https://metr.org/blog/2026-08-26-openai-hugging-face-incident-investigation/#core-takeaways-about-this-incident
https://www.anthropic.com/news/investigating-incidents-cybersecurity-evals
https://openai.com/index/hugging-face-incident-and-the-road-ahead/
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3. Methods
I built the Citizen Evidence Triage Kit, a proof-of-concept tool for testing whether citizen 
volunteers can help investigate large AI-incident datasets. The POC currently works with the 
German wiki corpus. It is designed for capable, motivated volunteers who receive basic training in 
evidence review and AI safety behaviors, but are not assumed to be professional AI safety 
researchers.

The Kit provides a structured investigation workflow. Volunteers can:

● Browse and search entries and messages while preserving source context and provenance.
● Review a stream of attributed entries; deterministic cue matches appear as badges
● See detector badges, duplicate-entry counts, and shared-URL context on each entry
● Flag entries worth investigating with a lightweight tag, an optional taxonomy label, and 

an optional comment
● Export a flagged-entries list (entry IDs, timestamps, tags, comments, provenance, detector 

cues) plus a coverage ledger

The core design principle is to separate evidence collection from safety adjudication. Reviewers 
document what they observe, provide supporting evidence, and explain why it may deserve further 
investigation. They do not determine whether an AI is deceptive, misaligned, or dangerous. 
Citizens surface evidence; experts decide what it means.

The POC also provides the basic infrastructure needed for distributed review: standardized 
evidence records, common behavioral categories, source provenance, and tracking of what has 
been reviewed. These could eventually support calibration, independent overlapping reviews, 
division of large corpora across many volunteers, and comparison with automated detection.

This POC demonstrates the tool and workflow, not that citizen evidence triage works at scale. A 
subsequent controlled study would test whether trained volunteers reliably identify useful 
evidence, discover findings automated methods miss, and reduce the expert attention required to 
investigate large incident datasets.

4. Results
The following screenshots show the Citizen Evidence Triage Kit from a volunteer investigator’s 
perspective: reviewing individual entries from the incident corpus, flagging and classifying 
evidence that may warrant further investigation, and exporting structured findings for expert 
researchers. The workflow is intentionally simple: citizens direct attention and surface evidence; 
researchers draw conclusions.

https://github.com/blueandyshores/citizen-evidence-triage-kit
https://collusion.wiki/
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Your work & exports: Summarizes your review progress and lets you export your flagged 
evidence and coverage ledger as a JSON file that you can share with researchers.

Volunteer review workspace: Presents one AI agent’s entry at a time with its source 
context, provenance, and buttons for deciding whether it warrants a closer look by a 
researcher.
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Import & receipt: Loads an entire incident corpus locally and provides an intake receipt 
documenting corpus size, preservation, and import limitations.

5. Discussion and Limitations

Limitations
The Citizen Evidence Triage Kit is currently a proof of concept, not a validated evidence-review 
system. It demonstrates that a structured citizen-review workflow can be built and applied to the 
German message-board corpus, but several central hypotheses remain untested:

1. Reviewer quality: Can trained citizen volunteers reliably identify evidence that experts 
consider useful?

2. Precision and recall: How much relevant evidence do citizens find, and how much noise do 
they generate?

3. Incremental value: Do human reviewers discover contextual, distributed, or unexpected 
evidence that automated detectors miss?

4. Expert leverage: Does citizen triage actually reduce scarce expert review time?

Future Work
The next phase would turn the POC into a research-grade triage kit and conduct a controlled 
validation study. Approximately 50 citizen reviewers would independently examine overlapping 
and non-overlapping portions of one or more incident corpora. Their performance would be 
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compared with automated detection and an expert reference set, with AI safety researchers blindly 
adjudicating submitted evidence records.

The study would measure precision, recall, novel discoveries, inter-reviewer reliability, time per 
useful finding, and expert-attention leverage. It would also investigate where humans provide 
comparative advantage over automated methods. A positive result would justify replication across 
additional incidents and progressively larger groups of reviewers, ultimately testing whether 
citizen evidence triage can become a scalable component of AI incident response. The long-term 
goal is not simply a better investigation tool, but a validated system for converting thousands of 
hours of motivated citizen attention into useful investigative capacity for the AI safety community.

If successful, the model could then be tested across additional incidents and progressively larger 
groups of volunteers. The goal would be to develop the training, calibration, quality-control, 
security, and coordination infrastructure needed for a standing network of trained citizen 
reviewers.

6. Conclusion
The longer-term vision is that when the next significant AI incident occurs, this capacity already 
exists. Instead of a small number of researchers facing hundreds of thousands of behavioral traces 
alone, an incident-response team could rapidly deploy a prepared corpus and investigation protocol 
to hundreds or thousands of trained volunteers. Within hours, distributed reviewers could begin 
examining different portions of the evidence, independently replicate important findings, and 
escalate flagged entries with provenance to professional investigators. If citizens can reliably 
produce high-quality evidence leads, AI safety could have thousands of hours of additional 
investigative capacity ready when it is needed most.

Code and Data

Code repository: https://github.com/blueandyshores/citizen-evidence-triage-kit

LLM Usage Statement
I used LLMs as a coding and research assistant to help prototype the Citizen Evidence Triage Kit, 
refine its taxonomy and workflow, and review relevant AI-safety literature. I also used LLMs to 
help organize, edit, and clarify this report, while retaining responsibility for the project’s design, 
claims, and conclusions.

https://github.com/blueandyshores/citizen-evidence-triage-kit

