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The National Institute of Justice (NIJ), a component of the

Office of Justice Programs, is the research and development
agency of the U.S. Department of Justice. NIJ was estab-
lished to prevent and reduce crime and to improve the

criminal justice system. Specific mandates established by

Congress inthe Omnibus Crime Control and Safe Streets AGt
of 1968, as amended, and the Anti-Drug Abuse Act of 1988

direct the National Institute of Justice to:

« Sponsor special projects, and research and develop*
ment programsthat will improve and strengthen the
criminal justice system and reduce or prevent crime.

e Conduct national demonstration projetteat employ
innovative or promising approaches forimproving crimi-
nal justice.

» Develop new technologi¢s fight crime and improve
criminal justice.

» Evaluate the effectiveness of criminal justice programs
and identify programs that promise to be successful if
continued or repeated. .

 Recommend actiotisat can be taken by Federal, State,
and local governments as well as by private organiza-
tions to improve criminal justice.

The research and development program that resulted in
the creation of police body armor that has meant the
difference between life and death to hundreds of police
officers.

Pioneering scientific advances such as the research and
development of DNA analysis to positively identify
suspects and eliminate the innocent from suspicion.

The evaluation of innovative justice programs to deter-
mine whatworks, including drug enforcement, commu-
nity policing, community anti-drug initiatives, prosecu-
tion of complex drug cases, drug testing throughout the
criminal justice system, and user accountability pro-
grams.

Creation of a corrections information-sharing system

that enables State and local officials to exchange more
efficient and cost-effective concepts and techniques for
planning, financing, and constructing new prisons and

jails.

Operation of the world’s largest criminal justice infor-
mation clearinghouse, aresource used by State and local
officials across the Nation and by criminal justice agen-
cies in foreign countries.

» Carry out research on criminal behavior. The Institute Director, who is appointed by the President and
confirmed by the Senate, establishes the Institute’s objec-

» Develop new methods of crime preventoul reduc-
tion of crime and delinquency.

tives, guided by the priorities of the Office of Justice Pro-
grams, the Department of Justice, and the needs of the

criminal justice field. The Institute actively solicits the views

The National Institute of Justice has a long history ofof criminal justice professionals to identify their most critical
accomplishments, including the following: problems. Dedicated to the priorities of Federal, State, and
, o local criminal justice agencies, research and development at

* Basicresearch on career criminals thatled to the develne Ngagional Institute of Justice continues to search for

opment of special police and prosecutor units to dealhsyers to what works and why in the Nation’s war on drugs

with repeat offenders.

e Research that confirmed the link between drugs and
crime.

and crime.
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Foreword

Law enforcement has always been a stressful occupatiom response to these issues, we have seen heightened interest
However, there appear to be new and more severe sourcesrofdentifying and implementing strategies that will prevent
stress for law enforcement officers than ever before. Some ahd treat law enforcement stress, including its impact on
these stresses are related to increased scrutiny and criticistness on officers’ families. Thissues and Practicesport

from the media and the public and to anxiety and loss gfrovides a comprehensive and up-to-date look ata number of
morale as a result of layoffs and reduced salary raises. Eveaw enforcement stress programs that have made serious
positive changes in law enforcement have increased stresforts to help departments, individual officers, civilian
for some officers: while community policing can increaseemployees, and officers’ families cope with the stresses of a
officer job satisfaction and overall departmental efficiencylaw enforcement career. The publication is based on nearly
and morale, the transition to this approach can cause app0 interviews with mental health practitioners, police ad-
hension. Furthermore, in recent years there has been iministrators, union and association officials, and line offic-
creased recognition of longstanding sources of stress, iers and their family members. It provides pragmatic sugges-
cluding those that some police organizations themselves méigns that can help every police or sheriff's department
inadvertently create for officers because of their rigid hierarreduce the debilitating stress that so many officers experi-
chical structures, a culture of machoism, minimal opportunience and thereby help these officers do the job they entered
ties for advancement, and paperwork requirements. law enforcement to perform—protect the public.

It is also becoming increasingly clear that law enforcemenieremy Travis

frequently exacts a severe toll on the family members of thBirector

officer. We should be concerned about the stress that lalWational Institute of Justice
enforcement work creates for family members for its own

sake, and we also need to recognize that a stressful home

environment can impair an officer’s ability to perform his or

her job in a safe and effective manner.
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Executive Summary

Contents and Background of This Structuring the Program
Report

To provide such services, a planner can establish an in-house

This publication provides practical guidance regarding th&7°9ram. an independent external organization, or a combi-
development and maintenance of a law enforcement stre8&tion of the two. Each option has advantages and draw-
program. The information is based largely on interviews witfPacks- Regardless of program structure, stress program ser-
nearly 100 people, including mental health practitioners, lawices must be_dellvered_ln a Iocanqn that is accessible and
enforcement administrators, union and association official£OMPIEtely private—typically, not in a law enforcement
and almost 50 line officers and family members from botrfiepartment building.

large and small agencies. The publication does not discuss

specific counseling approaches but does include references . . .
to counseling literature and related resources. Choosing Among Staffing Options

Law enforcement officers face a number of sources of stresiress program staffing configurations may differ and may

particular to their field, ranging from organizational de-include nonsworn mental health professionals, sworn mental

mands (e.g., shift work) to the nature of police work itselthealth professionals, interns, chaplains, volunteers, and peer

(e.g., exposure to violence and suffering). In addition, somgupporters. Careful screening, thorough training, and strong

officers report new or increasing sources of stress, includingianagement support are especially essential for peer sup-

those which result from the implementation of communityporters to be of benefit.

policing, negative publicity, and reduced resources. It is

important that stress programs address the needs of the

family members of department personnel, who can be Establishing a Referral Network

source of considerable stress or support for officers and who

themselves frequently experience difficulties associated witRrogram staff and independent practitioners need to select

their spouse’s or parent’s law enforcement work. and monitor qualified external service providers to whom
they can refer selected officers and family members in the
event of lack of time to treat them in-house or if special

Planning the Program counseling skills are required.

A program planner or independent practitioner who expects

to provide mental health services to law enforcement agerDeq“ng With Confideniiality

cies—or wishes to improve or expand existing services—

needs to include key law enforcement administrators, labdtrict confidentiality (within the limits of the law) is essential
representatives, officers, and family members in the plarto program success. However, there are exceptions to the
ning or expansion process, and to conduct a needs assgsdvileged nature of communication between clients and
ment, form an advisory board, formulate program objeclicensed mental health practitioners, some of which vary
tives, and develop written policies and procedures thdtom State to State. To help ensure confidentiality, program
identify the extent and limitations of program activities. Lawstaff can distribute clear confidentiality guidelines, maintain
enforcement stress experts recommend a systematic aagpropriate client records, and either send mandatory refer-
holistic approach to program development, focusing on bothals to external counselors or clearly distinguish between the
the prevention and treatment of stress at the individual artdeatment of voluntary and mandatory referrals within the
organizational levels. program. In addition, staff need to consult with legal counsel
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in order to clarify their legal responsibility for maintaining critical incident stress debriefing, crisis intervention, and
confidentiality and reduce their exposure to lawsuits. assessment and referral to other providers.

Marketing the Program Services for Family Members:

To be successful, a stress program must generate awarent;rg?,c“'ment and Training

support, and referrals from administrators,mid-levelmanagsmce many practitioners report that most problems for
ers, union or association officials, line officers, nonsworn ;e officers seek assistance involve relationship difficul-

personnel, and family members of all personnel. In order tgg 100 rams are increasingly providing services, including
generate support, program staff involve these target grouRS o' suonort, for family members
in program planning, provide training, and make themselves ’

available around the clock. In the end, however, word of

mouth is the best source of support.

Monitoring and Evaluating the

Preventing Stress and Stress- Program

Related Problems Program staff and independent practitioners who regularly
monitor and can evaluate their own services are more likely

Training officers and their families to recognize sources antb be able to maintain or increase their funding and to find

signs of stress and to develop strategies for coping with it isays of improving program operations and effectiveness.

a primary goal of any stress program. Most practitioner§&everal guidelines suggest how to conduct useful process

believe that the academy is the best time to begin, band impact evaluations.

in-service training is useful for reinforcing and extending

basic concepts and strategies.

Managing Program Costs and

. N Fundin

Reducing Organizational Stress 9
Program staff and consulting mental health professionals can

Because certain structures and practices within law enforc%nefit by estimating both their total operating expenses and

ment a;genc;gs them(jlseflvegI can bi a significant sm:frce Weir unit costs, such as cost per client or counseling hour.
stress for officers and family members, program staff angypjje practitioners consulted in this study have found a

independent clinicians sometimes work with departmentstgariety of ways to save money and to secure funding, it
modify agency policies and procedures. Program staff havg,, 14 pe noted that some managed care plans limit the

worked to alter rigid hierarchical structures, to make Shifbbility of programs and individual counselors to provide
work more flexible, to improve supervisors’ training mem'services

ods, to provide conflict management among officers, super-

visors, and managers, and to help create better matches

between officer skills and the needs of a given job. In

addition to reducing stress for individual officers such orgaquping Other Resources

nizational changes can improve the overall efficiency of the

agency itself. A limited search identified organizations and written mate-
rials and that can provide assistance in establishing or im-
proving a stress program. Experienced staff from several

Responding to Stress-Related ft7e5§ programs are available to provide consultation by
elephone.
Problems After They Occur P

Among the treatment services that law enforcement stress
programs can provide are short- and long-term counseling,
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Chapter 1
Contents and Background of This Report

Key Points

e This publication provides practical guidance regarding the development and maintenance of a
low enforcement stress program, with detailed descriptions of existing programs that serve small,
medium-sized, and large agencies across the country.

¢ Information in the report is based largely on interviews with nearly 100 individuals, including mental
health practitioners, law enforcement administrators, union and association officials, and almost 50
line officers and family members.

e The publication examines a wide range of stress program services, including tfreatment services,
fraining and other prevention efforts, and consultation regarding the elimination or mitigation of
organizational sources of stress. An entire chapter is devoted to treatment services and training for
family members of law enforcement personnel.

o Despitelimitedresources, many law enforcement agencies have implemented stress programs not
only to benefit officers and their families but also to improve efficiency, morale, and image, to
protect the significant financial investment they have made in officers, and to help ensure that
officers are in the best condition to protect and serve the public.

e Law enforcement officers face a number of unusual, offen highly disturbing, sources of stress,
including organizational stresses (e.g.. the hierarchical, autocratic structure of the agency), stresses
inherent in law enforcement work (e.g., frequent exposure to violence and human suffering),
frustration with other parts of the criminal justice system (e.g., perceived leniency of court
sentences), and personal difficulties (e.g., not having enough fime with their families).

e Some officers report increasing levels and new sources of stress, including the implementation of
community policing, the high level of violent crime, the perceived increase in public scrutiny and
negative publicity, the reduction in resources and job security due to fiscal uncertainty, a decrease
in camaraderie among officers, the fear of air- and blood-borne diseases, and an increased
emphasis on cultural diversity and political correctness.

e Commonly reported effects of these stresses on officers include intense cynicism, suspiciousness,
physical ailments, and family and other relationship difficulties.

e [tisimportant that stress programs address the needs of family memibers who not only frequently
experience stress-related difficulties associated with the officer’'s work but who also can be
tfremnendous sources of added stress—or support—for officers.

e Stress programs also need to include nonsworn department members, who are not only vitally
important to department operations but may also experience severe work-related stress that
deserves attention.

Contents and Background of This Report




Who Can Use This Publication?

This publication is a guide to the development and improve-
ment of services tprevenireduce andireat stress-related
problems among law enforcement officers and their families.
It is primarily intended for:

* administrators and mid-level managers in small, me-
dium-sized, and large law enforcement agencies at the
Federal, State, and local levels; and

» police psychologists and other mental health profes-
sionals, directors of employee assistance programs
(EAPSs) or personnel departments, and other law en-
forcement stress program planners and staff.

Law enforcement union or association officials, researchers,
officers, and family members may also find the publication’s
overview of law enforcement stress and its description of
stress programs useful. Finally, many of the report’s guide-
lines are applicable to nonsworn personnel and corrections
officers.

What Is in the Publication?

A considerable amount of existing research literature de-
scribes the sources and effects of stress among law enforce-
ment officers and specific services available to assist person-
nel with stress-related problems. Within this body of work,
however, there is little to guide mental health professionals,

(4)

(5)

enforcement agencies themsel{@s opposed to
those inherent in the nature of police work, close
media scrutiny, and the criminal justice system),
and describes efforts to reduce these organiza-
tional sources of stress.

The publication provideguidelines for action
rather than discussions of theory, and includes
detailed descriptions of what agencies are actually
doingto prevent and treat stress. Because most
police departments across the country have 10 or
fewer officer&—and, consequently, limited re-
sources—descriptions of low-cost stress services
for small departments are presented. In addition,
many of the suggestions in the publication can be
put into practice by employee assistance programs
that already serve small agencies. (Some study site
programs are highlighted more often than others in
various chapters because their staff members were
able to provide more information on the topics in
guestion.)

Finally, the publication reflects not only a survey of
research literature and consultation with selected
law enforcement researchers but also interviews
with nearly 100 individuals, from stress program

administrators and staff to family members and
civilian employees (see the box “Sources of

Information for This Publication”).

law enforcement administrators, or other planners in deve
oping or improving a comprehensive stress program. Al
interest in law enforcement stress services has continued
grow, and as these programs have developed and expan(
across the country, the need for such guidance has beco
clear. This publication is distinctive because it combines i
one volume five features.

(1) Many previous publications on law enforcement
stress are datéd.This report provides anp-to-
datelook at the nature of law enforcement stress
and the principal elements of stress programs.

(2) The publication also examines the sources an

effects of stress within the families of law

enforcement officers and describes program
services fofamily members

(3) The publication considers the stresses sometimg

associated with certain characteristics lafv

What Is a Stress Program?

A law enforcement stress program can take
many forms, including an employee assistance
orpsychologicalservices program set up within
the agency. a group of officers trained to pro-
vide support and referrals to other officers, a
private mentalhealth practice orindependent
practitioner who serves one or more law en-
forcement agencies, ora combination of these
arrangements. The common characteristics
among these arrangements are that they have
some kind of formal structure and are set up
with the express purpose of preventing and
reducing stress among law enforcement offic-
ers. (Chapter 3 reviews various organizational
structures of stress programs.)

2 Developing a Law Enforcement Stress Program for Officers and Their Families



Sources of Information for This Publication

The information presented in this report comes from four principal sources:
e literature on law enforcement stress and stress programming;

e in-person inferviews with stress program directors, other mental health providers, law enforcement
administrators, union and association officials, officers, family members, and civilians at four sites:
San Bernardino, California; the State of Michigan; Erie County, New York; and the Bureau of
Alcohol, Tobacco, and Firearms (ATF) and the Drug Enforcement Administration (DEA) in Washing-
ton, D.C.;

o telephone interviews with similar individuals in San Antonio, Texas; Tulsa, Oklahoma; Metro-Dade
County, Florida; Rochester, New York; and Coventry, Rhode Island; and

e less comprehensive telephone interviews with several other stress program directors across the
counftry.

The jurisdictions studied in depth were selected based on the suggestions of the project’s advisory
board (see page ii) and police mental health professionals gathered at a January 1995 FBI law
enforcement symposium on organizational issues in law enforcement. The programs contacted from
these jurisdictions represent different organizational approaches, serve both large and small law
enforcement agencies, and have different jurisdictional responsibilities (municipal, county, State, and
Federal).

Why Should a Stress Program Be + to reduce the number of on-the-job accidents;

?
Started or Equnded : » toreduce the potential for civil liability due to officers’

Atatime when resources are scarce at most law enforcement Stress-related inappropriate behavior;

agencies, why should time, space, and money be spent on a

law enforcement stress program, particularly when mang  to reduce negative media attention, and

agencies have access to city- or countywide employee assis-

tance programs (EAPs)? Law enforcement administrators, to improve the general well-being of police families.

union and association officials, and stress program directors _ _ o
cite several reasons: Several police chiefs and other law enforcement administra-

tors attest to the value of their agency’s stress programs. As
+ to provide a confidential, specialized approach to treatRobert Peppler, Assistant Sheriff of the San Bernardino
ing and reducing stress for officers and their families Sheriff's Department, says, “We have a tremendous invest-
and to improve their ability to cope with stress on theirment in cops, and if they leave after one traumatic incident,
own (most officers do not trust—or use—city or countywe have lost a tremendous amount. A dollar in psychological

programs); services now can save us hundreds of thousands down the
road.” Aristedes W. Zavaras, former chief of the Denver
+ toincrease officer morale and productivity; Police Department, told a congressional hearing in 1991,
» toincreasethe agency’s overall efficiency and effective- From my perspective of chief, | am obviously
ness; concerned about the well-being of the offic-
ers, but it goes beyond that. | also look at the
e toreduce the number of early retirements and workers’ financial end of it, and | look at the tremen-

compensation claims due to stress-related disabilities;

Contents and Background of This Report 3



dous cost. We look at an officer at the end of
one year and realize that we have probably
over $1 million invested in that person. From
the administrative perspective you don't want
to lose that person. That is a little mercenary
to look at it that way, but it is a reality. . . . |
don't, quite frankly, think that departments
can afford not to have psychological services
for their officerst

Administrators may be concerned that a stress program will
be abused by some officers who will see the program as away
to escape discipline for substandard job performéawéh

clear program policies and procedures, however, this should
not be a problem (see chapter 2, “Planning the Program”).
Furthermore, none of the individuals interviewed for this
report suggested that programs were being abused in this
manner.

A stress program in and of itself cannot ensure that all

If program staff can help an officer overcome stress-relatedfficers will cope more effectively with stress. To a great
problems, the department may benefit not only by retainingxtent, coping depends on individual characteristics such as
a valuable employee but also by inspiring the officer to b@ersonality, physical condition, and spiritual and family
more motivated, compassionate, and loyal to the deparsupport. A stress program can, however, educate officers
ment® Furthermore, as Samuel C. McQuade, a former policebout how to reduce and cope with stress, and it can provide
officer and current Social Science Program Manager at theeeded services at critical moments. No single example of
National Institute of Justice, notes; “to the extent that indistress programming will be suitable for all types of law
vidual officers have less stress, agencies will have less stressiforcement agencies; departments need to tailor their ser-
and this in turn will afford greater ability for police and their vices to the size of the organization, its geographic jurisdic-
agencies to act in efficient ways, producing more effectivéion, available resources, officers’ career levels and particu-

results.”

lar needs, and other agency characteristics.

Stress Services: A Generational Split?

The mere fact that more and more law enforcement agencies are making stress services available
to their personnel indicates that these services have attained a critical threshold of acceptance.
Based on anecdotal evidence from interviews conducted for this publication, skepticism and
outright hostility regarding stress services seem to be decreasing. The extent of this change in
aftitude, however, is unclear, and considerable opposition o stress services remains.

Most of the program directors intferviewed for this publication said that, although it took a long time,
the importance of stress services has been acknowledged among many officers, due in part to efforts
to market the programs but also to the increased educational level—and resulting awareness of
physical and emotional reactions to stress—of younger officers. One command officer said, “This
generation of police is different. Officers used to be mainly military veterans who either hid their stress
better or didn’t know the terms or could handle things better. More college-oriented cops under-
stand the value of social service programs to improve their careers.” Another reported that he and
many of his fellow administrators are more understanding of the need for psychological services and
more willing to devote resources to a stress program because they have had more opportunities for
higher education.

Older officers, however, sfill frequently question the usefulness of stress services. “The biggest
obstacle,” one chief said, “is the old-timers who think officers should still tough it out. The older
generation is derisive toward what the new generation wants.” To be sure, even among younger
officers the stigmna—or fear of stigma—attached to psychological counseling remains strong in many
agencies. As one officer said, *“When you mention psychologists, everyone runs.”

(Chapter 7, "Marketing the Program,” provides suggestions for gaining acceptance of the stress
program among skeptical officers.)

Developing a Law Enforcement Stress Program for Officers and Their Families




Overview of Law Enforcement
Stress

“Police stress is found wherever there are func-
tioning police officers. In our [FBI Nationwide
Law Enforcement Training Needs Assessment]
surveys, the activity statement, ‘handle personal
stress,’ has consistently been rated a top priority
activity for all types and sizes of State and local
law enforcement agencies.”

Because stress can be defined in a number of different ways,
it has become a catchall “buzz word” for all kinds and levels
of emotional and mental problems. Although some research-
ers have pointed out that stress can have a positive influence,
the term generally carries a negative connotation. This pub-
lication uses the common dictionary definition of stress: a
mentally or emotionally disruptive and upsetting condition
occurring in response to adverse external influences, and a
stimulus or circumstance causing such a condition.

— James T. Reese, former supervisory
special agent and assistant unit chief,
Behavioral Science Services Unit,
FBI, in Testimony presented to the
102nd Congress, Washington, D.C.,
May 1991 Of course, people in all walks of life experience—and must

find ways to cope with—some degree of stress. However,

since the 1970s, criminal justice officials and researchers

Why Extend Program Services to
Family Members?

As discussed below, law enforcement work can take
tremendous toll on an officer’s family. By training, counsel-
ing, and otherwise supporting family members, program
can do much to ensure that these individuals not only recei
the help they need but also remain or become sources
support rather than additional stress for officers. As on
researcher said, “Police families do not wear the badge
carry the weapon but are very much affected by those who @
Their support role clearly contributes to maintaining law
enforcement services in the communitytrthermore, be-
cause family members are often the first to recognize whe
an officer needs help, they can play a crucial role by encou
aging that officer to seek assistance before the proble
becomes severe. This recognition and referral is more like
to occur if families have been properly trained regarding th
signs of stress-related problems and the availability of se
vices to treat these difficulties.

Although anincreasing number of law enforcement agencié
provide stress services (see box “Law Enforcement Stre
Services Are Not New"), comprehensive stress programs a
still the exception; most departments that do offer streg
services do not extend them adequately—or at all—to offig
ers’ family members. Providing these services requires 3
accurate and up-to-date understanding of the nature of I3
enforcement stress.

Law Enforcement Stress
Services Are Not New

The provision of stress services for law enforce-
ment officers is not a passing fad. Some depart-
ments, in fact, have operated programs staffed
with full-time counselors since 1976. In the past
two decades, the number of law enforcement
agenciesthat have full-time psychologists, EAPs,
or other types of mental health services has
grown significantly. In a 1979 survey of police
departments across the country, only 20 per-
cent offered some kind of psychological ser-
vices.® In a 1988 national survey of State and
municipal police departments, however, more
than half provided some kind of psychological
service to officers. Fifty-three percent offered
counselingto police officersforjob-related stress,
52 percent provided counseling to officers for
personal and family problems, and 42 percent
counseled officers” family members.” Whereas
psychologicalservices staff once focused mainly
on basic counseling services, testing of officers,
and assistance with criminal investigations,'® of-
tfen on a part-time consulting basis, many pro-
grams now offer around-the-clock services that
include critical incident debriefing, training on
stress management, peer support, and consul-
tation regarding organizational change in the
department.

Contents and Background of This Report 5



have highlighted causes and effects of stress that are unigaled family members. Endnotes identify studies that provide

to, or more pronounced among, law enforcement officeranore in-depth information (see the box “Additional Sources

Many researchers, as well as officers and family membersf Information”).

themselves, consider law enforcement to be one of the most

stressful of all occupations, with correspondingly reported

high rates of divorce, alcoholism, suicide, and other emaSources of Stress for Law

tional and health problem’!? Furthermore, despite the :

growing number of departments that offer training anaEnforcement Officers

treatment for stress-related problems, and despite the rgjferent officers are likely to perceive different events as

ported increased recognition among some officers that expgressful, depending on their individual background, person-

riencing stress is normal but sometimes avoidable, much gfities, expectations, law enforcement experience, years on

the literature and many respondents indicate that officers fegle job, type of law enforcement work they perform, and

they are under considerably more stress now than were laycess to coping resourcéblevertheless, sources of stress

enforcement personnel 10 or 20 years ago. As a result, RRat seem to be common among—and in some cases unique

one disagrees that it is essential to continue to addressgr particularly burdensome to—law enforcement officers

and to address ever more effectively—the stress that lap| into four categories: (1) those related to the law enforce-

enforcement officers and their families face, for the sake ghent organization, (2) those that relate to law enforcement

their own personal well-being, their productivity on the job,work, (3) those that stem from the actions of the criminal

and improved performance of police services. justice system and the general public, and (4) those related to
the individual officer’s personal life and approach to stress-

The discussion below briefly reviews commonly reportedk| events. A summary prepared by the International Asso-

sources and effects of stress among law enforcement officegtion of Chiefs of Police of many of the stresses that fall into

Additional Sources of Information on Sources and Effects
of Law Enforcement Stress

The Behavioral Science Services Unit of the Federal Bureau of Investigation has compiled several
comprehensive collections of articles on law enforcement stress. These include:

James T. Reese and Roger Solomon, eds. Organizational Issues in Law Enforcement. Washington,
D.C.: U.S. Department of Justice, forthcoming, 1996.

JamesT. Reese, James M. Horn, and Christine Dunning, eds. Critical Incidentsin Policing. Washington,
D.C.: U.S. Department of Justice, 1991.

James T. Reese and Ellen Scrivner, eds. Law Enforcement Families: Issues and Answers. Washington,
D.C.: U.S. Department of Justice, 1994.

JamesT. Reese and Harvey A. Goldstein, eds. Psychological Services for Law Enforcement. Washing-
ton, D.C.: U.S. Department of Justice, 1986.

To order these publications, contact the FBI Employee Assistance Unit in Washington, D.C., at (202)
324-5244.

An older but still useful book on sources of stress for both officers and their families is:

Arthur Niederhoffer and Elaine Niederhoffer, The Police Family: From Station House fo Ranch House,
Lexington, Massachusetts: Lexington Books, 1978.

6 Developing a Law Enforcement Stress Program for Officers and Their Families



the first three categories is provided in the box “Sources of frequent transfers (for Federal and State law enforce-
Psychological Stress.” ment agents);

From the Law Enforcement Organization » police culture (e.g., machoism, code of silence regard-
ing corruption);

Although many people perceive the danger and tension of

law enforcement work (glamorized in books, movies, and the po”ce grapevine (e_g_1 gossip, lack of privacy,

television ShOWS) to be the most serious stress for Ofﬁcers, fee”ng that a few fellow officers are not trustworthy);

the literaturé reviewed and the interviews conducted for  gpg

this publication make it clear that in fact the most common

sources of stress result from the policies and procedures of  |ack of reward or recognition for good work.

law enforcement agencies. These sources of stress may

include Individuals interviewed for this publication told many sto-
ries of how one or another of the factors listed above caused
» shiftwork (with some shifts perhaps more stressful thathem frustration and anxiety. One officer was upset that his

others); chief's secretary had a private parking spot in a busy urban
area while officers did not. The wife of an officer who ended

e paramilitary structure; up resigning due to the stress of dealing with his administra-

tors reported, “My husband came home more screwed up

» unproductive management styles; with department problems than with anything he ever en-

countered on the streets.” One officer chose to work the
» inconsistent discipline and enforcement of rules (e.g.midnight shift so he could avoid “the brass” whom he hated
commanders arriving late for work); to deal with during the day, while another gave up a promo-
tion because he could not work with his new supervisor.
» equipment deficiencies and shortages;

“My husband came home more screwed up with
department problems than with anything he ever
encountered on the streets.”

* perceived excessive or unnecessary paperwork;

» perceived favoritism by administrators regarding as-
signments and promotions; — Wife of an officer who ended up
resigning due to stress
* antagonistic “subcultures” within the department
(e.g., between different squads, units, or shifts)

From the Job

» lack of input into policy and decision making; o
Although organizational factors and department policies

« second-guessing of officers’ actions and lack ofmay be the most prevalent and frustrating sources of stress
administration support; for many law enforcement personnel, certainly the job itself
entails a number of others, including

» inconsistent or arbitrary internal disciplinary proce-
dures and review; » role conflict (e.g., between being at once an enforcer of
the law, a social worker, a counselor, and a public
» lack of career development opportunities (and per- servant);
ceived unfairness of affirmative action), with resulting
competition among officers, especially in small depart-  a “roller-coaster” routine of frequent boredom inter-
ments, for the few available openings; rupted by the sudden need for alertness and quick action;

» lack of adequate training or supervision; » fear and danger on even supposedly routine calls;
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Sources of Psychological Stress

l. Infra-Organizational Practices and Characteristics

1.

7.

Poorsupervision. The actions and attitudes of police supervisors can eitherincrease or help alleviate
the stress of the job.

Lack of career opportunities. The promotional process is frequently viewed as being limited and
unfair, causing frustration among officers.

Inadequate rewards. Recognition for a job well done is rare; however, criticism for mistakes is
frequent.

Offensive policies. Many departmental requirements are viewed as threatening or unreasonable.
Excessive paperwork. The need for duplicate forms of every police transaction is often questioned.

Poor equipment. An officer’s well-being may depend on the quality of his or her equipment;
therefore, faulty equipment is a significant source of anxiety.

Inter-Organizational Practices and Characteristics

Lack of career development. In most police departments, there s little room for advancement
regardless of the performance of the officer.

Jurisdictional isolationism. There is often an unfortunate lack of cooperation between neighboring
jurisdictions; sometimes an unhealthy competitive relationship exists.

. Criminal Justice System Practices and Characteristics

Ineffectiveness of corrections system. Officers are alarmed by the recidivism rate of criminals who
seem to be perpetually “on the street” rather than incarcerated.

Unfavorable court decisions. Many court decisions are viewed by officers as unfairly increasing the
difficulty of police work.

Misunderstanding of judicial procedure. Officers find the adversary system difficult to adjust to,
particularly when their testimony is challenged.

. Inefficient courfroom management. Delays, continuances, and inconvenient scheduling make

courtroom appearances a frustrating experience.

. Preoccupation with street crime. The police officer must focus on street crime, often committed by

disadvantaged people, yet the officer knows that “white collar” crime in business and politics
flourishes.

IV. Public Practices and Characteristics

14.

Distorted press accounts. Reports of incidents are often inaccurate and perceived as derogatory
by officers, whether or not the inaccuracy is intentional.

Developing a Law Enforcement Stress Program for Officers and Their Families




Sources of Psychological Stress (continued)

15. Unfavorable minority attitudes. Allegations of brutality and racism are often viewed as unfair and
damaging by police officers.

16. Unfavorable majority afttitudes. The police are frequently accused of being incompetent by
majority members of a community.

17. Criticism from neighbors. The criticismns of neighbors, relatives, or acquaintances about the police
profession are felt deeply by police officers.

18. Adverse local government decisions. Issues of local importance such as budgetary restrictions or
police-citizen hearing boards may have an impact on police officers.

19. Ineffectiveness of referral agencies. The lack or ineffectiveness of social service agencies often
frustrates the officer who views these agencies as the only viable source of assistance.

V. Police Work ltself

20. Role conflict. Officers often experience conflict, forexample, attempting to apprehend a criminal
yet ensuring that none of his or her rights are abridged.

21. Irregular work schedule. Shift work is disruptive to the personal lives of most police officers.

22. Fear and danger. The police profession contains many elements of danger that affect officers in
both obvious and subtle ways.

23. Sense of uselessness. The inability o resolve completely people’s problems confronts the police
officer daily.

24. Absence of closure. Much of police work is fragmented, opportunities for follow-up on a case are
limited, and feedback on the results is minimal.

25. Human suffering. Officers are constantly exposed to the inequities and brutdlities of life. Such
experience must take its emotional toll on even the most well-adjusted individuals.

26. “The startle.” At most any fime a quick response to a particular condition is required, and such a
response is jolting to the officer’s physical and mental state.

27. Consequences of actions. The seriousness of the issues and consequences of police work is both
physically and mentally demanding.

28. Twenty plusyears. Stressis cumulative in nature, and stressful events are connected to one another
with long-term continuity.

This box is adapted from “Job Stress and the Police Officer: Identifying Stress Reduction Techniques,” by Dr.
Terry Eisenberg. It appears in a “fraining key” developed by the International Association of Chiefs of Police.
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Additional Stress for Female, Gay, and Ethnic
Minority Officers

The number and acceptance of women, homosexuals, and ethnic minorities in law enforcement have
increased over the years, but not enough, many members of these groups report, to alleviate
additional stress these officers often face. For example, women make up less than 10 percent of sworn
police officers nationwide and occupy few top administrative posts, and this is due in part, some
researchers say, to hostile working environments, discrimination, and sexual harassment.'

Some female, gay, and minority officers may have the added stress of

e lack of acceptance by the predominantly white, male force and subsequent denial of needed
information, alliances, protection, and sponsorship from supervisors and colleagues;

e lack of role models and mentors;

e pressure to prove oneself to colleagues and the public;
e exclusion from informal channels of support; and

e lack of influence on decision-making.'®

One female officer went to investigate a neighborhood dispute in the countryside only to be told by
the caller that he would not speak with her—that she should *go home and send a real cop.” When
the officer refused, the man called the department and was told to deal with the female officer;
instead, the man went back inside his house and ignored her. Another female officer experienced
constant harassment from a male officer who kept telling her she wasn’t up to the job. On the advice
of another male officer, she finally dropped her belt af the stationhouse and told him, "OK! Let’s go atf
it.” They engaged in a tussle before the sergeant separated them. Later, the hostile officer changed
his entire attitude toward the woman, becoming her friend.

Many female officers take less aggressive—yet what they feel are no less effective—approaches to
stressful work situations than men typically adopt.'” In fact, one researcher has suggested that despite
the extra sources of stress they face, many women do not report actually feeling a substantially higher
level of stress than men because “they are willing to talk about their feelings and the related stress,
reject competitiveness, and make a conscious effort to reduce stress through actions such as taking
fime off from work.”'® Also, depending on individual personality and experience, some women may be
more offended and infimidated by degrading language than others. Some female officers may
even find exchanges of insults fo be a way to use humor to relieve stress. '

critical incidents such as shootings, hostage situations, frequent exposure to human depravity and human suf-
environmental disasters, and crime scenes involving fering; and
death or severe injury;
« shift work (also a type of organizational stre$s).
the pressure of the responsibility for protecting other
people; Most law enforcement personnel have compelling stories to
tell of particularly difficult work conditions. One seasoned
particularly stressful assignments, such as undercovgolice officer said he began drinking heavily after a fellow
duty or drug raids; officer was killed in a shooting. Another had trouble sleeping
for many days after seeing a man stabbed several times and
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then trying to stop the bleeding. As one officer who had
worked 29 straight hours investigating a deadly arson scene
said, “You'd think everybody would run right home, but we ¢
all just sat in the back room—just trying to compose [our-
selves]. . .. There’s no switch you can just turn on, turn off:
I’'m going home—okay turn the emotion switch back on. It
doesn’t work like that. If anybody says so, they're mis-e

negative media coverage;

perceived inaccessibility and ineffectiveness of social
service and other agencies to which officers must refer
people; and

lack of understanding among family and friends about

taken.”!

“You're telling an officer he’s going to be penal-
ized if he doesn’t get there quickly, and, if he risks
some safety factors to get there quickly, he’s going
to be penalized as well. That creates an enormous
amount of stress. That famous quote about
‘damned if you do, damned if you don't’ appears
to be the department policy.”

— Richard B. Costello, President,
Philadelphia Fraternal Order of
Police, quoted ihaw Enforcement
NewsMarch 15, 1995

From the Criminal Justice System and
the Public

the difficulties of law enforcement work.

One officer spoke for many when he expressed intense
frustration with making arrests only to see cases dismissed or
reduced through plea bargaining, adding that he felt power-
less to reduce crime in his city. Even an officer whose partner
had been killed in a shooting cited the court system as his
primary source of frustration. Several others said that they do
not receive the respect they deserve; one was incredulous
that a citizen had called his department supervisor to com-
plain that he was driving too slowly while on patrol. Many
officers are disturbed by the ramifications of negative press
coverage of departments other than their own (e.g., the
widespread condemnation of the Los Angeles Police Depart-
ment due to the Rodney King beating and the O.J. Simpson
trial). Still others observed that even if citizens are not
necessarily critical of law enforcement, they do not under-
stand what it is really like. One officer reported that her
friends “want to hear the gruesome stories; they do not want

Significant sources of stress also result from the perceivett hear about the day-to-day pressures”; another said, “People
inefficiency of the criminal justice system and from what aredon’t realize cops have feelings, tG8.”

seen as negative attitudes toward law enforcementamong the

media and society at large. In particular, officers complain oPersonal Stresses

» court rulings perceived as too lenient on offenders;

In addition to the common personal stresses faced by most
people during their lifetimes (e.g., one’s own poor health, the

« court rulings perceived as too restrictive on methods ofiness of a loved one, relationship problems, buying a new

criminal suppression and investigation;

» perceived premature release of offenders on bail, proba-

tion, or parole;

house), officers may also have to cope with the following:

anxiety over the responsibility to protect the public (as
one officer put it, “After 20 weeks of training, all of a
sudden you're the protector of the innocent”);

» inconveniently scheduled court appearances and long

waits before testifying;

* lack of follow-up with police to tell them how cases

turned out;

» perceived lack of respect from judges, lawyers, and

others in the criminal justice system;

» perceived lack of respect from the public (including

» disappointment when high expectations are not met
(e.g., officers may expect the job to be exciting and
glamorous, only to be disappointed by boredom and by
disrespect from the public);

worry about their competency to do the job well (in one
study, two thirds of the responding officers reported
never or almost never feeling confident about their
ability to handle work-related probleffjs and

surveillance by watchdog groups such as Police Watch);
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» fear of doing something against regulations or beingyuires interpersonal, verbal, and problem-solving skills that
second-guesset!. some officers may not possess. Two officers from two
different agencies said it was a lack of adequate training, not
Responses to these internal stresses are influenced by inttieir new responsibilities, that created added stress. Further-
vidual officers’ personalities and backgrounds. Stress tolemore, some community policing officers report that they face
ance levels vary a great deal from one individual to the nexthe disdain of fellow officers who do not view their activities
conditions that some officers find stressful may not have thas “real police work,” and even officers who are not directly

same effect on other officers. engaged in their department’'s community policing efforts
may feel the strain of the changes involved (e.g., due to
Emerging Sources of Stress reassignmentsyHowever, many organizations are working

- _ _ to smooth the transition to community policing, and, as the
In addition to those listed abOVe, the research literature aryjowing pains involvedin its imp|ementati0n are dealt W|th,
interview I’eSpondentS identified several new or emergin%any law enforcement experts expect the Community po"c-

sources of stress for law enforcement officers and thejxg approach will provide significant long-term satisfaction
families. Some of these may be due to changes in crime @y officers.

policing, while others may not be new but simply newly

recognized. Increase in violent crimeThe widespread rise in violent
crime in the late 1980s and early 1990s has been an added
Community policingln the last 10 years, community polic- source of stres8 Although the threat of danger and violence
ing has emerged as the philosophy guiding many polickas always been a part of law enforcement work, several
departments across the country. While exact definitionsespondents said that they no longer feel they have the upper
differ, community policing is generally considered to havehand over heavily armed criminals who will not think twice
three ingredients: an orientation to problem solving ratheabout shooting an officer. As one officer said, “The criminal
than responding one-by-one to each citizen call for assi®f today is much nastier and meaner.” Dealing with a larger
tance; the development of partnerships with neighbors, conrmumber of incidents involving irrational or excessive vio-
munity groups, code enforcement agencies, and others kence can also take its toll.
address problems facing the community; and the delegation
of considerable decision making power within the law enin mostjurisdictions the number of officers on staff has either
forcement agency to officers who are given the responsibilityemained the same, decreased, or not kept pace with in-
for solving problems and for lining up the outside resourcesreases in population or crime rates, further exacerbating the
to do so. Some police departments have implemented corstress of dealing with violent crime. One captain said he had
munity policing departmentwide, while others have incorpo21 people under his command, down from 32 just three years
rated it into only some aspects of department activities. ago; yet the amount of work his unit handles has increased
during that time.
Some officers report they like being involved in community
policing because they have a chance to interact more witkerceived increase in negative publicity, public scrutiny,
residents and because they can see increased benefits frant lawsuits In light of the Rodney King beating in Los
their work. Others, however, say they experience addedingeles, the burning of the Branch Davidians’ Waco com-
pressure and burnout quickly because of high expectatiomound in Texas, the exposure of corruption in several of the
that they will be able to solve community crime problemscountry’s largest police departments, and other events which
with only limited resources. One chief said he frequently hagenerated unfavorable publicity in the 1990s, many officers
to remind his community policing officers that they cannotreport feeling stress from heightened public scrutiny and
“take on the world.” Involving police officers closely with negative press and public opinion. Although negative pub-
the lives of neighborhood residents makes them vulnerablgity is warranted for unacceptable police behavior, the
to being hurt emotionally if people get injured or turn out toattention generated by high-profile cases may create the
be unreliable. erroneous image thatall or most law enforcement officers are
worthy of blame. In addition, negative publicity may obscure
Although many officers may like having increased influencehe high level of confidence that many peaji@dave in law
in department decisions, this can also be stressful since thegforcement, leading officers wrongly to assume that most or
are not accustomed to this réteCommunity policing re- even all of the public does not trust or appreciate them.
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Many officers said they resented their work being criticized  and resulting in less clannishness—and less camarade-
or distorted and their actions being watched so cld&ely. rie.
Some also believe that the media focus too much attention on
offenders’ rights and not enough on the harm done to victimé/hile a reduced level of bonding can represent an additional
and officers or on the difficulty of law enforcement work. source of stress (or the loss of a former source of support in
Associated with negative publicity and public hostility arethe face of stress) for some, it may also be a positive trend if
officers’ increased fears of lawsuits by citizens. While it isit enhances home life. There may also be a split among older
primarily law enforcement managers and administratorand younger generations of officers in their need for different
who have to deal with litigation, some line officers complaintypes of socializing. One young spouse attended a “wives’
that administrators do not publicly support officers who areggroup” meeting and was offended by the traditional roles the
defendants in lawsuits and that they have more laws, rulesther women present played in their husbands’ lives and by
and regulations to follow—and to worry about forgetting totheir naivete about law enforcement work. She would like,
follow—because of the threat of being sued. In addition tehe said, to meet with officers’ spouses of her own generation
the threat of civil litigation, many law enforcement officersto talk seriously about problems they face, not just to gossip,
also feel anxious about the increasing threat of criminahs she felt the women in the group she attended were doing.
prosecution and even imprisonment for using a level of forceler husband, rather than drinking with fellow officers after
thatthey may feel is legitimate given the dangerous situationgork, has become absorbed in leading his department’s
in which they find themselves. As aresult, they may feel thepaseball league.
constantly have to choose between second-guessing them-
selves—and, as a result, endangering their lives—or usirgear of air- or blood-borne diseaseSeveral respondents
the amount of force they feel is required and then worryingeported experiencing increased fear of the risk of contract-
about whether they will be investigated for doing®so. ing diseases such as AIDS, hepatitis B, and tuberculosis.
Corrections officials in particular may feel anxious about the
Fiscal uncertainty, flattening of law enforcement agenciesgdramatic rise in the number of inmates with these diseases.
and lack of job securityWhereas people in the field of law Because some of this stress may be based on misinformation,
enforcement used to have a high degree of job security, maapprehension could be reduced with up-to-date information
departments have recently undergone downsizing or hiringnd education about these diseases and their transmission
and promotional freezes because of budget cuts. The impleutes as well as improved training in universal precautions
mentation of community policing also brings about “flatten-relating to contact with body fluids and proper search tech-
ing” of law enforcement agencies. More officers are losinguiques®
their jobs, not being promoted, or living under the strain of
uncertainty about their futuré. Cultural diversity and political correctnesSeveral of the
white officers interviewed objected not only to what they
Less socializing among officers and their spouSeseral  perceived to be reverse discrimination in hiring and training
officers and spouses noted that there is less “bonding” amobgt also to the emphasis on “political correctness” in offic-
officers and their families than there used to be. Explanatioreys’ language and actions. One officer said that he had been
for this apparent trend included passed over several times during recruitment and then for
promotions despite scoring higher than some minority and
» increased use of fixed shifts, which allows officers tofemale candidates. Whether it stems from formal departmen-
plan social activities with their families and friends tal policy or perceived pressure from administrators and
outside the agency (as opposed to always “going owtolleagues, increased scrutiny of behavior and language is
with the boys,” often for several hours, whenever one’'slso reportedly a source of stress in some departments.
shift is over); Another officer, for example, complained that “everything is
becoming too sensitive” and that he always has to watch what
« more wives working outside the horftdeaving less he says because “people have forgotten how to laugh” and
time for socializing with the wives of other officers (as are offended too easily. Of course, the latter trend may well
one said, “It's everyone out for herself now”); and  alleviatestress for the increasing number of minority officers
who are entering law enforcement and who experience
* increased recognition among younger officers that therdifficulties because of their ethnic or racial status, gender, or
is “life outside of the badge,” leaving them less inclined,sexual orientation—difficulties which range from verbal
as one said, to spend their free time with other officersabuse from colleagues, supervisors, and the public to dis-
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Sources of Stress for
Nonsworn Employees

Civilian employees of law enforcement agen-
cies also face the four general types of stress
described in the text; however, they typically
have the added problems of being perceived
as second-class employees within the agency
and being denied some of the benefits enjoyed
by sworn staff, such as fraining and opportuni-
ties for career development. Law enforcement
stress programs need to include nonsworn em-
ployees in outreach, stress training, and treat-
ment services. Dispatchers who handle calls
regarding tfraumatic incidents, forexample, may
need critical incident debriefing as much as (or
insome cases even more than) the officers who
respond to the calls, because they typically feel
fremendous responsibility for protecting officers
and therefore may experience enormous guilt
when things go wrong.

» reduced efficiency in performing duties,
* reduced morale,

» excessive aggressiveness and an increase in citizen
complaints,

» alcoholism and other substance abuse,

» marital or other relationship and family problems (e.g.,
extramarital affairs, divorce, or domestic violente),

* absenteeism, and
» early retirement.

Stress typically affects the behavior of officers along a
continuum that can include (a) underlying stress not yet
manifested in outward effects, (b) mid-level stress, mani-
fested in such ways as excessive drinking or an unacceptably
high number of discourtesy complaints, and (c) debilitating
stress, resulting ininadequate job performance, severe health
problems, or suicide.

crimination in promotions and mistrust on the part of

nonminority citizens about their capabilities. (See the box
“Additional Stress for Female, Gay, and Ethnic Minority

Officers.”)

Effects of Stress on Law
Enforcement Officers

“It probably won't be the bullet that will strike
down an officer, but the effects of chronic stress.”

— Sergeant Robin Klein, Long Beach
(California) Police Department,
guoted irFBI Law Enforcement Bul-
letin, Vol. 58, no. 10 (1989)

The stresses just mentioned can have a number of damaging

physical and emotional effects on law enforcement officers

which in turn can affect their job performance. These willStress and the Law Enforcement

vary from officer to officer, depending on such factors as th@Qfficer’s qu"y

intensity of the stress and the officer’s personality, coping

mechanisms, and sources of support. Commonly reportethe effects of work-related stress on law enforcement offic-
effects of stress for law enforcement officers include thers’ family members have been recognized for many years.
following:

cynicism and suspiciousness,
emotional detachment,

post-traumatic stress disorder,

In 1975, the Los Angeles County Sheriff's Office established
an eight-week program for spouses of recruits; in 1978,
Arthur and Elaine Neiderhoffer publish&€te Police Fam-

ily: From Station House to Ranch Houséhich examined
many of the difficulties faced by spouses (primarily wives)
and children of police officers.

In recent years, the law enforcement family has received

heart attacks, ulcers, weight gain, and other healtincreasing attention. Congress held hearings in 1991 on

problems,

suicide,

stress-related problems among officers’ families, and the
1994 Violent Crime Control and Law Enforcement Act
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included legislation requiring additional support for offic- In one study of 479 spouses of police officers, 77 percent

ers’ families. According to Congresswoman Patriciareported experiencing unusually high amounts of stress from

Schroeder, who chaired the 1991 congressional hearinghe officers’ job*® Commonly cited sources include the

“We must ensure that police departments make the availabiiellowing:

ity of education, stress-reduction training, and family sup-

port services an integral part of their wotk.”  shiftwork and overtime (which disrupt family activities
and reduce the amount of time family can spend

As described below, many of the sources of stress for law together);

enforcement officers end up affecting the people closest to

them, and even conditions or events that do not bother thte ~an officer’s cynicism, need to feel in control in the home,
officers themselves—or which they may even enjoy—such ~ ©F inability or unwillingness to express feelings;

as shiftwork or undercover work can cause serious problems

for their families. Alternatively, family members can be a*  the fear that the officer will be hurt or killed;

source of stress for officers; many program counselors say

that marital difficulties are the most common problem for*  officers’ and other people’s excessively high expecta-
which they treat officers. At the same time, families canbe a  tions of their children;

major source of support for officers. As aresult, itis possible

that the stress officers experience may sometimes be pre- avoidance, teasing, or harassmentof children because of
vented or reduced if members of their families have accessto  their parent's job;

stress program services, learn to understand the demands of

police work, and develop ways to cope with stress as & the presence of a gun in the home;

family.

How Do Programs Define “Family”?

In the 1970s, attempts to help officers’ families were fairly narrow in scope. A police department in
Pennsylvania held an orientation fitled, “The Officer’s Lady,” to welcome male officers’ wives,
fiancees, and mothers, forexample, and the Indianapolis Police Department held a “Seminar for Wives
and Fiancees of Recruits.”

Now, however, most stress programs define “family” broadly, incorporating not only spouses and
children but also parents, in-laws, siblings, “significant others,” and anyone else with whom an officer
has a close relationship. The Erie County program in New York State, for example, will provide
counseling to anyone who is “important to the officer”; the director of the Rhode Island Centurion
Program defines a family member as “someone you’'re emotionally connected to and care about,”
and the Counseling Team, an organization that works with law enforcement agencies in San Bernar-
dino, California, includes gay partners as eligible family members.

Some programs, however, place stricter limits on whom they serve. The Metro-Dade program in Miami
is designed to provide services to department employees, their immediate family members, and
significant others (for couples issues) but considers extended family members and adult family
members living outside the household to be beyond the scope of services except in cases of major
tfrauma to the employee.

Program staff must be attentive to the difficulties that arise if administrators, officers, association
officials, insurance companies, and counselors do not agree with the program’s broad—or narrow—
definition of family. For instance, insurance companies may reimburse tfreatment provided only to
immediate family members, such as parents, spouses, and children, and refuse to cover marriage
counseling. When this happens, some other mental health professionals end up charging these clients
a sliding fee or providing counseling pro bono.
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- friends’ discomfort because of the officer's weapon ancamong colleagues about their relationship, and, with both

24-hour role as a law enforcer;

working different rotating shifts and working overtime, even

less time for each other at home.

» animpression thatthe officer would prefer to spend time
with fellow officers rather than with his or her family;

Effects of Stress on Law

» either excessive or too little discussion about the job;

Enforcement Agencies

* the officer's perceived paranoia or excessive vigilancerhe cumulative negative effects of stress on officers and

and subsequent overprotection;

their families typically hurt law enforcement agencies as

well, leading to the following:

* helping the officer cope with work-related problems;
and .

« critical incidents or the officer’s injury or death.

Family members interviewed for this report offered glimpses
into the stressful nature of being related to a law enforcement
officer:

» One officer's wife described the difficulty of coping <
with her husband’s rotating shifts while she also worked
a full-time job and they tried to raise three children.s
Friends stopped inviting her to social functions because
(she felt) they were uncomfortable about the absence of
her husband. She and her husband finally settled on the
11 p.m.to 7 a.m. shift as the best option because it gave
him the most time with the family. .

» Another wife spoke of being constantly worried about
her husband’s safety: “| would hear reports of officers
being shotand just have to waitto seeifitwas him. | even
listened to the police scanner at night until he came
home.”

impaired officer performance and reduced departmen-
tal productivity;

reduced morale;

public relations problems (e.qg., after a suicide or case of
police brutality);

labor-management friction;

civil suits because of stress-related failures in personnel
performance;

tardiness and absenteeism;

increased turnover due to leaves of absence, early retire-
ment as a consequence of stress-related problems and
disabilities, and the resulting expense of training and
hiring new recruits; and

the added expense of paying overtime when the agency
is left short of staff.

» A female officer said that her marriage had sufferecEven what may appear to be small-scale problems can cause
because her difficult shift hours required her husband teignificant negative effects. For instance, the exposure inthe
do much of the child rearing, which he resented. media of a single incident of a few officers abusing alcohol

or other drugs can create disrespect and diminished public

« Another officer said that his eight-year-old daughter hadrust for an entire agenéyand small agencies in particular
witnessed one of his flashbacks to a shooting incidertan suffer enormous costs when employee turnover in-
and had been frightened by her father “talking in tonguesreases as a result of stress-related early retirement or long-
“I never want to see my kids exposed to that again.” term disability.

Officers married to other law enforcement personnel may be
less affected by some of the stresses listed above because
they may have a mutual understanding of the difficulties of
each other’s jobs and may share the same friends socially.
However, dual-officer couples may also suffer the added
burdens of blurred personal and professional roles, gossip

“We have atremendous investmentin cops, and if
they leave after one traumatic incident, we have
lost a tremendous amount.”

—Robert Peppler, Assistant Sheriff, San
Bernardino Sheriff's Department
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Chapter 2
Planning the Program

Key Points

e Patience and thoughtful, careful preparation both at the beginning of a stress program and during later
adjustments in program operations are likely to pay off with an efficient, supported, and well-used
program.

e | aw enforcement stress experts recommend a systematic approach to program development, focusing
on the prevention as well as the tfreatment of stress at both the individual and organizational levels.

e Involving key law enforcement administrators, labor representatives, managers, line officers, family
members, and others in planning will help to ensure their support and use of the program.

e When determining a program’s target population (that is, whether it will include individuals other than
officers, and if so, whom and to what degree), planners need to consider the limits of their resources (e.g.,
staff qualifications and time), the preferences of the program sponsor, a needs assessment, and how the
choice of target populations will affect program credibility.

e Initial and periodic needs assessments are crucial to ensure that the program addresses officers” and
family members’ primary problems and may also be helpful in promoting the program among clients,
administrators, labor representatives, and potential funding sources.

e An advisory board, including representatives of both labor and management, is one of the most useful
sources of guidance for program planners.

e Formulating an overall program mission and specific objectives provides a clear picture of what others
can expect from the program, focuses program efforts on priority clients and services, facilitates program
evaluation, and can impress agency administrators and potential funding sources.

e In determining which services to provide, program planners need to consider clients’ needs, other
available services and their current or potential effectiveness, staff credentials, and which mix of services
(e.g., broad-based or focused) will help ensure program credibility, quality, and support.

o Written policies and procedures, especially with regard to confidentiality, are essential for generating
awareness and support and for guiding staff activities. It is best if policies and procedures are developed
in collaboration with agency administrators, labor representatives, officers, and other targeted clients.

Careful planning is particularly important in the develop-financial resources, and officers’ common skepticism of
ment of a law enforcement stress program because of tineental health services. Even one misstep—such as neglect-
several organizational options available, the sometimes corimg to ensure union involvement or locating the program in
peting interests of labor and management, limitations oa place that officers consider too public—can result in long-
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term, even permanent, mistrust. Although they may dela(;eﬂing Started: Responsibility and
program implementation, patience and thoughtful preparaResources

tion in the early stages are likely to pay off with an efficient,

supported, and well-used program. In most of the programs contacted for this publication,

) ) administrators initiated program planning by identifying the
Furthermoreprogram planning should be considered an neeq for services and selecting a program director, who was
ongoing activityas staff seek ways to improve services anQenerally charged with developing program policies and
respond to changing fiscal, political, and other circum-seyices. For example, department administrators gave the
stances. Forinstance, the Michigan State Police Departmentigecior of the Metro-Dade Health Services Section consid-

Behavioral Science Section added a trooper who is a reco¥raple [atitude in planning and implementing the program
ering alcoholic to its staff after it became clear that manyfer they chose him for the job.

troopers with drinking problems were not comfortable talk-

ing to the program’s psychologists. Although one person typically has primary responsibility for
planning the programplanning should be considered a

After examining typical factors that spark the developmentollaborative endeavorinvolving key law enforcement

of a stress program, the remainder of this chapter reviewdepartment administrators and managers, line officers, labor

seven important steps in program planning: representatives, family members, and other individuals with
an interest in the program. Involving these individuals will
(1) selecting the program’s target population; help to ensure that (a) the program is responsive to their

needs and receives their support, (b) duplication of effort is
(2) conducting an initial and ongoing needs assessment;avoided, and (c) “turf’ battles are prevented between the
program and other groups that may also serve targeted clients

(3) establishing a planning and steering committee; (e.g., acitywide EAP or private mental health professionals).
Cindy Goss, Director of the Erie County Law Enforcement
(4) formulating a mission and objectives; Employee Assistance Program, met frequently with the

sheriff and police chiefs throughout the county, as well as
(5) selecting servicesto offer and identifying referral sourcewith a representative of the union representing the county’s
within and outside the agency; largest police department, to develop program policies and
procedures to which everyone could subscribe. In fact, Goss
(6) estimating funding needs and identifying potential fundieaves membership on her advisory board open to whoever
ing sources; and wishes to participate because she does not want to exclude
any interested parties from the planning process. (See chap-
(7) establishing and disseminating written policies and proter 7, “Marketing the Program,” for further information on
cedures, particularly with regard to confidentiality.  involving various groups.)

Determining the organizational structure of the program and
recruiting staff, two additional major elements of program
planning, are discussed separately in chapters 3 and 4,
respectively. Obtaining early support from administrators,
union officials, and other individuals is addressed in chapter
7. Planning and conducting a program evaluation are cow
ered in chapter 12. Program practitioners recommend that

planners maintain a “holistic” focus in moving through theseWith many individuals offering suggestions, however, con-
planning steps, making sure that the program address#igts may occur when one individual's or group’s ideas are
personal and organizational sources of stress, officers amthosen over another's. When the views of professional
family members, and prevention and treatment. The selinicians prevailed over those of line officers at one pointin
guence and exact manner in which program planners follothe development of the Rochester Police Department’s Stress
these steps, and the time that each step takes, will dependidanagement Unit, the officers felt resentful. One com-
local opportunities and constraints. mented, “We thought that this was going t@beprogram,

The one person in charge of the planning process
must be clear about who will have the final say in
making decisions but must strive to create a col-
laborative, not competitive, spirit among those
involved in the process.
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and we felt overruled and second-guessed by an out$ider

The one person in charge of the planning process must pe

clear about who will have the final say in making decisions Factors for Establishing
but must strive to create a collaborative, not competitive,

spirit among those involved in the process. a Stress Pngme
Directors of programs that began in the 1970s and early

1980s had few programs or practitioners they could conta
for guidance. Today, however, numerous agencies of §
sizes have stress programs whose administrators, staff,
consulting mental health practitioners are likely to be willin

L
L

%sn
to offer suggestions on program implementation and oper

Ce of previous department strategies for dealing
1

tion. Program planners have also been able to obtain advi
from the Psychological Services Section of the Internationa
Association of Chiefs of Police, meetings of the Americar
Psychological Association’s Police Psychology Division,
and symposiums sponsored by the Federal Bureau

Investigations’s Behavioral Science Services Unit at the
Quantico Training Academy in Virginia. Individuals outside
the law enforcement field—such as directors of EAPs ir

other public agencies and in the private sector, university
he
e
bd
ol

researchers, and local mental health providers—may also
helpful. (See chapter 14, “Tapping Other Resources,” for th
names and phone numbers of program directors contact
for this report, as well as a list of pertinent organizations an
publications.) An advisory board can also be a particularl
valuable source of guidance for program planning, as dig
cussed below.

Selecting Target Groups

Although it may seem clear that the primary beneficiaries o
a law enforcement stress program will be police officers
choosing the program’s client population can be a comple
consideration. Planners and staff must dewitletherand
howthe program will serve the following groups:

line officers, command staff, and administrators;
dispatchers;

nonsworn personnel;

retired officers;

Df

X

Common Precipitating

t A variety of precipitating factors may spark de-
| velopment of a stress program. Common moti-
dVvating factors include a gradual awareness

among law enforcement administrators of the
- benefits of stress services and of the inadequacy

with officers’ problems; administrators” concerns
about departmental civil liability; and stress-re-
lated tragedies, such as an officer’s suicide.

The EAP that served all county employeesin
Erie County developed a program specifi-
cally forlaw enforcement officers when sev-
eral police chiefs throughout the county,
concerned about the “vicarious liability”
of their departments, contacted the com-
missioner of central police services seeking
help for officers with stress-related problem:s.

The Centurion Program was established in
Rhode Island shortly after alocal police chief
committed suicide in 1978.

The Tulsa police department’s Psychologi-
cal Services was formed after a former po-
lice officer of the year committed suicide
while on duty.

Sometimes, without any particular precipitating
factors, an enterprising individual is able to “sell”
the idea of astress program. A psychologist who
became interested in law enforcement offered
a free workshop on deadly force to officers with
the Manatee County (Florida) Sheriff’s office,
then convinced the sheriff of the value of psy-
chological services, and ended up developing
a comprehensive program for the department.

employees of more than one department;

eral agents or corrections officers;

other public safety and emergency personnel, such as
firefighters or paramedics; and

other nearby law enforcement personnel, such as Fed-

family members.
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If family members will be served, program planners musttaff of some programs may prefer and be well positioned (if,
decide which of them will be eligible—spouses, significantfor example, the program has a large clinical staff) to serve
others, parents, children, or close friends. Program planneaswvide range of clients during the early stages of the program
may want to distinguish betweetigible and specifically when it needs to gain initial support, credibility, and refer-
targetedclients—that is, whether to serve all individualsrals. In other cases, however, it may be more practical to
within certain categories but promote the program actively tibcus at first only on the primary target group; in this way,
only certain priority groups. This section discusses thetaff can build credibility by providing high-quality services
selectionof client populations; chapter 7, “Marketing the and avoiding being stretched too thin. As one program
Program,” suggests methodsginerating referralfrom  director warned, staff need to be wary of trying to be “all
the targeted groups. things to all people.” Reflecting this concern, the brochure
for Psychological Services in Tulsa lists as eligible clients
All of the programs surveyed for this publication and de-employees of the Tulsa police and fire departments and their
scribed in the literature target primarily line officers becausémmediate families, retired police officers and firefighters,
they make up the largest group in any police department, abeit other city employees onlgé time allows The Bureau
perceived as experiencing the most stress, deal with thed Alcohol, Tobacco, and Firearms EAP provides up to five
public day in and day out, and may have limited financiafree counseling sessions to employees each year, but only
resources to pay for extended counseling on their own. Mo#ree to family members, defined as “your relatives who live
programs also provide at least minimal services (that isyith you; any dependent children up to age 22 residing with
referral to other treatment providers) to nonsworn personngbu, with your former spouse, or at a school or college; and
and former employees, as well as to officers’ and othea significant other (someone with whom you have a close,
employees’ relatives and close friends who may need assigtimate relationship and who lives with you).”
tance. (See the box “How Do Programs Define ‘Family’?” in
chapter 1.) For guidance in selecting, limiting, and modifying their
clientele, program planners and staff may want to examine
Most commonly, then, awide range of clientsligiible,but  the following considerations:
only officers, and sometimes family members, are specifi-
cally targetedfor services. For example, Erie County’s ¢
program services are available to county corrections officers
and nonsworn employees, but most of the program’s market-
ing is directed at police officers and sheriff's deputies.
However, there are cogent reasons for targeting at least three
other groups, if not initially, then after the program is solidly
established:

Limited resourced.imitations in the number and quali-
fications of staff are the most influential factors in
determining the range of potential program clients. One
psychologist in Modesto, California, for instance, re-
ported that his time is stretched so thinly among the
several police departments he serves that he is able to
counsel family members only in association with an
officer’s problem.

» dispatchersbecause they often experience significant

stress in handling critical incident calls and feel respons
sible for the safety of officers in the department;

other nonsworn personndbecause they often report
being left out of many of their agency’s programs and
also frequently experience stress associated with their
work, the organization of the agency, or other factors;
and

managemenbecause they may also experience consid-
erable stress, because they can actively facilitate the
development and acceptance of the program, and be-
cause they are in a position to change features of the
organization that may be creating stress for personnel.

Program sponsorshipPrograms established by law
enforcement management may be more likely to target
all department employees, including managers, than a
union-sponsored program, which usually targets only
member officers and their families. Programs that serve
more than one department may need to give priority to
officers of those departments that have the largest con-
tracts with the program. After being funded by the
county for several years to serve all county employees,
Cindy Goss, Director of the Erie County program,
responded to the large demand for assistance among law
enforcement agencies by focusing her efforts exclu-
sively on law enforcement and establishing individual
contracts with each department that wanted program
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Target Population: The Individual or the Department?

A potential source of conflict for program staff concerns whether to consider the program’s target
clients to be the officers, nonsworn employees, family members, and other individuals receiving
services, or the departments for which the individuals or their relafives work. Program directors
recommend that, to earn the frust of employees and their family members, staff must emphasize that
the program exists to help employees, not the department (i.e., administrators).

In cases of voluntary referrals, professional staff are usually obligated by law to consider the individual
as their client and therefore to protect client/practitioner confidentiality. If program staff accept
mandatory referrals, however, they may be obligated to consider the department as the client and
release information about the individual’s condition to administrators. (See chapter 7, “Marketing the
Program,” and chapter 6, "Dealing with Confidentiality,” for further discussion of this topic.)

There may be times when staff want to target department administrators for certain services. Staff
can, for instance, earn the support of the department by offering consultation services regarding
organizational change, pre-employment screening, criminal behavior, and how to handle frouble-
some officers or otheremployees. Administrators may also want counseling for theirown stress-related
problems. Department administrators may need to be reminded that the department benefits as a
whole if individual employees receive the help they need.

John Cairr, Director of the Rhode Island Centurion Program, recommends that counseling profession-
dlsimplement programs with, notjust for, the police agenciesthey serve. Forexample, Carrhas written
grants with small police departments addressing issues of family violence, juvenile delinquency, and
victimization. Currently pending is a $200,000 Federal grant from the Office of Community Oriented
Policing Services (COPS) written by the Pawtucket police department. The Centurion Program is
identified in the proposal as the lead human service agency in a consortium providing for crisis
intfervention teams, consisting of a police officer and a counselor, who will provide follow-up support
on all domestic violence incidents referred by uniform patrol and detective bureaus. These collabo-
rative ventures improve a department’s capability to serve the community while at the same time
enhancing the credibility of mental health professionals as collegial relationships are developed
within the teams.

services. (The county hired another counselor to work
with other county employees.) As a result, Goss now
gives priority to officers employed by the Buffalo Police
Department, the largest departmentin the county and the
program’s largest source of funds.

Needs assessmetidsually it is best to identify the
program’s primary target populations before conduct-
ing a needs assessment in order to decide which groups
to survey (see the following section). For example, if a
program is only going to be able to serve law enforce-
ment officers, it may be a waste of time and resources to
survey civilian employees. A needs assessment, how-
ever, can help confirm, justify, and refine the choice of

the Drug Enforcement Administration prior to imple-
menting its employee assistance program helped dem-
onstrate the need to extend services to employees’
family members.

Program credibility Although some programs may
from the beginning accept a wide range of clients, staff
may not find it worthwhile tgoromotethe program
among some groups until its counselors have achieved
a certain level of acceptance in the department. The
director of the Erie County program began soliciting
referrals from family members only after she felt she had
established an adequate level of supportamong officers,
who would then be willing to encourage their family

target populations. The needs assessment conducted by members to participate.
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Conducting Initial and Periodic of their work duties in the previous year, a statistic that

Needs Assessments

surprised most law enforcement administrators in the
county.

Why Conduct a Needs Assessment? (5) Tofamiliarize officers, family members, and others with

Some program planners consider a needs assessment unnec-
essary because they feel that the needs of officers and their
family members are obvious or because enough information
about law enforcement stress is available from other jurisdic-
tions and written materials. This view is misguided. Indeed,
there are at least five compelling reasons for conducting a

the program When distributing a needs survey, pro-
gram staff can take the opportunity to promote the
program ifitis currently or soon to be operational. If the
needs assessment is conducted using face-to-face con-
versations (see below), staff can also begin to gain the
trust of targeted clients.

needs assessment, both in the initial stages of a program and
periodically thereafter: A task force in Georgia conducted a study of

(1)

(@)

3)

(4)

stress-related problems among State public safety
personnel and the efforts departments were mak-
ing to address these problems. Using the study
results, the task force asked for and received
funding from the State legislature for a statewide
stress management prografn.

To identify the perceived sources of stress experienced
by officers and other target clientdlthough some
sources of stress are commonplace among most officers
and family members (e.g., shift work), a needs assess-
ment can reveal how widespread and severe stress
related problems are among the target groups and what

specific problems are unique to the department or jurisTypes of Needs Assessments

diction (e.g., a detested supervisor, a hostile local press, _ _ _
deficient equipment). A formal needs assessment involves developing a question-

naire and either distributing it in writing or using it for phone
To identify the services already available to clients O in-person interviews; an informal assessment consists of

how extensiveiy they are being used’ and gaps in effortg]structured telephone or face-to-face conversations. Struc-
to reduce and treat stress-related probieﬁmn when tured SUrVeyS are time'consuming to design and conductand
program administrators or consulting mental healtt¢an be somewhatimpersonal, butthey usually yield compre-
practitioners believe that existing services are Suffihensive and credible results. Informal conversations can
cient, a needs assessment may reveal that officers s@fovide an inexpensive in-depth look into the needs and
dom use these services or are dissatisfied with therflesires of officers and their family members, but, unless
Information from such an assessment may also helf@ny respondents are contacted, the results may not be as

program planners identify those services they can exepresentative of the entire target population and therefore
pand and avoid duplication of effort. not as credible. Of course, in small departments informal

group or individual conversations may be the most practical

To identify types of services that target clients wiant Way to determine officers’ needs. Even in such settings,
addition to giving clients a sense of ownership, askin@owever, officers’ concerns about keeping their comments
guestions regarding desired services, staff Character@opfidential may make it advisable to use a written question-
tics, location, and other program features—and payingaire.

attention to the answers—will help ensure that the

program will be both accepted and effective. Nearly allWhom To Survey

the respondents to the Erie County survey indicated, for

example, that they would want to attend stress debriefings® obtain a comprehensive picture of stress-related factors
if they were involved in a critical incident. in a department, information should be solicited from offic-

ers, nonsworn employees, administrators, managers, family
To generate information for use in selling the programmembers, other service providers, and anyone else whose
to administrators, labor representatives, officers, andopinions may be useful. Of course, program staff might also
other potential clients, and to funding sourcassess- ~conduct a formal needs assessment among one group (e.g.,
ments conducted in Erie County revealedthatnearlytw@ﬁe officers) and have informal conversations with others
thirds of officers reported feeling serious stress becaud€-d-, administrators).
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To improve the chances of obtaining a large number df

responses, a needs assessment should reach as many mem- Si’rqi’egies for Encouraging

bers of the target population as possible. The director ¢f
Psychological Servicesin Tulsa, Oklahoma, distributed criti-
cal incident survey questionnaires to all 720 officers in thg
city police department, but only half were returned. Progran

=]

staff can also contact arandom sample of officers, represent-

ing arange in ranks and, if possible, in gender and ethnicity.
The Drug Enforcement Administration EAP surveyed a 1
percent stratified random sample of DEA employees. Whe

the Erie County program sampled personnel in each county Program planners can improve the response rate
law enforcement agency, a large percentage of the officefs if they:

responded (254 out of a total of 400), but, in retrospect, the
director wished she had distributed surveys to every officgr
in the county to obtain more representative—and therefore

more convincing—results. Program administrators and prag-

titioners report a need to approach surveying family mem-
bers with caution: some officers may feel that program staff

are going behind their backs in asking their spouses about

stress-related issues.

Information To Collect

Issues that might be addressed in a needs assessment sufvey represenfafives encouraging addressees fo

include the following:

» sources of stress, including severity and frequency (prolpe

for sources related to law enforcement work, the agency,
the criminal justice system, the media, and family life);

» effects of stress, including physical, mental, and emo
tional problems, as well as reduced work productivity
and family difficulties (probe for frequency and sever-

ity);

» sources and effects of stress on the family;

» types of stress-related services and training options the

respondent knows about, and the respondent’s opinid
of and experience with these services;

>

- other ways that respondents prefer to cope with stregs their initial needs assessment because respon-

(e.g., exercise) and how effective these methods are;

 stress-related services the respondent feels he or sheone year after a stress program was established,

would use (e.g., what kind of counseling, provided by
whom and where); and

» other suggestions for the development of the streqs
program.

Responses to a Needs
Assessment

Officers and other targeted respondents may be
reluctant to complete a needs survey because of
the potentially sensitive nature of the questions.

o keep the questionnaire shorf, preferably a
single page;

e have the department and union or associo-
tion announce the survey before it is distrib-
uted:;

¢ include with the survey an infroductory letter
from key department administrators andlabor

take the survey seriously;

e explain in writing or verbally when distributing
the survey that its purpose is to gather respon-
dents’ opinions regarding services for them;
and

e emphasize in writing and verbally when distrib-
uting the questionnaire that the information is
confidential, and provide self-addressed en-
velopes for returning the forms. (The director of
the Erie County program made sure that the
return envelope was addressed to her office,
located in an administrative building, rather
than to an office within the police depart-
ment.)

Program staff may receive low response rates to

dents may still be suspicious of the program. A
survey of the Tulsa Police Department in 1983, just

elicited a 22 percent response rate, but half of all
officers responded to a similar survey conducted
10 years later (see the box “Benefits of a Needs
Assessment in a Program’s First Year—and 10 Years
Later”).
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It may be useful to ask administrators about their perceptions How can the Erie County Law Enforcement Employee
of the nature, severity, and effects of stress-related problems Assistance Program help to reduce the stress you may be
in their departments, as well as how they detect and handle experiencing?

these problems (e.g., referral to services, training, disci-

pline). Data Collection Options

Program planners may want to request demographic infoP2hone calls may sometimes fail to generate many or useful
mation from survey respondents (e.g., age, gender, years'§sponses because they lack both the anonymity of a written
experience, marital status, rank), but they must be careful &!rvey and the intimacy of in-person conversations. It may
preserve anonymity—and thgerceptionof anonymity. also be difficult or inappropriate, especially with shift work-
Closed-ended questions (that require a yes/no response di"& Who may be sleeping during the day or working during the
numerical ranking on a scale) facilitate analysis of the dat£&vening, to reach officers and other respondents by phone.
but respondents should be given the opportunity to commeftevertheless, some program staff have found phone surveys
inwriting on anything they feel was not adequately addressd@l be a quick, inexpensive way to survey potential clients.

in the survey. The survey of Erie County officers] forpsychological Services in Tulsa attempted to telephone the
instance, included the fo”owing questions: 284 officers in the department who had at least 15 yearS of

police experience to ask about their marital status and
«  What are the three most important things that could battitudes regarding divorce; twenty-five officers who could
initiated or changed which would make your job morenot be contacted were sent a written questionnaire, and 86
satisfying and less stressful? percent of the officers agreed to be interviewed by telephone
or responded to the written suniey.
* What are the three most important things that could be
initiated or changed which would make your family life In-person contacts may consist of structured interviews or
more satisfying and less stressful? informal conversations with officers and other employees

Benefits of a Needs Assessment in a Program’s
First Year—and 10 Years Later

In 1982, one year affer Tulsa’s Psychological Services was established, the organization’s director worked with
several police officers to develop a survey of officers’ reactions to involvement in shooting incidents.
Questionnaires were distributed to 730 officers; 164 returned the form. Inresponse to the survey results, the Tulsa
Police Department authorized the formation of a crifical incident response team, a group of officers
responsible for training peers to anficipate possible reactions in critical incidents and to support officers after
such an incident.

Ten years later, the team readministered the survey but expanded it to include critical incidents other than
shootings and to achieve three additional goals: (1) ensure that the team’s knowledge regarding officers’
responses to critical incidents was current and accurate, (2) ascertain the perceptions and attitudes of
officers foward the critical incident response tfeam, and (3) acquire information to disseminate to police
officers as a part of in-service training. Probably due to the expanded definition of a critical incident and
greater awareness of the frauma related to such incidents, the survey received twice the response rate as
10years earlier. In addition to updating information about officers’ reactions to critical incidents and potential
counseling needs, the survey showed that over three—fourths of the officers wanted to have a member of the
response feam present for support as soon as possible after the incident.
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during ride-alongs or visits to the station house or unioralso accomplish this by sending a letter to the officers.
lodge. It may also be possible to conduct an informal forunAccording to the Erie County program director, “Following
at a union meeting or gathering of officers’ family membersup with survey participants shows them that the program is
however, it is usually best if the in-person conversations anesponding to their concerns and that the time they took to
conducted on a one-on-one basis to encourage open, honasswer questions will benefit themselves and the rest of the
responses. When possible, officers to be interviewed shouyency.” Furthermore, these thank-you'’s serve to publicize
be selected randomly. The director of the San Antonio Polickurther the program’s availability.

Department’s Psychological Services spent his first year on

the job doing ride-alongs, asking officers about the job,

whether it lived up to their expectations, and what impact iEstainshing qunning and ongoing

was having on their families. He learned that organization% . .
and supervisory issues were the primary sources of stre t,ee"ng Committees

and subsequently madg efforts tq address these problenag,me program directors and independent practitioners use
(See chapter 9, “Reducing Organizational Stress.”) only individual conversations with key people to obtain
o information for the planning process. This approach may be
Department records and statistics can be valuable compgefectly adequate in working with very small law enforce-
nents of a needs assessment. The chaplain who set up Hignt agencies and in small towns and rural jurisdictions
New York City Police Department's first program for alco-\yhere considerable collaboration occurs on an informal
holic officers searched through the department records @f3sis pecause people already know each other. However,
officers with numerous absences or accidents and througﬁany planners have found the establishment of a formal
disciplinary records to tally the number of officers who mightadvisory board or steering committee representing diverse

have a drinking problem and then to encourage such officefgyrspectives to be especially helpful for several reasons:
to seek assistanééAdministrators or a department’s office

of internal affairs may be able to provide similar informatione  Forming a steering committee helps to demonstrate to
on an anonymous basis, as well as aggregate statistics regard- administrators, labor representatives, and potential fund-
ing citizen complaints, use of excessive force, disability, and  ing sources the commitment of program planners to

turnover rates. However, program staff need to consult first making the program work.

with their department’s legal counsel to find out whether a

planned records search is legal, and they must be carefulto Regular committee meetings may enable planners to
avoid the impression that they are prying into officers’  obtain a wealth of information and to reach consensus
private affairs. more efficiently than through individual conversations.

A university researcher or a graduate student may be willing Having a steering committee demonstrates planners’
to design and conduct a needs assessment survey at little or receptivity to considering the views of all involved
no cost. Alaw enforcement task force in Georgia enlistedthe  parties (for example, including an officer and a family
help of the Department of Human Resources, the Criminal member onthe board, along with high-level administra-
Justice Coordinating Council, the Department of Commu-  tors and union or association representatives, shows that
nity Affairs, law enforcement executives, academicians,and program planners consider the view points of people at
othersin conducting a statewide assessfiéffiile using an all levels to be equally important and enhances the
independent person or organization would appear to make legitimacy of the program).

the results of a survey even more objective and credible,

some officers may view an outside researcher’s findingswith A committee can periodically assess the effectiveness of
skepticism or disdain. As a result, when a university profes-  the program and how it might be improved.

sor designed and distributed a questionnaire to law enforce-

ment officers in Erie County, the enclosed envelopes fof Including legal counsel on the steering committee can
responses were addressed to the county’s stress program. help guard the program against legal liability.

After conducting a needs assessment, staff would do well tbis critical to represent both labor and management on any
thank respondents for their assistance and inform them of tiganning or advisory committee. The director of the Erie
survey’s results, something the Erie County program didCounty Law Enforcement EAP already had an advisory
through an article in a law enforcement newsletter. Staff caboard for the general county EAP, which initially adminis-
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tered the law enforcement program, but she put togetheremforcement services to citizeA&rogram objectives would
separate advisory board, consisting of administrators artae more specific, focusing on both the intended operation of
union representatives from throughout the county, for theervices and their anticipated effects. Objectives will vary
law enforcement program when it split off from the countydepending on the size of the department or departments
EAP. The advisory board of Psychological Services, a priserved, available resources, and other factors, but they might
vate corporation contracted by the Tulsa police and firénclude the following:

departments, consists of the police and fire chiefs, and an

independent psychologist from Tulsa, as well as a retiree
budget director; a broader advisory board, consisting of
these individuals plus a city auditor and representatives of
the police and firefighters unions, advised the organization’s
director on the development of the program in 1982. .

Formulating the Program’s Mission .
and Obijectives

Although program staff may think that the purposes of stress
services are obvious, goals can vary significantly in content
and emphasis from program to program. Formulating and
articulating an overall program mission, as well as specifié
objectives, is important for the following reasons:

provide stress management training sessions each year
to all officers and nonsworn employees, or to a certain
percentage of them;

conduct at least two family workshops on stress man-
agement each year;

recruit at least two peer supporters from each depart-
ment served by the program;

reduce the number of divorces among officers by 25
percent within three years;

reduce the department’s rate of absenteeism, disability
leave, turnover, and citizen complaints by a given per-

centage over a specified period of time; and
» togive potential clients, administrators, union represen-
tatives, and others a quick, clear picture of what te
expect from the program (this is particularly critical
because officers may inadvertently view the program a&enerally speaking, program objectives should be stated in
a management tool, while at the same time managetsrms of measurable effects. Furthermore, the more opera-
may not realize how it can help them deal with difficulttionally defined a program'’s objectives are, the more useful
personnel issues); they will be as measures of achievement, statements of
purpose, and guidelines for staff. (See chapter 12, “Monitor-
» tofocus staff efforts on the clients and services that havieg and Evaluating the Program,” for a more detailed discus-
the highest priority and avoid inconsistent, conflicting,sion of planning and conducting program evaluation.) Staff
and superfluous activities; therefore need to think through their mission statements and
specific objectives carefully. The director of the Erie County
stress program emphasized that it is important to be realistic
about what the program can do and not to promise what staff
» toexplain and legitimize the program to clients, admin-cannot deliver. Also, staff may find it necessary to revise
istrators, and potential funding sources, as well as ttheir mission and objectives from time to time to respond to
program staff members themselves. local circumstances, such as program growth, budget cuts, or
newly identified needs or target populations.
Although most of the programs surveyed for this publication
have not done so, it may be beneficial to distinguish betweeh program’s mission and objectives should flow naturally
a program mission statement and more specific objectives.f®om the initial needs assessment and from the factors that
mission statement can convey the program’s overall ambimotivated the program’s development in the first place.
tion, for instance at the individual level (e.g., prevent andVhen a stress program was first established in Providence,
treat stress-related problems among the target populationi®hode Island, in response to the 1978 on-the-job suicide of
a strictly confidential manner), the departmental level (e.gthe city’s police chief, the director’s overall goal was simply
maintain and improve the department’s effectiveness), arftio keep cops from killing themselves.” It may be helpful to
the community level (e.g., ensure a high quality of lawdevelop the program’s mission and objectives during a

improve department morale.

» to facilitate evaluation of program services; and
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planning or steering committee meeting to ensure that the;dready available service8 number of available resources—
address each group’s needs and are articulated in a clear viagluding city or county EAPSs, police chaplains, wellness
that will help the program gain support among all partieprograms, support groups, and local private service provid-
represented. ers—may already provide stress-related services to law
enforcement personnel and their families. As discussed
above, program planners need to be sure they do not dupli-
Selec’ring Service Mix and Referral cate effective existing services or cause unnecessary “turf’
Sources probllems .Wlth other providers. Just b(_agause a particular
service exists, however, does not mean itis meeting—or can

The “service mix” of law enforcement stress programgNeet—officers’ needs. Respondents contacted for this pub-
ranges from peer support or individual counseling alone to }fation consistently said that officers do not use city or
wide combination of components. Determining which ser£ounty EAPs because these organizations do not provide
vices are most in demand and most feasible involves carefg¥fficient confidentiality and because their staff do not
forethought. Planners and staff can review other programs 4#§ually understand law enforcement. Program staff also need
a preliminary means of identifying the services they may© consider t_he extent to Whlch informal support networks,
wish to consider providing. Chapter 10, * Responding tosuph as family memb(_ers, friends, and col!eagges, as weI.I as
Stress-Related Problems After They Occur,” describes thfficers’ personal coping methods (e.g., listening to music,
services offered by programs contacted for this publicatiorP!@ying softball), already help to prevent or relieve stress-

Below is a discussion of factors that program staff migh{elated problems. A needs assessment can help determine the
consider in deciding which services to offer. effectiveness of existing services and personal coping mecha-

nisms for dealing with stress.
Clients’ needs and desired servicdhe needs of most
officers and family members are similar across law enforceStaff credentialsThe training and credentials of staff may
ment agencies, regardless of a given agency'’s size or lodanit the services they can offer in terms of skills, legal
tion. Chapter 1 reviews some of the common causes adidbility, and credibility. Licensed police mental health prac-
effects of stress and suggests sources of additional informtitioners, for instance, usually can provide in-depth counsel-
tion about them. Program planners should be sure, howevémg on a short- or long-term basis, while peer supporters are
to select services that will address any specific needs thhnited to listening, assessing, and referring. Even creden-
were identified in their own needs assessment survey; theéyaled mental health professionals may be limited by their
should also try to be responsive to officers’ and othetraining or the specialty supervision they receive; few police
potential clients’ specific requests. As noted above, theractitioners, for instance, are qualified to provide counsel-
director of the Erie County program found that over 90ing to children. Chapter 4, “Choosing Among Staffing Op-
percent of the officers she surveyed reported that they woutibns,” discusses the issue of staff qualifications further.
like to have a stress debriefing immediately after experienc-
ing a critical incident, and when union officials in Michigan Program credibility and suppar$taff may wish to start with
learned that many troopers were not comfortable approacbasic services and then add additional services on a gradual
ing the department’s psychologists for assistance withasis as the program gains credibility among officers and
alcohol problems, that program added a recovering alcoholimanagement. The director of the Erie County Law Enforce-
trooper to its staff. ment EAP initially offered assessment, referral, and short-

term counseling services; as she became better known and
Staff may want to prioritize their services to ensure that thenore widely accepted she began to offer training, counseling
needs of certain clients are met before the needs of other family members, and peer support services. Only when it
clients’ are addressed. For example, the director of Tulsalwas well established did Michigan’s Behavioral Science
Psychological Services gives priority to an officer's need folSection establish a peer support component. Focusing on
counseling over any other kind of service should a conflicbasic services at the outset also helps to ensure that staff do
regarding staff availability occur. Program practitioners andot overextend themselves but instead provide high-quality
administrators are increasingly seeing the benefits of focuservices.
ing their efforts on proactive preventive services, such as
training and changing organizational sources of stress, iAn important element of the service mix of most programs
addition to traditional reactive services, such as counselingonsists of referrals to sources both within and outside the
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agency.Available departmental resources might include cusses cost elements of a law enforcement stress program
chaplaincy services or a wellness program, and locand potential sources of funding.

professionals can provide, for example, alcohol and drug

abuse treatment, child counseling, or long-term adult

counseling. Chapter 5, “Establishing a Referral Net\Nork,’Esiqb"shing and Disseminqﬁng
discusses the selection of referral sources in more detail.wl,iﬂ,en Policies and Procedures

Subjectivity and a certain amount of guesswork are inevipeyeloping detailed written policies and procedures is im-
table in initially determining a program’s appropriate mix Oflportant for at least two reasons:

services. Itisimportant, however, to inject as much rationa
ity as possible into the process so that the program offers tii£) Written policies and procedures can be used as a mar-
maximum benefit to the greatest number of clients consider-  keting tool to make officers and family members aware
ing its resources. In addition, it is important for staff to ofthe program, including its mission, services, methods
remain open to modifying their initial or current service mix of referral, confidentiality guidelines, and other fea-
based on a number of contingencies: tures. Policies and procedures can help correct any
misconceptions about the program and help ensure that
* Some services may prove to require more time than is  everyone uses it properly and effectively.
warranted relative to the benefits they provide.
(2) Current staff and consultants can use the policies and
» Officers and family members may reveal a need which  procedures as a guide for their own behavior, while new
program planners did not anticipate. counselors can use them for orientation to program
operations.
* Local events, such as a critical incident, may signal the
need for new or more in-depth services. As with a program’s mission and objectives, it is best if
planners and staff work out the policies and procedures in
* Itmay be possible to expand—or necessary to curtail—ollaboration with an advisory board or, at a minimum, with
some services depending on funding changes. selected administrators, union representatives, officers, and
other targeted clients. This helps to ensure that the policies
and procedures meet these individuals’ needs and wishes

Estimating Funding Needs and (and therefore that they will use the program), that these

P : individuals and the groups they represent will feel a sense of
Idenhfylng Fundmg Sources ownership in the program, and that there will be less of a

At a time when many law enforcement agencies are alreacghance of conflict among the parties over what the program
cutting back on staff and other departmental expenditure§0€S and'how it should be used. In addition, itis important to
litle money may be available for a stress program. A§Onsult with an attorney about the program’s potential legal
emphasized in several other parts of this publication, prozulnerability if staff do not follow its policies and proce-
gram planners must be able to convince administrators aftfies, and about how to write the relevant guidelines so as to
other funding sources of the benefits and cost-effectivene§gduce potential liability.

of stress services. Program planners need to estimate their o ] ]
minimal (but realistic) funding needs. They may need to looVrtten pollmes gnd procedures can include the following
for funding outside of the department or departments thelfinds of information:

will be serving.
J » the reasons for setting up the program;

Funding requirements will vary depending on program ob-

jectives. Nevertheless, cost estimates can be developed for the program’s mission and overall objectives;
all anticipated program services and materials, even if plan-

ners expect that the department will provide some in-kind  definitions of relevant terms;

assistance in case these materials or resources are discontin-

ued and funding for them must be obtained elsewhere. types of services offered;

Chapter 13, “Managing Program Costs and Funding,” dis-
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eligible clients (including whether some clients ares  record-keeping policies and sample forms;
eligible for fewer or less frequent services than others);
» staff positions and responsibilities; and
types and methods of referrals (be careful when distin-
guishing between voluntary and mandatory referrals, i#  program organization and location.
both are accepted);
In general, the more detailed and organized these written
confidentiality guidelines (one of the most importantpolicies and procedures are, the more useful they will be.
provisions—see chapter 6); Revisions may be necessary as a program generates clients

Spelling Out Program Guidelines in a Union
or Association Contract

So far, in most cases the dissemination of guidelines on program policies and procedures appears to have
been sufficient for obtaining the support and trust of officers, without incorporating them fully in contracts
between the union or association and the department. However, the bargaining agreement between the
Michigan State Police Troopers’ Association andthe Department of State Police includeslanguage specifying
policies and procedures of the department’s Behavioral Science Section, particularly with regard fo
confidentiality and encouraging officers to use the section’s services, asillustrated in the following excerpfs:

It is the specific intent of this Section (of the bargaining agreement) to encourage employees covered by
the terms of this Agreement to freely and willingly utilize the services of the departmental psychologist to assist
them in addressing personal and work-related stress situations. It is recognized that the objective of voluntarily
obtaining assistance will be materially diminished and curtailed if such highly personal and subjective
information is provided to the Employer. Though nothing herein is intended to prevent the departmental
psychologist from compiling statfistical records, or making general reports with reference to the types of
problems and the needs of departmental employees, as long as copies of said reports are simultaneously
provided to the Association. Said reports and recommendations shall in no way disclose the identify of the
individual employees seeking treatment or consultation. It is recognized by both the Association and the
Employer that violations of the provisions of this Section may result in liability to both the Employer and to the
departmental psychologist and are also grievable.

*. . . The departmental psychologist may not be called as a withess in any departmental disciplinary
proceedings or grievance meeting to testify regarding discussions between the psychologist and employee,
except upon the specific written request of the employee.

*Nothing herein shall prevent the Employer, after consultation with the employee, from requiring anemployee
to undergo psychiatric or psychological or medical examination or tfreatment when there is a reasonable
belief that such examination or assistance is necessary for the continued employment of the employee or to
assist in determining if such continued employment is appropriate. The employee shall be given the
opportunity of conferring with the Association representative, prior to said examination. However, such
psychiatrist or psychologist or physician will be an ‘outsider,” i.e., not Department-retained/employed
personnel. All such costs shall be paid by the Employer. . . .”
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and as staff have the opportunity to see how effective itEndnotes

policies and procedures really are.

1.
The wider the distribution of written policies and proce-
dures, the more useful they are likely to be. Distilling the
information onto a single page and using bullets and other
attractive formatting techniques will help to ensure that
officers read and understand them. Some programs target
primarily administrators and managers for distribution,
while others try to make sure that all eligible clients receive
copies of their policies and procedures:

* The Metro-Dade police department’s Health Services
Section policies and procedures were included in the
department’s manual of standard operating procedures.

» The Bureau of Alcohol, Tobacco, and Firearms distrib-
uted a 15-page memo to all bureau supervisors, and the
Drug Enforcement Administration included its program’s
policies and procedures in its personnel manual.

* The policies and procedures of the Michigan Depart4.
ment of State Police Behavioral Sciences Section are
included in the troopers’ association bargaining agree-
ment with the department.

» Thedirector of the Erie County program has distributecb.
copies of its policies and procedures to command staff
during meetings, as well as to recruits and other officers
during training sessions. 6.

As mentioned in the beginning of this chapter, determining
the organizational structure of the stress program is anoth@r
crucial step in program planning. The following chapter
addresses this topic.
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Chapter 3
Structuring the Program

Key Points

e There are three basic options for the organizational relationship between a stress program and the
agency oragenciesit serves: in-house, external, or a mixture of the two. Each has distinct advantages and
disadvantages. Program planners need to select the option that seems best suited to their particular
needs and resources.

e Advantages of in-house programs, staffed by agency employees, typically include being considered by
officers as part of the law enforcement community and culture, being aware of specific agency stresses,
and having high visibility among officers. Possible disadvantages include the view of some officers that
program staff are “tools” of management, limitations due to departmental supervision, and the expense
of such a program to the agency.

e The advantages of in-house programs (e.g., high visibility) are typically mirrored by the drawbacks of
external programs (difficulty gaining recognition), while the disadvantages (e.g., being perceived as a
management tool) translate into benefits (seen as independent).

e Program staff of most hybrid programs claim the advantages of both in-house and external programs
and a minimum of the drawbacks of each; however, hybrid programs may cause confusion among
clients and create conflict among in-house and external staff.

e Program services must be delivered in alocation that is accessible and completely private; program staff
generally agree that of these two features, privacy is the most important.

Of all the considerations involved in planning a law enforcepresent chapter is written primarily for planners of new
ment stress program, the program’s organizational stru@rograms, but staff of existing programs will find the infor-
ture—including its relationship to the department or departmation useful if they are considering a change in program
ments it serves, its staffing mix, and its office location—ha®rganization—or for stimulating consideration about a
perhaps the most profound effect on how the program wikhange.

operate and how effective it will be. Because program

organization is also one of the least flexible of planning

decisions (it is easier, for example, to adjust program obje©@rganizational Relationship of the

tives and add or discard a particular service than to chan
from a department-run program to a contracted one), mugfrogram to the Law Enforcement
forethought needs to be given to what would be the bedAg€NCY

arrangement for a particular jurisdiction. This chapter exam-

ines several options for a program’s organizational reIationThere are three basic options for organizational relationships

ship to the agency or agencies it serves, along with thtéetween a stress program and the law enforcement agency it

advantages and disadvantages of different office locationSEVes: (1) in-house, operated by department employees; (2)
(Although mentioned briefly in this chapter, staffing ar- external, operated by an individual or group under contract

rangements are covered in more detail in chapter 4.) TH8 the agency; and (3) a hybrid of these two options, for
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instance a program that is overseen by a department emime program staff could help reduce the cost of an in-house
ployee but that also uses contracted external sources fprogram, but services might suffer as a result of their limited
some services. None of the programs contacted for thevailability. Although a significant advantage of an internal
publication or described in the research literature consultegrogram is said to be the ease with which staff achieve
are structured exactly alike, nor do they always fit neatly int@redibility within the department, such an arrangement may
one of these three molds, and, while no one option stands aigk the opposite effect: suspicion and lack of supportamong
as being the most effective (or &g modelfor how a line officers who view program staff as “tools” of department
program should be set up), each basic type of organizationalanagement. The director of San Antonio’s program, for
relationship does have advantages and disadvantages. (3&stance, said he frequently has to counter rumors that
the discussion below and the box, “Advantages and Disaghrogram files are kept in or are provided to the chief's office.

vantages of Three Basic Organizational Options.”) Directors ofin-house programs report they are not controlled
by administrators, as some officers might think, but they do
In-House Program sometimes face conflicts between their professional duties

and administrative pressure. Bureaucratic hassles are an
An in-house stress program typically exists either as @dded disadvantage. The director of Metro-Dade’s Health
separate unit within the law enforcement agency or as gervices Section said that some managers have badgered him
special operation of an existing unit, such as the training qpr information about clients or have tried to mandate treat-
personnel division. The programs described in figure Inentforan officer who did notreally needit; he has also been
typify this basic structure—in several variations. frustrated with the challenge of providing immediate ser-

vices to troubled officers while also responding to adminis-
Directors of in-house programs recommend this arrangdrators’ emphasis on the completion of necessary documen-
ment for several reasons. The most commonly reportettion.
advantage is that internal program staff have an easier time
than external contractors fitting into the law enforcement
agency and culture; they are more likely to be considered
“one of the family” and therefore to be trusted. As depart-
ment employees, these individuals typically know more
about law enforcement work and its stresses (even if they are
not, in fact, officers themselves), especially the problems —Michigan State Trooper
that are specific to their agency, and they are more likely ta
have a long-term commitment to the department and its
employees. An administrator with the Michigan State Polic&External Program
noted that there are several psychologists throughout the
State who have police experience, but he doubts they ha@s indicated in figure 2, an external organizational arrange-
the intimate understanding of the police culture that thénent usually involves a written contract between an indi-
department’s own staff psychologists have been able tgdual or group of service providers and one or more law
develop. Another advantage of an internal program arrang€nforcement agencies. Itappears that most departments with
ment is that staff typically have a high level of visibility and this arrangement contract with a private psychologist who
availability within the department. The director of Michigan’shas developed a specialty in working with law enforcement
program is able to provide what he calls ugotta_minuteofficers. In some cases, one practitioner serves only one
therapy”: because he is around the department so ofteRgency; in other cases, several agencies—frequently very
officers frequently approach him for assistance by askinggmall ones—receive services from a single practitioner,

“Outsiders haven't a clue about what the depart-
ment does, but staff with the [Michigan State
Police Behavioral Science] Section . . . are ‘one
of us.”

“You gotta minute, Doc? | have a problem. . . .” Finally,0rganization, or program by setting up individual contracts
internal programs are more likely than external ones t8" pooling their resources for a single contract (a “consor-
become institutionalized and to have secure funding. ~ tium”arrangement).

The fact that all of the programs described above are hous&l$ually the contract is negotiated between the service pro-
in large police departments points to one of the disadvandder and a high-level police administrator (or in some cases,
tages of an in-house stress program: it can be too expensizeinion representative). In some cases, the contract is with
for small departments because of the cost of off-site officéhe city or county personnel department. One police psy-
space, employee benefits, and other expenses. Hiring pactiologist recommends that the consultant report directly to
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Advantages and Disadvantages of Three Basic
Organizational Options

Advantages

In-House Programs

Asdepartment employees, staff more likely to have
long-term commitment to agency and law en-
forcement community.

Staff more likely to be viewed by officers and other
clients as part of the law enforcement community.

Staff more likely to be knowledgeable about gen-
eral law enforcement stresses, those particular to
the agency, andthe structure of the agency (facili-
tating efforts to address organizational sources of
stress).

Staff more likely to become personally familiar with
officers, nonsworn employees, and family mem-
bers (prior to any services being rendered) and
have greater visibility and accessibility.

Easier to obtain logistical and management sup-
portfromthe department (e.g., to conduct training
and adllow officers to take time to be peer support-
ers or go in for counseling).

Greater chance of institutionalizing the program.

External Programs

Officers and other clients less likely to view staff with
suspicion, offering a greater chance of building
frust.

Typically less expensive than an internal arrange-
ment because of:

— reduced overhead and staff benefits
— competitive bidding, which may lower prices
for program services.

Greater autonomy in program operations.

Less chance for dual relationship problems and
pressure to be all things to all people.

Disadvantages

Clients more likely to view program as a tool of
management and to be worried about confiden-
tiality, and hence may be less likely to use program
services.

Typically a more expensive option because of the
cost of office space, equipment, and staff benefits.

Risk of conflict in duties to client and agency.

Staff’s authority may be limited by departmental
supervision.

Staff may be pressured to conduct activities out-
side of what they consider to be their scope of
work.

Greater chance of program being isolated and
officers and other clients viewing staff as inacces-
sible, not part of the law enforcement community,
and unfamiliar with law enforcement work and
stress.

Competitive bidding process causes uncertainty
and can be fime-consuming and stressful for both
staff and clients.

Program less likely to become institutionalized and
therefore more vulnerable to budget cuts.

... contfinued on page 38
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Advantages and Disadvantages of Three Basic
Organizational Options (Cont’d)

Hybrid Programs

Most program practitioners with hybrid programs claim to have the advantages of both the internal and external
opftions, with few of their shorfcomings. It is possible, however, that some of the disadvantages will remain. Also,
unless well coordinated, hybrid programs may risk confusion among clients about how the program operates
as well as conflicts between internal and external program staff.

the chief or sheriff in order to have the best chances afombine elements of both. These hybrid programs fall into
obtaining the support necessary for providing effectivewo categories—those that serve a “home” department on an
services. in-house basis and other departments on an external basis,
and those that serve one department through a combination
In many respects the operation of most external programsg an in-house and an external component. The first type of
similar to that of in-house programs. However, externahybrid generally has the typical advantages and disadvan-
programs have several potential advantages (essentially migges of an in-house program for its “home” department, and
roring the disadvantages of an in-house program). The mogte typical advantages and disadvantages of an external
important benefit from the perspective of the law enforceprogram in relation to its contracted agencies. According to
ment agency is that an external program is usually lessome program directors, however, the second type of hybrid
expensive than aninternal one, and encouraging competitigiirangement incorporates in one comprehensive program
among providers for the contract can further lower costs. Ithe advantages of both the in-house and external options,
addition, external providers report having to deal with muctwhile minimizing their disadvantages. The director of Tulsa’s
less bureaucracy than in-house practitioners typically facgsychological Services contends that his original program
The director of the Counseling Team in San Bernardino, fosrrangement separated the program from direct inclusion
example, enjoys being able to offer a training course withoukithin the police department yet allowed it to operate for the
having to obtain top departmental approval; instead, she cenefit of the department's personnel. In this way, the
get permission from lower-ranking administrators. Finally,organization maintained its independence even though it
contrary toin-house providers’ contention that their arrangeexisted solely to serve the departrent.
ment is more conducive to building trust among clients,
external practitioners point out that officers and other clientginally, there is no empirical evidence, and only limited
are less likely to be suspicious of a program that is not a pasghecdotal evidence, suggesting that some organizational
of their agency. options are better than others. Program planners and law
enforcement administrators must consider their particular
Drawbacks of having an external program arrangememieeds and resources, along with the advantages and disad-
typically include having less accessibility and visibility, andvantages described above, and try to select—or convert to—
having a greater likelihood of staff being viewed by departthe option that seems best suited to their particular condi-
ment employees as outsiders. Also, such an arrangementiisns.
less stable than an in-house one for the service provider and
more vulnerable to budget cuts. It can be stressful and time-

consuming to negotiate a new contract periodically and tp ocation of the Program
compete against other providers applying for the same con-

tract. The physical location of the program can have a critical
impact on the program’s success. Program services must be
Hybrid Program delivered in a place that iaccessibleand completely

o _ o private. Officers will not want—and may not be able—to
The majority of programs contacted for this publication andake the time to go to an inconvenient location, and they
described in the literature do not fit neatly into either of thgg|most certainly will not go to an office where they think
above two categories. Instead, as described in figure 3, th@yher officers or other people they know will see them. The
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In-House Program Option: Five Variations

Figure 1

Michigan State Police Department
(Behavioral Science Section)

Metro-Dade (Miami) Police Department
(Health Services Section)

Los Angeles Police Department
(Behavioral Science Services Section)

San Antonio Police Department
(Psychological Services)

Georgia Public Safety Training Center

The Michigan State Police Department has had a Behavioral Sciences
Section since 1978, staffed by two psychologists who are state police
employees and (since 1993) by a trooper who serves as an alcohol gbuse
counselor. The section director (one of the two psychologists) reports
directly to the state police director. While a separate budget pays fof the
psychologists and their off-site offices, the trooper’s salary is paid byjthe
Uniform Services Bureau.

The Metro-Dade Police Department in Miami funds a Health Services
Section which has provided counseling, training, and other stress senvices
since 1979. The program director, who had been an officer with|the
departmentfor several years, is considered part of the agency’s cominand
staff (for example, he has access to command staff briefings). Althdqugh
the director says he is given a great deal of latitude over operatipnal
aspects of the program, he receives administrative supervision from the
department’s personnel director.

The Los Angeles Police Department's Behavioral Science Segrvices
Section is a unit within the newly established Organizational Develpp-
ment Group, which includes a separate sworn-operated employee assis-
tance unit, a career development and personnel selection unit, gnd a
consulting services unit. The section is staffed by seven police psycholo-
gists and two post-doctoral fellows who provide counseling, mangge-
ment consultation, crime-specific consultation, training, and other ger-
vices. The section’s supervising police psychologist reports directly to
the director of the Organizational Development Group, who in tdirn
reports to the assistant chief of the Office of Administrative Serviceg.

The San Antonio Police Department hired a psychologist to direct its
Psychological Services Unit. He is supervised by a deputy chiefin charge
of the Human Services Department, with whom the psychologist mgets
two or three times a week. Secretarial help is funded from the city budget.

Georgia established a statewide stress management program for all
public safety personnel, consisting primarily of training based out ofthe
Georgia Public Safety Training Center in Forsyth. The position of stjess
management supervisor was created by the State legislature in 1984. A
peer program was set up on a regional basis, based in the Statg's 10
emergency health regiofs.
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External Program Option: Five Variations

Figure 2

Stanislaus County, California
(11 Police Agencies)

The Counseling Team,
San Bernadino, California

Palo Alto, California
Police Department

The Postal Inspection Service

Self-Referred Counseling PrograRrogram for postal inspectors in the 12 States that make up its Western R¢

(12-State Western Region)

Psychological Services,
Tulsa, Oklahoma

A single psychologist serves police officers in five of the 11 police agencies
Stanislaus County, California, east of San Francisco. The Modesto Police Dg
ment is the largest agency served, with 215 sworn officers; other agencies h
few as 15 officers. The psychologist has contracted with the police departme
provide counseling services to sworn officers and their families since the ¢
1980s.

The Counseling Team, a private psychology practice, has been providing g
ing to police officers and firefighters in over 40 public safety agencies in the
Bernardino, California, area since 1983. The group employs seven full-
clinicians and five part-time counselors at the program'’s office, and refers g

some distance from the office. The Counseling Team has a separate
contract with each agency and bills on a fee-for-service basis for indivi
counseling, critical incident debriefing, and peer supporter training.

cases to five independent mental health professionals who live in jurisdi(\f\lions

A police psychologist has been the health resources coordinator for the Pal
California, Police Department for 13 years. She works as a contract employe
maintains an office at the police station for meeting with clients. She prov
training and counseling eight hours a week for the department’s 100 sworn off
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and is available for emergencies 24 hours a day. The department also hired an

organizational consultant to respond to the department’s organizational sour
stress.

The Postal Inspection Service recently established a Self-Referred Co

Contracts were established with police psychologists chosen from the region
psychologists bill the Inspection Service for treatment provided to inspectol
police psychologist, not an employee of the Inspection Service, serves as ¢
nator of the program, putting inspectors who need services in touch w

contracted service providg{See the box, “Selecting a Stress Program Providef.
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Psychological Services was originally set up as a private non-profit corporation to

provide counseling services for the Tulsa, Oklahoma, police and fire departm
The organization was not completely external, however, because its boa
directorsincluded four high-ranking city employees (the police and fire chiefs,
the city budget and personnel directors). When the city attorney expressed cg
about this arrangement, Psychological Services became an independent for

corporation, still with a contract with both the police and fire departments.

critical incident response team consisting of peer supporters trained by Ps
logical Services talks with, refers, and helps train other officers to deal with cri
incidents.

ents.
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Figure 3
Hybrid Option: Seven Variations

The first two programs described below serve one department on an in-house basis and other departments on @n external
basis. The remaining programs are hybrid in a different way: they serve one department or agency through bothin-house
and external components.

Erie County, New York, The director of the Erie County Law Enforcement Employee Assistance Prggram
Law Enforcement Employee in New York originally served as director of the EAP for all county employees| As
Assistance Program her services for law enforcement employees grew, county administrators askgd her

to focus solely on the needs of law enforcement officers and hired angther
counselor to take over the general county EAP responsibilities. The director i$ still
a county employee, thus serving the sheriff's department on an in-house basjs, but
to fund her new position as director of the separate law enforcement EAH, the
county commissioner established subcontracts with other law enforcement agen-
cies that continued to want program services. Each agency pays $14 a year per
officer and nonsworn employee in the department (if the department incliides
nonsworn employees as eligible clients).

Rhode Island Centurion The Rhode Island Centurion Program is operated by a licensed clinical social

Program worker (who is also a sworn active-duty reserve officer with the Coventry Pqlice
Department), his wife (also a licensed counselor and a sworn active regerve
officer), and a network of peer supporters from various law enforcement|and
correctional agencies. The director of the program is the sole contracted prqvider
of stress or EAP services to eight police agencies, many of them small, and he
furnishes bimonthly stress training or EAP-related services to 10 other police
agencies every other month to support these departments’ own in-house [stress
prevention efforts. Contracts are usually with the department’s management,
union, or both. The Centurion Program acts as an “affiliate” for other departments
that request services on certain occasions such as critical incidents. The director
serves his own department (consisting of 65 sworn officers) as the in-house ptress
program director, providing direct counseling services to about six officers alyear
and training and oversight to the department’s peer police officer.

Drug Enforcement The Drug Enforcement Administration (DEA) has a five-year contract witl] one
organization to coordinate EAP services to DEA employees nationwide. Howgver,
the agency has a full-time in-house administrator who directs the program from
DEA headquarters and supervises the contracted services, which are provided by
a combination of contract support unit personnel and a subcontracted area clipician
network consisting of practitioners across the country. The DEA also traing and
certifies agents as trauma team members to respond to critical incidents.

Administration

. .. continued on page 42
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Figure 3 (Con’t)
Hybrid Option: Seven Variations

Bureau of Alcohol, Tobacco The Bureau of Alcohol, Tobacco, and Firearms employs a contractor to cogrdinate

and Firearms professional stress-related counseling services and also operates three pegr sup-
port programs (specializing in critical incidents, substance abuse, and sexual
assault). The peer support programs are administered out of the ombudsman’s
office atthe agency’s headquarters in Washington, D.C., while the contracted EAP
services are supervised by the office of personnel.

Pennsylvania Fraternal Order The Fraternal Order of Police has established stress services in several offts lodges
of Police (FOP) Officer across the country. Through the Pennsylvania FOP Officer Assistance Program,
Assistance Program (OAP) differentlodges throughout the state designate a lodge liaison officer who edycates

members about the program and calls in a critical incident debriefing team When
necessary. The program also offers confidential access to professional counselors
for members and their families. Active members pay $3 per month to redeive
program benefits, and retired members pay $2 per month.

Adams County, Colorado The Adams County, Colorado, Sheriff's Department’s stress program congists of
Sheriff's Department Stress an in-house peer support program that was initially coordinated and now i also
Program supervised by a contracted psychologist. The psychologist and a peer suppoitteam

coordinator developed guidelines for and selected members of the peer sypport
team. The contracted psychologist trains the peers as well as other officers, and he
meets individually with each team member to review his or her support cdntqcts.

Rochester, New York, The Rochester, New York, Police Department’'s Stress Management Unit is
Police Department Stress housed in the Professional Development Section. An in-house mental health
Management Unit professional provides counseling services, coordinates a small group of|peer

supporters, and conducts stress training for officers and their family memberg. The
department also contracts with the University of Rochester Department of Psychia-
try for additional mental health services as well as assistance with training program
design and clinical reviews.

major question is whethéoth of these conditions can be some officers, concerned that colleagues will observe them
bestachieved by locating the program within or outside a lawoming and going, may be reluctant to seek out services. If
enforcement agency. The consensus among program practervices must be provided in-house, they need to be located
tionersis that of the two factors privacy is the more importanin an obscure part of the building, away from the offices of
and that it is much easier to assure privacy (and the perceghe chief and the divisions of personnel and internal affairs.
tion of privacy) by locating the program'’s office outside theThe Rochester Police Department’s Stress Management
department. Nevertheless, both options have their advaknit, for example, has its administrative office on the sixth
tages and disadvantages. floor of department headquarters but maintains a suite of
offices for counseling in a quiet area on another floor;
Locating the stress program within the department increasé®wever, because this location is becoming more heavily
staff visibility and accessibility among officers and nonswornrafficked by officers, the program director is trying to obtain
employees. It also helps build the perception that the praounseling space outside the department building.
gram is part of the law enforcement community. However,
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Selecting a Stress Program Provider

By some estimates, approximately 90 percent of police departments in the United States employ fewer
than 10 officers.® These and even somewhat larger departments will probably find that choosing an
external provider is the most economical way to provide professional stress services. Many options may
be available, including private psychologists or other mental health practitioners (individual or group
practices), EAPs that already serve other agencies or organizations in the area, or other similarly
qualified practitioners. An administrator may choose a provider informally, based on personal knowl-
edge or recommendations, or identify a provider more formally, for instance, by requesting competi-
tive proposals from multiple practitioners.

After the Adams County (Colorado) Sheriff’s Department obtained an annual $26,000 grant from the
17th Judicial District Victim and Witness Assistance and Law Enforcement Board to set up its program
(see chapter 13, "Managing Program Costs and Funding”), it asked several well-known local psycholo-
gists fo submit proposals for this amount. A board consisting of the sheriff and various department
employees then interviewed the applicants.’

Regardless of the approach used, administrators can consider taking the following precautions in
making a selection (see chapter 5, “Establishing a Referral Network,” for similar recommendations
regarding the selection of referral sources).

e Interview each possible provider.
o Visit each provider’s office to ensure that it is accessible, private, and comfortable.
o Look for staff qualifications such as professional credentials, license to practice, years of
experience, and experience with law enforcement agencies.
e Ask for a proposed program budget and explanation of the costs.
e Ask to see the provider’'s malpractice insurance papers.
e Ask for and check on references.
e Ask for a detailed account of
— what services the individual or group will provide;
— how often clients will be able to use these services;
— whether the provider or a backup will be available 24 hours a day and at critical
incident  scenes;
— where services will be provided;
— how program use will be encouraged;
— what referral methods will be used;
— how the provider will protect client confidentiality;
— how the provider will maintain program records and assess program effects; and
— how the provider will meet special department needs.

When a choice hasbeen made, itisimportant to develop adetailed written contract The department’s
legal counsel may provide useful advice on this matter.

In seeking service providers in the 12 States of its Western Region, the Postal Inspection Service solicited
the names of police psychologists through state psychological associations, law enforcement agen-
cies, and police psychologist members of the Police Psychological Services Section of the International
Association of Chiefs of Police. (See chapter 14, “Tapping Other Resources.”) The Postal Service sent

... continued on page 44
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Selecting a Stress Program Provider (Con’t)

the psychologists a description of its newly established program and invited them to submit a provider
application. After receiving applications (including copies of each psychologist’s state license and
verification of malpractice insurance), administrators contacted their references and sent a question-
naire to each applicant’s state licensing board requesting information concerning past professional
disciplinary proceedings. Selected applicants then were intferviewed by the coordinator of the
program and an inspector from the same geographic area. The interviewing inspector could veto any
applicant about whom he or she had reservations. Each provider chosen was required to sign a
confract with provisions including absolute assurance of confidentiality.®

Most program directors prefer an external location for seeingall on five counselors who live in the most distant jurisdic-
clients. The Metro-Dade program, an in-house prograntions the program serves and who are under agreements to
directed by a sworn officer, maintains an office in a corporatprovide immediate on-site assistance as needed. Staff can
center outside the main police station yet is close enough &dso help to ensure program visibility and at least some
be easily accessible. Similarly, the Tulsa program is locateithmediate services by training peers in departments far from
in a separate building in the center of the city, but becausetite program’s office. The director of the Rhode Island
is set up exclusively for the police and fire departments it i€enturion Program, which serves several jurisdictions
still widely considered an integral part of the two departthroughout Rhode Island and southeastern Massachusetts,
ments. recruited peer supporters from most of the departments to
ensure that officers had immediate access atleastto someone
The Erie County program is housed in the multi-story countyvith training in stress support. However, some officers in
administration building, which, according to the director,Michigan and in Erie County reported that they did not mind
has so many other offices that itis not apparent that an officéand in fact sometimes preferred) driving one or two hours
entering the building is going to the stress program; oneutside theirjurisdiction for services in order to minimize the
respondent called the location “quiet and anonymous.” lichances of being seen by someone they knew.
fact, the director considered accepting a job as the head of an
in-house program for an individual agency but refused wheiihe fact that programs with such diverse organizational
administrators requested that it be housed in the departmdeatures have been effective in providing stress services hints
because she did not think such an arrangement would la¢ the critical importance of other program features and
successful. activities. Staffing, perhaps the most significant element in
program effectiveness, is discussed in the following chapter.
It is also possible to locate a program’s administrative
headquarters within a department yet offer counseling ser-
vices at a different location. Such an arrangement might Endnotes
difficult and time-consuming to administer, but it might also
work out well for programs staffed primarily by peer sup-1. Blau, T.H., Psychological Services for Law Enforce-
porters but administered by a director. ment New York: John Wiley, 1994: 51.

Simply locating the program outside the department willno2. Gentz, D., “A System for the Delivery of Psychological
in and of itself ensure that it is suitable. As mentioned above, Services for Police Personnel,” Rsychological Ser-
the program must be fairly accessible, and this can be vices for Law Enforcemened. J.T. Reese and H.A.
difficult for programs that serve many departments over a Goldstein, Washington, D.C.: U.S. Department of Jus-
wide geographic area. The Michigan State Police program, tice, Federal Bureau of Investigation, 1986: 257-282.
for example, is two to three hours’ driving time from some

posts—12 hours from one—and the Erie County programi8. Schmuckler, E., “Peer Support and Traumatic Incident
an hour from some departments in the county. To address Teams: A Statewide Multiagency Program,”Gritical
barriers of distance, San Bernardino’s Counseling Team can Incidents in Policingrevised, ed. J.T. Reese, J.M. Horn,
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and C. Dunning, Washington, D.C.: U.S. Department ob.

Justice, Federal Bureau of Investigation, 1991: 315-
318.

For a detailed description of the Postal Inspection
Service’s program, see Shaw, J.H., and D.R. Hagberg,
“A Self-Referred Counseling Program for Postal Inspec-
tors,” in Law Enforcement Families: Issues and An-

swersed. J.T. Reese and E. Scrivner, Washington, D.C7.

U.S. Department of Justice, Federal Bureau of Investiga-
tion, 1994: 359-374.

Fuller, R.A., “An Overview of the Process of Peer8.

Support Team Development,” fDritical Incidents in
Policing, 99-105.

Kirschman, E., E. Scrivner, K. Ellison, and C. Marcy,
“Work and Well-Being: Lessons from Law Enforce-
ment,” in Stress and Well-Being at Work: Assessments
and Interventions for Occupational Mental Heal¢d.
J.C. Quick, L.R. Murphy, and J.J. Hurrell, Washington,
D.C.: American Psychological Association, 1992: 178—
192.

For a detailed description of the Adams County program,
see Fuller, “An Overview of the Process of Peer Support
Team Development.”

Shaw and Hagberg, “A Self-Referred Counseling
Program for Postal Inspectors,” 362—-363.
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Chapter 4
Choosing Among Staffing Options

Key Points

Programs have very different staffing configurations.

Stress programs are staffed primarily by nonsworn mental health professionals, professionals who are
also law enforcement officers, peer supporters, or sone combination of these groups.

Nonsworn mental health professionals can be very effective even though they have no direct law
enforcement experience because many officers and family members do not find such experience
important in a counselor and because these therapists can learn about law enforcement work in
other ways.

Sworn mental health professionals bring instant credibility to the job with clients who are officers.
Some programs also make use of interns, chaplains, and volunteers.

The amount of funding available and the extent of support for stress programming from police executives
are the most important influences in determining staff size and mix, but program directors suggest that

having at least two mental health professionals makes it possible for them to cover for one another,
and

having several staff members enables clients o “shop” for the right counselor for them and makes
it easier for the program to provide 24-hour service.

Quadlifications for program staff include an understanding of law enforcement, flexibility, and a problem-
solving counseling orientation, among other prerequisites.

New staff typically receive on-the-job training; staff supervision is usually done by meeting with the
program director.

Peer supporters have become an important component in many stress programs.

A peer supporter acts primarily as alistening ear, but he or she can also assess whether officers need
immediate or professional attention and refer them to other sources of help.

Peers offer many significant benefits, including acting as marketing agents for the program,
providing immediate assistance to troubled officers, and bringing instant credibility to critical
incident debriefings.

Peers also have important limitations, including potential difficulties maintaining confidentiality

because their nonprofessional status means that what other officers tell them is not privileged
communication.

Peer supporters require thoughtful recruiting (using, if possible, nominations from other officers), careful
screening, and three to five days of fraining.

Top management support is essential for a peer component to be successful.

Choosing Among Staffing Options

47



Stress programs are staffed primarily by one or more of thre®ccording to Theodore Blau, another police psychologist
types of individuals: nonsworn mental health professionalgput one who did become a sworn officer), “Some police
professionals who are also sworn law enforcement officerglients do not want to be interviewed or questioned by a
and peer supporters (individuals with no clinical degreesop.™” Blau also suggests that it is probably easier for the
who volunteer to assist fellow officers). Some programs alspolice psychologist who has not been an officer to be
make use of interns, chaplains, and civilian volunteerspbjective in dealing with clients.
including family members. As shown in figure 4, most
programs contacted for this report make use of a mixture of
stafftypes. The major message program staff and researchers
give about program staffing is the importance, when feasible,
of making a range of staff of various backgrounds and
qualifications available to officers and their families. Having
nonsworn and sworn mental health professionals on staft
trained peer supporters in the field, and ties with chaplains
and other service providers allows officers, civilian employ-Several police officers interviewed for this report confirmed
ees, and their family members to choose among them accottiese observations. One officer said, “| want to be able to talk
ing to their own preferences and needs. Providing thessith someone knowledgeable about police work but who
options should increase a program’s attractiveness and aén’t one of them.” Another reported, “I didn’t care whether
fectiveness. the counselor understood police work because my problem
wasn't work-related.” A 17-year veteran of another depart-
The first half of this chapter discusses types of professionahent commented that “other cops don’t say, ‘What do they
staff and their selection, recruitment, training, and supervifcounselors] know about police work.” Their only concern
sion. Because the use of peer supporters is increasinglywith confidentiality.”
common within law enforcement stress programs, the second
half of the chapter reviews the advantages and drawbacksA€cording to many respondents, there are other benefits to
using peers, the roles they may play, and their recruitmeniising nonsworn mental health professionals:
screening, training, and supervision.

“l want to be able to talk with someone who is
knowledgeable about police work but who isn't
one of them.”

— Police officer

* Counselors report that even though many of the prob-
lems that bring police officers to seek professional help
are relationship difficulties that may be caused or influ-
enced by conditions of work (e.qg., shift schedules) or

Mental Health Professionals

Stress programs can be staffed by professionals with varying
levels of expertise, ranging from police psychologists to
clinical social workers to marriage or family counselors.

Types of Professionals

As discussed below, there are distinct advantages and draw-
backs to having nonsworn, sworn, or other types of mental
health professionals on staff.

Nonsworn Mental Health Professionals. Most of the
mental health professionals who staff the programs con-
tacted for this report or who serve departments as indepen-
dent practitioners do not have a law enforcement back-
ground. According to Nancy Bohl, Director of San
Bernardino’s Counseling Team, it is not necessary to be-
come a reserve officer or to have been a police officer in

that may impair on-the-job performance, these prob-
lems do not require an in-depth knowledge of law
enforcement to address. Rather, officers want a counse-
lor who has the therapeutic skills necessary to help them
resolve these difficulties.

Some officers, aware of the pervasive grapevine in
every law enforcement agency, express concern that a
counselor who is also an officer may gossip about them
to other personnel.

Many officers are unlikely to discuss with other officers
problems that are generally unacceptable in the police
culture, such as sexual dysfunction, fear of getting hurt,
or inability to use force when necessary in the line of
duty.

order to develop rapport with law enforcement personnelNevertheless, mental health professionals with no law en-
“Indeed,” Bohl adds, “many police officers would be uncom-forcement background must make special efforts—
fortable with a therapist who was also a police offiéer.” discussed below and in chapter 7, “Marketing the
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Program”—to learn about police work and police culture indictory expert testimony in court—tend to mistrust all mem-
order to gain credibility with officers. Atthe same time, theybers of the mental health profession regardless of their law
must be careful not to try to act and talk like police officersenforcement backgrourtd.
as a means of gaining acceptance, or they may be disparaged
as a “cop wannabe.” As Richard Smith, a police psycholo-
gist with the Michigan State Police’s Behavioral Science
Section warns, “The closer you get to the cop role without
being a cop, the more danger you're in of looking like a
clown.” By trying to identify too strongly with police offic-
ers, psychologists may also lose their own professional
identity. According to two experts in police psychology, — William Garrison, Director,
“Law enforcement agencies do not hire mental health profes- Metro-Dade Health Services Section
sional to act like imitation police officers but to provide
professional mental health servic&sWarning signs of
overstepping this boundary include asking for a gun an@®ther Types of Professional Staff. Interns Some pro-
badge, using police jargon, and swearing. When one psgrams make use of volunteer interns, generally either last-
chologist took to carrying a knife in his shoe, officers begalyear graduate studentsin clinical psychology or postdoctoral
teasing his colleague with questions like, “Whengsir  students, who work part-time for the program over a one-
knife?” year period, carrying their own caseload. A stress program
director who has used interns recommends that a police
Sworn Mental Health Professionals Some stress program psychology internship provide a formal schedule of training,
directors and clinical staff consider a law enforcement backsupervision, and evaluation, and furnish the intern an oppor-
ground extremely beneficial on the job. The director oftunity for some degree of police training, ranging from ride-
Metro-Dade’s Health Services Section is a law enforcemergtlongs to attendance at a police acadeBgfore using
officer who became credentialed by earning a master dfterns, program directors need to consider the significant
science degree in human resources counseling. Conversedynount of time that will be required to train, supervise, and
the director of the Rhode Island Centurion Program is avaluate them.
licensed clinical social worker who became a sworn officer
and is now, as an active reserve officer, amember of his loc@haplains Most law enforcement agencies have the services
police department's SWAT team. One of the police psyofone or more volunteer or paid chaplains for such duties as
chologists in the Michigan State Police Department’'s Bedelivering death notifications, assisting with funerals, help-
havioral Science Section attended a police academy fang police officers’ families deal with personal tragedies,
municipal officers and now serves as a part-time officer in and, in some cases, teaching in-service classes on stress
small-town law enforcement agency. management. Chaplains may be especially effective in help-
ing family members cope with strésé. chaplain partici-
These and other clinician-officers believe that their lawpates in the family orientation at the Michigan State Police
enforcement background enhances their ability to treat p@academy and offers to talk to recruits and their family
lice officers because, with a firsthand knowledge of policenembers about problems. A corps of 8 to 10 chaplains with
work and resulting ability to empathize immediately withthe Michigan State Police are given informal captain desig-
clients, they have an easier time gaining a client’s trusnation and uniforms. A chaplain also participates when a
Officers often claim that “it takes a cop to understand a cop.Behavioral Science Section psychologist debriefs officers
For this reason, William Garrison, Director of the Metro- after the death of an officer to address issues of grief and
Dade program, feels that a sworn mental health professionadourning. However, no officer or psychologist interviewed
is the ideal choice for a program: “Sworn licensed profesfor this report was aware of any occasions on which an officer
sionals have all the advantages of peer support because thed sought counseling for stress-related issues from a chap-
understand what police work is like, plus they are qualifiedain. Most reported that chaplains were used infrequently, if
to provide competent care and have legal protection in terna all, for stress services.
of confidentiality.” Atthe same time, many police officers—
some of whom have become especially jaundiced aftdRespondents reported that some officers who are not reli-
observing psychologists and psychiatrists providing contragious feel uncomfortable talking with clergy, while religious
officers are sometimes reluctant to contact a chaplain who

“Sworn licensed professionals have all the advan-
tages of peer support because they understand
what police work is like, plus they are qualified to
provide competent care and have legal protection
in terms of confidentiality.”
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appears to have a denominational bias different from their addition to counseling, such as training, research, or
own. In addition, one program director thought that officers  management consulting (see the box “Core Functions of
see chaplains as focusing only on spiritual, not psychologi- Police Psychologists”);

cal, matters. However, with appropriate training and adver-

tising, in certain cases chaplains might be brought success- the degree of support for stress programming from top
fully into a stress program'’s operatiohs. police management;

» the number of sworn officers, civilians, and family

The chaplain addresses the needs of the spirit members associated with the law enforcement agency;

when, at atime of crisis, the officer is brought into
confrontation with his own mortality. . . . As one
officer wrote recently, ‘. . . a stress avalanche
occurs because of the guilt the shooter carries
around with him. Believe me when | say there is
guilt . . . guilt rides heavily with the officer in-
volved with a shooting. “Thou shalt not kill” is a
maxim taught from the crib. Regardless of the
legal definition of justifiable homicide, there is
always, “well, maybe | did screw up,” in the
background.™

» the expected increase in caseload as the program gains
credibility and becomes known;

» the nature of the department’s workforce, including
factors such as average educational level and number of
years on the job, which may influence officers’ willing-
ness to seek services or their preference for getting help
from peers rather than professional mental health coun-
selors;

— G.L. Benjestorf » other features of the workforce that may influence
caseload levels, such as the distance officers and family
members will have to travel to obtain services and the
VolunteersAlthoughitis done infrequently, stress programs  services that officers’ insurance will cover;

sometimes engage the services of graduate students who are

not clinical mental health majors. These other studentvolunr-  available alternative sources of services from employee
teers are typically brought in to research program effective-  assistance programs and other mental health service
ness. Professors are sometimes interested in providing their providers in the community, and the extent to which the
students with real-life opportunities to conduct research, departmentplanstorely onreferring officers and family
often as part of a thesis. Given the sensitive nature of police  members to these resources rather than treat them in-
stress services, the need for strict confidentiality, the training  house; and

and supervision required, and considerations of legal liabil-

ity, it may not be feasible to use nonclinical volunteers for  the amount of time that will be required for initial and
these purposes. ongoing outreach and marketing.

Selecting and Recruiting Professional Staff Comprehensive guidelines for staff size and mix are also
) _ difficult to develop because of the unpredictable nature of
Program planners need to determine what kinds of staff t§ome program services. In a typical private clinical practice,

hire or contract with, develop criteria for selecting them, an@ounseling sessions last a predictable 50 minutes, occur at
then recruit them. fixed intervals (usually weekly), and continue for an average
of two to six months (for short-term therapy). However,
Determining Staff Size and Mix. There is no formula for counseling sessions for law enforcement officers are often
determining how many staff, or what kind of staff, a stressnuch longer or shorter than an hour, may require going on-
program needs in order to meet the anticipated demand fscene after critical incidents, and may be needed for only a
services. In part, the number and qualifications of serviceveek or over a year.
providers have to reflect local considerations that are often

unique to each jurisdiction, including Clinicians do offer several reasons for having more than one,
and preferably several, providers on staff, even if this means
» the amount of available funding; forming a consortium of mental health practitioners who

maintain a private practice and devote only part of their time
» the types of services program staff plan to provide irto serving a given program’s law enforcement clients:
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Core Functions of Police Psychologists

A survey’® of 65 police psychologists representing 50 of the largest police departments in cities with populo-
tions over 100,000 found that they engaged in the following basic activities:

e 77 percent provided counseling services; 29 percent restricted their activities to providing only counseling

services and none of the other services listed below.

e /1 percent conducted preemployment screening; 17 percent did only evaluation work, including
preemployment screening and fitness evaluations (see below).

e 54 percent conducted training classes that covered a range of topics from hostage negotiations to
handling the mentally ill, but stress management fraining was provided with the greatest frequency.

e 52 percent conducted evaluations of fitness for duty; an additional 23 percent referred officers they were
counseling to other psychologists for these evaluations to avoid the conflict of interest of treating and

evaluating the same individual.

e 42 percent systematically monitored officer performance for purposes of validating preemployment
screening and for assessing the success of fraining and counseling.

By contrast, almost none of the mental health professionals contacted for this Issues and Practices report
engaged in preemployment screening, fithess for duty evaluations, or officer behavior monitoring; instead,
they focused on counseling and training, primarily in the areas of stress prevention, management, and
treatment. The discrepancy probably reflects this report’s attempt to examine programs that are devoted
almost exclusively to law enforcement stress, whereas the study summarized above examined general

practice police psychologists.

Having at least two mental health professionals in the
program enables them to cover for each other during
vacations and sick leave. When the chief psychologist to
the San Antonio Police Department lost his only col-
league in the program, he had to fall back on a pool of
local mental health workers to cover for him, none of
whom had the expertise or ongoing knowledge of cases
that his colleague had possessed.

With several practitioners in the program, it becomes
possible to hire individuals who are certified in special
areas of expertise, including alcoholism counseling,
marital counseling, sex therapy, and child counseling.
By providing these servicesin-house, the program elimi-
nates the need to refer clients to outside, and less well
known, practitioners.

Program planners rarely have the luxury of estimating opti-

Having several mental health professionals on staffnal staff size and mix and hiring accordingly. In most
affords clients the advantage of shopping for the righjurisdictions, the availability of funds and the attitude of top
therapist for them. Patients do not always “click” with management toward the value of stress services are the
the first counselor they are assigned or select. principal influences that determine how many and what
kinds of staff are hired. As a result, most programs fall far
It is difficult for a single practitioner to serve police short of optimal staffing levels by any criterion. Despite
clients on a 24-hour basis without either quickly becomihese staffing obstacles, program administrators can periodi-
ing overworked or making unpleasant and unpopulacally request funds for additional counselors, including
decisions about when to refuse to be on call. money to set up or expand a peer support component. These
efforts can sometimes be successful, especially if program
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staff can show that they are providing concrete benefits fdhile there is debate over whether male or female therapists
the department or if a change in administration occurs thatre more effective with officers and their families, respon-
brings in managers with more favorable attitudes towardents agree on two points. First, female counselors can be
stress services. (See the box “Getting Additional Staff Reust as effective and can have just as much credibility as male
quires Special Effort.”) counselors, even with male law enforcement officers who are
seen as hard-nosed (indeed, some male officers may feel less
Selection Criteria and Recruitment. Program directors do inhibited revealing their weaknesses to a woman than to
not seem to distinguish among different types of certificatiomnother man). Second, when possible, programs can hire
or academic degrees in selecting program staff, nor do thdypth male and female counselors so that clients, including the
see any difference in ability based on formal education. Agcreasing number of female officers, may have a choice in
a result, counselors who treat police officers (and theithis matter.
families) may have certificates or degrees in alcohol and
drug abuse counseling, clinical social work, or clinical . .
psychology. What is important is that staff be licensed Geﬂlng Additional Staff

insurable, and good at what they do. In particular, prograimn . 3
directors tend to look for the following characteristics wher Requ"es SpeCIC“ EffOﬂ'

hiring staff:

e Michael McMains, psychologist to the San Anto-

* a desire to work with law enforcement officers that nio PO“?e DEREmSL, lQST TISESEOnE sl 25)-
chologist when the police department went

reflects neither uncritical admiration nor the wish to through abudget-cutting period; however, when
“reform” the world of law enforcement; a new police chief was hired in 1995, McMains
was able to convince the new administrator to
* some type of experience with law enforcement, suchgds  fund the position again.
having a member of the family who is or was an officel
or having participated in ride-alongs or worked with jail
or prison inmates;

o  GaryKaufmann, chief psychologist forthe Michi-
gan State Police’s Behavioral Science Section,
helped to convince the department’s person-

. nel department to fund a third program staff
» anunderstanding of law enforcement and the problem person, a trooper who is a recovering alcoholic,

and stresses experienced by police officers; to provide counseling to other troopers with
drinking problems. The troopers” association presi-
» enough assertiveness to counter the habit some lagw  dent initiated the request and asked for

enforcement officers have of acting intimidating, but Kaufmann'’s help, because the president kept

also a manner that is warm, caring, and empathic; getting calls from members with drinking prob-
lems who did not feel the two professional psy-

. P P . chologistsin the program could help them. While
the flexibility to work in different locations (e.g., on the the association president documentedthe need

streets, at the academy, in an officer's home), to meg for alcoholism treatment services for the troop-
clients off-hours, to go on duty suddenly at 2:00 a.m., ti ers, Kaufmann explained to the personnel direc-
put in occasional stints of up to 24 hours straight durin tor that the new staff position would save money
crises, to put in uncompensated overtime, and to altef by avoiding the need to put some troopers with
nate periods of calm paperwork with high-pressurg drinking problems on disability leave or require
work in the field; them to take early retirement.

"

—

e Douglas Gentz, the director of Tulsa’s Psycho-
logical Services, which is funded by the city
police and fire departments, arranged for three
outside experts—one police psychologist each

» the excellent social skills necessary to operate with
variety of different personalities, ages, and both sexes
a mixture of interpersonal situations and in group sett

=

tings; and from the Memphis and Dallas police depart-
ments, and the Denver police chief—to make a

» some political sophistication regarding law enforce- three-day site visit to the program to conduct an
ment chains of command and department protocol. evaluation. Following a key recommendation of

the evaluation report, the program’s board of
directors hired a second psychologist.
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Program directors need expert skills not only in managemeirstead, she keeps a list of qualified clinicians who have
but also in clinical work because most will have caseloads iasked to be considered as candidates whenever she has an
addition to their administrative responsibilities and becausepening. Bohl has several staff individually interview each
whether they see clients or not, they will be supervising theew candidate; then they meet as a group to discuss the
clinical work of other staff. A program director also needs tqperson’s suitability.

have a keen political sense, good public relations skills, and

the ability to work simultaneously with several segments oStaff Training, Case Management, and

the polif:e department as well as with other ag_encies a"gupervision of Professional Staff
professionals in local government, the community, and the

press. One director reports, “I have to perform a delicatrogram directors typically spend considerable time training
balancing act in the department, keeping contact and goatw staff, making arrangements for in-service training, as-
relations with both management and line officers to maksigning cases, and supervising the quality of the counselors’
sure | never appear to be in one camp or the other.” Otharork.
directors see this balance somewhat differently, citing the
need to always be seen and tmbehe side of their clients ~ Training. Program directors usually train new staff by
that is, to run ammployegrogram—but at the same time requiring them to do ride-alongs and having them accom-
maintain the good will and support of management. If theipany experienced staff during critical incident debriefings
director cannot keep management’s support, command stafhd training events, first as observers and later as co-leaders.
will hamper the program’s success or, ultimately, cut offAn experienced staff clinician, often the director, acts as a
funding, but, if the program director cannot run the operatiofibuddy,” conferring frequently with new staff after their first
as an employee program, officers will not trust or use theeveral counseling sessions to identify and correct any prob-
counselors. lems and answer questions. It is particularly important that
staff with little or no experience with law enforcement learn
While many programs are headed by administrators withbout law enforcement agency organization and culture.
doctorates in clinical psychology, a Ph.D. is not necessarjNancy Bohl requires all new staff to attend the Counseling
For example, the directors of the Rhode Island Centurion anteam’s three-day training session for police peer supporters
Metro-Dade programs (both sworn officers) are license@nd all of the team’s academy training sessions for new
counselors. recruits. For further training, she sends them to one of the
traveling courses offered by the International Critical Inci-
In order to promote organization-wide acceptance of theent Stress Foundation (see chapter 14, “Tapping Other
program, the Palo Alto, California Police Department enResources”). A major training focus in every program is the
listed the participation of about 50 sworn and civilian em-explanation of confidentiality procedures and the need to
ployees from all ranks to design and participate in a strudellow them scrupulously (see chapter 6, “Dealing With
tured, two-day assessment event during which candidates f6onfidentiality”).
the director’s position were evaluated. While this type of
participation is not always feasible, when possible it can helPepending on their previous experience, new staff members
ensure the selection of a program director whom departmelgarn much of what they need to know and do through on-the-
members are likely to trust and like. job training. According to William Garrison, head of Metro-
Dade’s Health Services Section, “It takes about three years
Programs that are housed in law enforcement agencies menfully develop someone for the unit from the time the person
be required to follow local government procedures for reeomes on board. If the new staff person is a clinician, he or
cruiting staff. For example, Metro-Dade’s Health Serviceshe has to learn about the police culture; if the person is an
Section must advertise for staff first through the policeofficer, he or she has to learn the clinical skills. There is no
department, then inthe county, and then to the general publgay to speed up this process.”
Program directors in other jurisdictions place advertise-
ments in the American Psychology Associatidi@nitor  In-service staff training includes attending local seminars on
and other professional organizations’ publications. Howstress management and taking continuing education courses.
ever, most program directors report they rely almost entirelilancy Bohl makes a practice of sharing with her staff
on word of mouth to hire staff. In San Bernardino, Nancywhatever she learns at the various training events and
Bohl has never had to advertise for Counseling Team staffonferences she attends.
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Preventing Burnout

The counseling profession in general, because of the intense involvement in other people’s problems
required of therapists, can easily lead to burnout. Clinicians in police stress programs may be especially
vulnerable to burnout because much of the counseling they do revolves around issues of injury and death
and because staff typically work long hours, often at night and on weekends. “Sometimes | think | deserve a
badge after having to listen to so many burned-out cops during the past 10 years. | eat and sleep their worst
experiences. Who listens fo me?” asked one stress program counselor.!'" Program directors recommend
several tfechniques to try to prevent burnout:

e Warn staff about the possibility, nature, and symptoms of burnout, and encourage them to monitor their
own vulnerability.

e Meet regularly with staff to discuss and resolve problems of work overload.

e Arrange for scheduled staff meetings at which counselors discuss the impact of their work as therapists
on their own emotions and lives.

e Help staff to set limits on how much time they will spend on the job and to refuse on occasion to accept
certain assignments, particularly if they are responding too often to emergencies.

e Help staff understand the limits of what they can expect to accomplish in their work in ferms of helping
clients and promoting organizational change.

e Assist staff to tolerate some stress through an awareness that they are doing important work that affects
people’s lives.

e Encourage staff to take vacation fime—without their beepers.

e Advise regular physical exercise before, during, or after the work day (both Michigan Behavioral Science
Section psychologists jog and lift weights).

e |dentify a couple of congenial clinicians who provide mental health services to other law enforcement
agencies and talk or meet with them, as needed, to relieve stress.

e Encourage the police department to show appreciation for what program staff are doing.

Gary Kaufmann and Richard Smith of Michigan’s Behavioral Science Section both used to be on call for
emergencies af all fimes, alternating responsibility for the calls as they came in. *Going on all-night SWAT calls
was exciting at first, but the next day we’d end up canceling our regular clinical appointments,” Kaufmann
reported. “In addition, it became exhausting.” As aresult, they decided one of them alone would be on call
for allemergencies for two weeks, after which the other person would take on emergency duty for two weeks.
That way each of them is assured of at least two complete weeks of not being rousted from bed at 2:00 a.m.
or having to spend 16 straight hours dealing with a hostage situation.
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Project directors also continue their own training throughare progressing and how to deal with problematic clients.

continuing education courses, seminars, professional cofthe director of San Bernardino’s Counseling Team reviews

ferences, training events, and the professional literaturevaluation forms filled out by clients in order to identify any

Several directors report that the periodic FBI police psycholdifficulties counselors may be experiencing in their work.

ogy conferences are particularly informative (see chapteBenerally, however, program directors supervise staff infor-

14). Some learn new skills by going to hostage negotiatiomally as counselors bring problems to their attention. In

schools and taking courses in clinical specialties such gwograms with only one staff member, that person typically

hypnosis. They also refine old skills by enrolling in programonsults with two or three close colleagues in the field

like Roger Solomon’s one-week course in trauma debriefingghenever a clinical problem arises.

training (see chapter 14). Funds permitting, directors send

their staff to these courses as well. Finally, some directors,

after many years on the job, still do at least one ride-alongReer Supporfers

month to keep abreast of law enforcement activities and

advertise their program’s services. An innovative idea in the 1980s, the training of police
officers to provide support to other officers experiencing

Case Management.When a program has more than one

clinician, decisions have to be made about who handlgs
which cases. John Carr of the Rhode Island Centurion One Appl’OClCh |'O

Program holds weekly staff meetings at which he assigr|s Assigning Emergency Cases

cases. Large programs often use a centralized case assign-
ment system. For each new client, the administrative assis- S o . L

. . . an Bernardino’s Counseling Team has five in-
tant to the Counseling Team in San Bernardino consults|a house counselors each of whorm works 32 hours G
computer program that indicates which counselor is avail , . ,
able to handle the next incoming call. If the caller asks for p W&eK- including 25 hours of actual counseling.
specific counselor, the computer indicates when that therg- EACh counselor must schedule one hour every
pist has his or her next free hour. Centralized case assign-day for walk-ins, referrals from supervisors, and
ments usually make it possible to control case intake and crises when an officer or family member needs to
ensure an equitable and appropriate distribution of cases| be seen right away. Contract staff choose the

hours they wish to work, so that if, for example, a

More typically, programs adopt an informal case assignment contracted clinician says she will devote three
approach whereby staff members assume individual respop- hours a day to program clients, from 10:00 a.m. to
sibility for taking on new cases. Counselors who are ag- oon and from 3:00 p.m. to 4:00 p.m., the com-
proached individually by officers and family members seek
ing services generally maintain primary responsibility for
those clients.

s

puter lets the program administrative assistant
know that these hours can be filled with emer-
gency call-ins. No staff may make themselves

In some programs, staff who specialize in certain types ¢f Undvailableeveryevening; they musfselectsome

problems are automatically assigned officers and family €veningstobe on call. Each counselor also picks
members experiencing those difficulties. For example, thg fhe weeks he or she will be on call for emergen-
recovering alcoholic who serves as a staff member gf cies or as backup to the on-call staff, with the
Michigan’s Behavioral Science Section counsels officer$ proviso that counselors get their first choices for
with drinking problems, while two of the members of San on-call evenings and weekends on the basis of
Bernardino’s Counseling Team treat all officers experienct how long they have been with the program. (The
ing traumatic events involving children. In the Albuquerqug |gst person on the totem pole works Christmas
Police Department’s Personal Services Unit, one of the two evening.) Because there are eight clinical staff,
staff members prefers to handle cases requiring crisis intgr
vention and short-term counseling, while the other is morg
comfortable with cases that involve long-term counséfing.

“each one has to be on call for about seven
weeks a year and another seven weeks as
backup. No one is assigned more than one on-

Staff Supervision. Program directors supervise staff prima-| €Il Week per month.

rily through regular or ad hoc meetings to discuss how casgs
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stress has become a common feature of many law enforce- “liaison officers.” (See chapter 7, “Marketing the Pro-
ment stress programs. The concept is based on the common gram.”)

observation that there have always been a few individuals in

every department or post to whom other officers have turned
for help in times of crisis. Stress program peer support
components attempt to capitalize on this widespread natural
phenomenon in two ways:

“Some officers have reported feeling that they are
‘going crazy’ because of the emotional intensity
of their reactions [to a traumatic event]. He/she
needs to know that what is being experienced are
normal reactions to an abnormal situation. . . .
Who is in the best position to provide this valida-
tion of emotional responses? Who else but the
fellow officer who has ‘been there’ [and can]. . .
say, ‘After my shooting] had nightmares and
flashbacks, and I'm not crazy!" "

* by providing training that willincrease the effectiveness
of these natural peer helpers, and

* by deliberately marketing their services so that as many
other officers as possible become aware of the peers’

availability.
— Beverly J. Anderson, Clinical Direc-
In addition, an organized peer support program can weed out tor, and Officer Jeffrey A. King, Peer
individuals who may do more harm than good by trying to Supporter Coordinator, Metropolitan
impose their own morals and behaviors on other officers Police Employee Assistance Program,
seeking help. As one observer commented, “I have seen on Washington, D.C?

several occasions an officer who has dealt with his own
personal problems in a certain way . . . and wants to help
others with similar problems. His heart may be in the righAdvantages of Peer Support
place, and even sometimes his skills are good, but the
personaiity may notbe Optimai forthe type Ofworkinvoived_Like prOfeSSional counselors who are also sworn OfficerS,
A distinction needs to be made between dedication aneer supporters offer instant credibility and the ability to
capability.™? empathize. If there is a large enough cadre of trained peers,
program staff can heighten the empathy inherent in the peer
Peer supporters serve two major functions in relation to laWielationship by matching them with fellow officers on the
enforcement stress programs: basis of the nature of the particular incident. A peer support
team in the San Antonio Police Department consisting exclu-
« They provide a source of help for officers who aresively of officers who have been involved in shootings is
unwilling to bring their problems to mental health pro- available to support other officers as they cope with that
fessionals because they mistrust “shrinks,” would feefxperience. The Bureau of Alcohol, Tobacco, and Firearms
stigmatized for not being able to handle their problem$ATF) operates three peer programs, each with a separate
on their own, or are afraid that entering therapy migh{OCUS, ||nk|ng officers with peerS who are themselves inci-
hurt their careers. While peer SupporterS, as notedj,ent SUI’ViVOI’S, victims of sexual assault, or reCOVering
cannot provide the level of service professionals Carﬁ]lCOhOliCS. The Counseling Team of San Bernardino tries to
they can still be of considerable help. match an officer who has experienced the death of child or
who has killed someone with a peer supporter who has
«  Peers can refer receptive officers in need of professiongHrvived the trauma of a similar event. According to Nancy
help to the program’s counselors. When a referral comd2ohl, “No one can empathize with officers undergoing these
from atrusted peer, many officers are more ||ke|y to takéWO crises unless they have eXpeI’ienced them themselves.”
advantage of Counseiing services than if they have tACCOI’ding to John Carr, head of the Rhode Island Centurion
make an appointment on their own or follow the suggesProgram, a peer component makes it possible to have avail-
tion of a famiiy member or program clinician. As one able “a multitude of personalities for various situations: yOU
officer experiencing probiems reported, “When mycan use qU|Ck|y a Variety of resources on site.” Carr's
partner told me he’d gone to the program and it ha@bservation points to another advantage of having peer
helped, | figured it couldn’t be all that bad.” In this SUpporters available—they are frequently more accessible
regard, peer Supporters actas a bndge to the program.th.an prOfeSSionals because they are often already on the
the Rhode Island Centurion Program refers to them a&cene or at the station.
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Another advantage of peer supportis that peers are in a better
position, through their daily contact with fellow officers, to
detect incipient problems before they become full-blown.
This “early intervention can prevent a situational problem
from crystallizing into a chronic maladaptation. As such,
peer . .. programs are assumed to be proactive and preven-
tative in nature*®

Limitations to Peer Support .

Respondents and experts suggest several potential weak-
nesses or limitations of peer components. Several of these
drawbacks, however, can be overcome:

» The use of peer supporters is not a substitute for the
services of mental health professionals. Because it can
be inexpensive to establish a peer component, some law
enforcement agencies may try to train peers to avoid
having to make budget allocations for professional
stress services, but as the peer guidelines developed by
the International Association of Chiefs of Police (IACP)
make clear, “A peer support program can augment
... employee assistance programs and in-house treat-
ment programs but not replace them.”

Establishing a peer support component—and keeping it
going—takes time, effort, and patience. After Michael
McMains, Director of the San Antonio police stress
program, lost his second psychologist in a budget cut-
back, he no longer had the time to conduct the recruit-
ment, training, and supervision necessary to keep the
peer support component going.

Some trained peers may decide that treyequipped

to do full-scale counseling and, in the process, harm
their fellow officers. However, if program staff are
careful about screening peer candidates and train them
properly (see below), few peer supporters are likely to
overstep their bounds.

In some jurisdictions, issues of legal liability may make
it unwise to establish a peer support component. For this
reason, the Metro-Dade program in Florida has not done
so, while New York City required its peer supporters to
become certified alcoholism counselors. Program di-
rectors need to examine the issue of liability carefully to
determine whether they will be immune from lawsuits if
a peer supporter trained by their stress program is
accused of causing harm to another officer.

Using Peer Supporters:

Benefits

e can provide instant credibility and ability to em- °
pathize

e can assist fellow officers who are reluctant to talk .
with mental health professional

e canrecommend the program to other officers by °
aftesting credibly fo its confidentiality and con-
cermn

e arefrequently more accessible than professionals
because they are often already on the scene or
at the station house °

e can detect incipient problems because of their
daily contact with fellow officers °

e are inexpensive compared with using profession-
als

Benefits and Limitations

Limitations

cannot provide the professional care thatlicensed
mental health practitioners can

may try to offer real counseling that they are not
equipped to provide

may be rejected by officers who want to talk only
with a professional counselor

may be avoided by officers because of fear their
problems will not be kept confidential

require time, effort, and patience to screen, frain,
and supervise

may expose themselves and the department to
legal liability
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Officers and nonsworn staff are sometimes unwilling td
talk with peers because they want to be counseled by
professional or because they are concerned about lack]
confidentiality.

“We made a conscious decision to call them peer
supporters to avoid the impression that they're
offering counseling. We don’t want to give troop-
ers the idea that they can diagnose and treat
problems. They can't.”

— Trooper Jeffrey Atkins,
Michigan State Police Behavioral
Science Section

Confidentiality, indeed, is perhaps the knottiest issug
related to using peer supportef=ailure by peers to main-
tain—and by management to respect—the confidentiality
what other officers say to a peer supporter will sabotage th

peer component. As a result, the Bureau of Alcohol, To}

bacco, and Firearms memorandum describing its peer su
port program to all special agents in charge emphasizes th
peers “arenandatedo maintain total and complete confi-

dentiality . . . no written reports are made or maintained.
Appendix A, “Peer Support Couseling Guidelines,” includes
the confidentiality guidelines San Bernardino’s Counseling
Team expects police departments for which it establishes|

peer support component to follow. “There is, of course, a4 need professional counseling, which we need fo

grapevine,” according to one peer supporter, “but if a co
confidesin a peer and the information gets spread around,

& Supporters, not Counselors

(0)

Several program directors and researchers empha-
size that officers who become peer supporters are
not frained to provide counseling and, fo avoid
misunderstanding about their role, they should be
called “peer supporters” not “peer counselors.”
According to Trooper Jeffrey Atkins, a member of
Michigan’s Behavioral Science Section, “We made
a conscious decision to call them peer supporters to
avoid the impression that they‘re offering counsel-
ing. We don’t want to give troopers the idea that
they can diagnose and treat problems. They can’t.”
According to the Peer Support Guidelines prepared
by the International Association of Chiefs of Police
f (IACP), “A Peer Support Person . . . , sworn or not
€sworn, is a specifically trained colleague, not a

counselor or a therapist.”’® To prevent them from
p'engagihg in counseling, John Carr of the Rhode
a}slond Centurion Program requires his peer support-
, ers to consult with him if they falk with an officer on

three occasions about the same topic. After that,

according to Carr, “listening isn’t enough for that
gofficer; he or she is stuck with a problem and may

h

D determine and make available.”
no

one will ever go to that peer again. Pegasntthe program

to work, so theylo maintain confidentiality. But the officer

being helped may tell another [third] cop about his problem

whodoesspread the word, and the peer might then have tengaged in child or spouse abuse, or to have committed other

deal with getting blamed for the gossip.” crimes. Chapter 6, “Dealing With Confidentiality,” dis-
cusses these exceptions to privileged conversation further.

More importantly, communication between peer supporters

and officers is usually not privileged conversation under th€eer Supporter Responsibilities

law, regardless of department rules, because peers are not ) ,

licensed mental health professionals. As a result, courts ahtncy Bohl, whose Counseling Team has trained over 400

police supervisors have the legal right to ask what was saRf€" supporters in 15 law enforcement agencies, describes

during these interactions. This lack of confidentiality undeth€ir functions as those dfstening, assessingndrefer-

the law can be an important barrier to peer support during"9-

critical incident debriefings. (See the box “Potential Legal

Complications from Peer Support.”) » Bylistening peer supporters provide an opportunity for

officers under stress to express their frustrations, fears,

and other emotions to another person who understands

from personal experience how they are feeling and why

they are upset. As one peer said, “Most of the calls | get

Finally, communication between peers and other officers is
never confidential if the officers being offered support ap-
pear to be a danger to themselves or to others, to have
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Potential Legal Complications from Peer Support

As noted in the text, because they are usually not licensed clinicians, peer supporters are particularly
vulnerable to legal complications. For example, during stress debriefings after critical incidents, officers
who participate in the incident sometimes make statements that could be construed as admissions of
wrongdoing, including comments such as, I should have . .. ,” or “If only | had . . . .” However, law
enforcement departments cannot offerimmunity from civil and criminal litigation to officers who do not
have a clinical license but who participate in a debriefing to offer social support and are later asked to
testify at departmental hearings or in civil or criminal proceedings about what they heard. As a result,
practitioners point out that program staff must be careful to warn officers who have been involved in
a critical incident (or who obtain counseling for other reasons) not to say anything that might be
incriminating during a counseling or debriefing session with other officers, or when speaking privately
with a peer supporter. Peer supporters also need to be informed of these legal possibilities and advised
not to participate in group or individual debriefings when use of force by the officer seeking help was
involved. However, licensed professional program staff who conduct debriefings and who are pro-
tected under certification law in State statute and by Rule 501 of the Federal Rules of Evidence (see
“Subpoenas” in chapter 6, "Dealing with Confidentiality”) cannot be forced to testify.

Even peer supporters who have considerable training in counseling—but are still not licensed—may not
be protected by confidentiality laws, depending on the definitions of various types of counselorsin State
staftutes. A State trooper in Massachusetts had received nearly 300 hours of formal fraining in stress
management, psychology, and related courses and had several years of experience providing
counseling both at his department’s employee assistance unit and at a local chemical-dependency
treatment center before being assigned full-time to the unit in 1992. Although he was not a licensed
social worker, he considered himself a social worker. According to State Police policy, all counseling
provided through the unit was confidential, and the peer supporter told other troopers seeking his help
that their communication would be kept in confidence.

In March 1995, a woman filed a complaint against a frooper whom the peer supporter had assisted,
charging assault and battery and other criminal behavior. The frooper was suspended from active duty
and criminal charges were brought against him. The peer supporter subsequently provided additional
help to the frooper on several occasions. The peer supporter’s records were subpoenaed for the
trooper’s trial, but the supporter petitioned for a protective order, alleging that because he was a social
worker employed the State, his conversations with the trooper were privileged communication.

Disagreement centered on the State law’s definition of social worker. The law specifies that “alll
communications between . . . a social worker employed in a state, county or municipal governmental
agency, and a client are confidential,” but the court maintained that the peer supporterwasnot,infact,
a social worker because he was not licensed. The peer supporter’s attorney argued in a brief to the
Massachusetts Supreme Judicial Court that the peer supporter should be considered a social worker
according to the law’s provision that *nothing . . . shall prevent the practice of social work or the use of
the official title . . . social worker . . . by individuals employed in state, county, or municipal governmental
agencies, provided that such persons are performing those activities as part of the duties for which they
are employed or solely within the confines or under the jurisdiction of the agency in which they are
employed.” The Massachusetts Supreme Judicial Court is expected to rule on the case in late 1996.”

To minimize legal complications, program staff should consult with a local atforney regarding their State
laws and court rulings pertaining to confidentiality. See the section on “Legal Assistance” in chapter 6.
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are about work-related anxiety due to department prol-

lems, not street problems. | become a sounding boar
giving them an opportunity to vent.”

By listening, peers can alsssesshether the officer’s
problem is of a nature or severity that requires profes
sional—and immediate—help. Peer supporters can b

be suicidal, homicidal, severely depressed, or hav
other serious problems.

If the officer has a serious problem, the peerreder

the person for professional help. “Cops call me,” one
peer reported, “because they know about the criticg
incident | went through, so | often tell them about the
Docs [department police psychologists] and recom
mend they make an appointment.” Stress program
provide peers with information about available referra
resources in addition to the department’s own stres
services. San Bernardino’s Counseling Team gives pee

il

Peer Referrals for Financial
Problems

- The lllinois State Police peer supervisor trains peer
€ supporters to refer officers with money manage-

F tance. If an officer is having problems with credit
card payments, an arrangement can be worked out
through the bureau in which the credit cardissuer will
afford the officers an opportunity to pay the debt.

| The company prohibits further use of the card but
imposes no interest on the money owed. According
to Jeffrey Atkins, a counselor with Michigan’s Behav-

s ioral Science Section, "Money problems are a sign of
or a source of stress for many officers, so it’s entirely

S appropriate for peers to link them with organizations

ISthat help them manage their money.”

a)

three pages of instructions for when and how to mak

referrals and a list of over 125 agencies, with telephongng Tobacco mandates that all special agents in charge use
numbers. When a peer supporter in San Bernardino Wage agency’s peer supporters after every shooting resulting in
asked by another officer whether he could contracieath or injury. While peer supporters should not provide
AIDS after cutting himself while subduing an HIV- counseling, they can and do help other officers realize that
positive suspect, the peer arranged for an expertin H¥he fear, anger, and other emotions they may be experiencing

exposure from a local hospital to talk to the officer.

after a critical incident are normal under the circumstances.

There' is considera}ble agreement that_ peer supporters ai@ncy Bohl points out that peers can also perform two other
especially appropriate for assisting officers with drinkingcritical servicesbe presenwith officers and their family

peer supporters are recovering alcoholics who, if they caghem:

overcome the denial of fellow officers with drinking prob-

lems, can link them with detoxification programs, inpatient,

treatment, and Alcoholics Anonymous groups. These peers
may also attend support group meetings with officers begin-
ning the process of recovery and, as sponsors, follow up on
their attendance and help them to avoid or deal with lapses.

Officers who have themselves been involved in critical

incidents can provide effective support to fellow officers

who are involved in a shooting. Officers who have used their
weapons often feel that no one can understand their turmoil
except another officer who has had a similar experience.
Furthermore, these officers are often equally or even more
disturbed by what they perceive to be their department’s lack

When Bohl arrived with another psychologist at the
station house after a sergeant had just killed himself, 25
peers were already there. Bohl, along with a captain who
was also a peer supporter, gave them assignments rang-
ing from going to the officer’'s home to spend time with
his wife, to picking up the officer’s best friends and
driving them to the station, to telephoning other depart-
ment employees with the news. Peers in San Bernardino
painted one widow's house and cut another widow’s
grass. When a wounded officer was hospitalized, Bohl
arranged for peers to babysit and feed the officer’s cat.
Peers brought food for three months to the recent widow
of an officer because the woman could not cook.

of supportin these crisis situations because they are typically

relieved of their weapons, interrogated, and subjected tp

internal department investigation as well as sometimes to

civil suit by the person they shot. Reflecting the valuable role

fellow officers can play, the Bureau of Alcohol, Firearms,

A peer supporter in the Washington, D.C., Police De-
partment who had himself been involved in a shooting
on a previous occasion sat with the wife of another
officer for five hours while her husband was in surgery

a
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after he had been shot. “Just being there a lot of timests Some peers always wait for other officers to come to
enough,” he reported When an officer is hospitalized them, but many will approach a fellow officer when they
after a shooting, the Counseling Team arranges for peers observe the person is having difficulty. Usually, how-
to make daily visits. Supervisors in several departments  ever, they do not make a point of announcing, “I'm a
call on peer supporters to stay with the family aroundthe  peer supporter, and I'm here to help you,” but simply go
clock for a week after an officer is killed. over and say something like, “It seems like you've been
late coming on duty the last few days. What's up?”

Peer support can occur in a variety of settings:

» When an officer seeking help calls Cindy Goss in Erie
A peer supporter in San Bernardino may getaradio call County, Goss has the option of contacting an appropri-
asking, “Are you clear foran 87?"—arequesttotalkthat  ate peer supporter to meet with the officer. Nancy Bohl
does not reveal the purpose of the meeting. In the New in San Bernardino always carries on her person a list of
Haven, Connecticut, Police Department, officers can  the names and experience (e.g., death of a child) of all
beep the peer of their choice 24 hours a day for help. current peer supporters so that in an emergency she can

When To Set Up a Peer Support Component:
The Need for Management Support

Gary Kaufmann, Director of the Michigan State Police Department’s Behavioral Science Section, observes
that early establishment of a peer component may hasten a stress program’s ability to gain credibility among
officers while af the same time serving as a form of outreach to secure clients. However, Kaufmann, who was
just establishing a peer support component in his program when research for this publication was being
conducted, warned that a new stress program should not aftempt to set up a peer support component too
soon. According to Kaufmann,

You have to wait until department administrators are ready to accept peers as a useful adjunct to
the stress program that has already secured management’s respect. Otherwise, you will have a mini-
unit versus management—"copstaking care of theirown,” people willsay, “because the department
won’t take care of them.” This may create a built-in adversarial relationship between the peer
support component and management, with the stress program seen as supporting the “rebellion.”

Other program directors also emphasize that without strong management support a peer component willnot
succeed. According to an association president, *Our peer program is a failure because the union shoved
it down the department’s throat, and management just passively went along with it. So, few cops know there
are any frained peers available to them, those who do don’t take them seriously, and very few officers
volunteer to get frained.” A peer supporter pointed out that management support is crucial because
supervisors need to give on-duty peers time to assist other officers in crisis as long as the peers are not
themselves involved in an emergency situation.

It may also be important to wait until a stress program has gained the acceptance of the officers themselves
before setting up a peer component. Cindy Goss, Director of the Erie County Law Enforcement EAP, began
recruiting and training peers only after she felt enough officers were familiar and comfortable with the idea
of stress services as well as the program itself.
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quickly match peers with officers based onthe nature of  approval or recommendation from the chief or other
the problem at hand. command staff,

» The chief of the 61-member Norwood, Massachusette, quality of social skills and ability to empathize,
Police Department has his peer supporters carry pagers
so that he or his top administrator can call them at any previous education and training,
time to help with an officer experiencing stress; how-
ever, they are never asked to report back on any aspect several years of experience on the streets,
of the encounter.
» information provided in a letter of interest (see below),
» Officers who take time off to recover from a serious
injury or iliness often feel isolated and frightened. Thes  previous use of the program, and
Palo Alto, California, Police Department has sent two
peers and one other officer to be trained in workersé  ability to complete the training program successfully.
compensation law so they can visit disabled officers in
their homes to provide support, information about theifProgram staff suggest that, while it is important that officers
rights to workers’ compensation, and assistance in navbe chosen who have experienced critical incidents and re-
gating the complex reimbursement system. Peers in tteovered successfully from them, it is also important to have
San Antonio Police Department prepare officers in-a variety of experience represented among peer supporters
volved in a shooting or other critical incident for the so that the group does not become a “shooter’s club.”
impending change in duties and the legal procedure®fficers who have experienced the death of a police partner,
that often follow, emphasizing that, while it may last been alcoholics, or lived through family traumas such as the
several months until any litigation has been resolved, théeath of a child or spouse can be of great support to others.
change is only temporary.
Program staff also recommend that individuals of all ranks
» Agreat deal of peer support takes place spontaneoushe encouraged to become peer supporters because officers
around the water cooler, over coffee, or wherever aare usually extremely reluctant to turn to anyone for peer

officer and a peer happen to run into each other. support who is of a higher or lower rank. A peer leader who
had just become a sergeant when interviewed for this report
Screening and Recruiting Peer Supporters talked about how he was making every effort to continue to

provide peer support to the officers to whom he is now senior,
Screening out inappropriate officers from becoming peepyt he reported that he was not optimistic that many of them
supporters is essential to an effective peer program. would ever talk with him again about their personal prob-
lems. Indeed, the IACP’s guidelines recommend that peers
Screening.Some stress programs accept applicants for peéshould not develop peer support relationships with supervi-
supporter positions solely on the basis of desire to helpors, subordinates, or relatives.” Program staff often try to
troubled colleagues, but respondents interviewed for thigain several sergeants and lieutenants as peer supporters so
report suggest that this is a mistake. Instead, the strefgt senior officers have someone of their rank they can go to
program director needs to develop selection criteria anfbr assistance—and to increase support for the peer program
institute recruitment procedures that ensure that only qualamong command staff.
fied officers are chosen and accepted. Program staff suggest
that officers be selected based on some combination of this also importantto recruit civilians and family members as
following criteria: peers, because noncommissioned personnel feel uncomfort-
able sharing problems with officers, while family members
* reputation as someone whom others already seek out foray receive empathetic treatment only from other family
informal peer support and who keeps information conmembers. (See chapter 11, “Services for Family Members.”)
fidential,
In the past, some programs have required that officers have
* nomination by other officers, certificates or degrees in counseling in order to become peer
supporters. At one time, the Dallas Police Department re-
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1

Steps in Developing a Peer
Support Component'?
. Checkwithlegal counselto determine whether

there are any legal barriers or limitations to
setting up a peer component.

2. Review the literature; consult with other de-

partments for guidance.

3. Select a peer support coordinator.

4, Conduct a needs assessment.

5. Design the preliminary approach and monitor-

ing plan.

6. Consult with management.

e e.0. wil peers be given on-duty time fo
attend training? to do peer support?

e e.g., willthe department pay for the coor-
dinator?

7. Revise the approach.

8. Develop written procedures and selection

criteria.

9. Secure funding (may occur earlien).

10. Advertise for candidates.

. Recruit peers.

12. Screen candidates.

13. Train peers.

14. Market the peer supporters’ services.

15. Monitor peer activities.

16. Provide continuing training.

17. Evaluate.

18. Report periodically fo management on

progress and problems.

quired peer supporters to be state-licensed counselors, while,
as noted above, the New York City Police Department
required its peers, most of whom worked with other officers
with drinking problems, to have completed all the require-
ments leading to State certification as alcoholism counse-
lors. However, none of the programs contacted for this report
have such stringent requirements, and none of the staff
interviewed felt such certification was a necessary prerequi-
site to becoming an effective peer supporter (although, as
noted before, professional certification has the advantage in
many States of making conversations between peers and
other officers privileged communication).

Finally, program staff recommend strongly that officers
choose to be peers on a voluntary basis and that no external
rewards be attached, such as enhanced chances for promo-
tion. Only truly voluntary participation can ensure that peers
are giving their colleagues support that will be perceived as
genuine and therefore be beneficial.

Recruitment Procedures. Program directors use different
approaches to recruiting peer supporters:

* Some programs announce the position in police depart-
ment and association newsletters, in departmentwide
memos, atroll call, and at union or association meetings.

 The Erie County program received several referrals
from police associations after the vice president of the
Western New York Police Association, a network of
law enforcement unions in the region, agreed to send a
letter to its member unions promoting the concept of
peer support and inviting members to apply (see appen-
dix B).

»  The Bureau of Alcohol, Tobacco, and Firearms reviews
files to identify agents who are survivors of critical
incidents. Reviews of past alcohol-related adverse ac-
tions are also examined to identify possible candidates
for the bureau’s alcohol peer program.

*  Program staff counselors sometimes identify candidates
from among their clients.

Some program directors ask candidates to submit a letter of
interest or to fill out a form explaining why they want to
become peer supporters and what they hope to accomplish
(see the sample form in appendix C). In other programs, staff
interview each candidate to obtain the same type of informa-
tion as well as to get a sense of how dedicated, skilled, and
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When Using Local Peer Supporters May Not Work

There are some situations in which using officers to provide peer support to colleagues in the same agency
may not be effective. Below are two examples in which peer supporters were brought in from outside the
community to support officers and family members in need.

A Federal Law Enforcement Agency: The ATF

The preference of Bureau of Alcohol, Tobacco, and Firearms (ATF) officials in critical incidents involving large
numbers of agents is not to use peer supporters who are serving in the jurisdiction because they may be too
severely affected personally by the incident to be able to help their colleagues. For example, after the
bombing of the Federal office building in Oklahoma City in 1995, the ATF flew in about eight peer supporters
who contacted affected agents, their family members, and other agents sent into the city to investigate the
explosion (e.g., explosives experts). In the initial stage, the peers allowed the visiting agents to continue their
work without debriefing them but tried to remain visible, a task facilitated by the number of agents who
already knew some of the peers. Peers also stayed with survivors and their families at hospitals and in homes.

About three-fourths of the agents’ spouses attended the first voluntary meeting with the peer supporters in
Oklahoma City, at which the peers informed the spouses about the symptoms of stress their husbands and
wives—and they, themselves—could expect to experience. A second meeting with spouses included their
children. Next, the peers approached all the ATF employees, starting with those who had beenin the building
atthe time of the explosion. Anticipating that the agents might be intimidated by mental health professionals,
only peers ran these initial sessions. Individual contact contfinued as the peers encouraged agents to
approach them voluntarily. The employee assistance program mental health professionals were then
infegrated into process.

A State Law Enforcement Agency: The Georgia POST

When the governor directed that the Georgia Peace Officer Standards and Training Council (POST) establish
peer support programs for all State public safety personnel, POST staff concluded that some departments in
the State were so small that officers would be reluctant to confide in fellow officers about their problems
because of fear that confidentiality would not be maintained. As a result, POST set up peer support teams in
each of the State’s 10 emergency health regions. Members of each region’s tfeam are responsible for
providing peer support o the public safety agencies within its jurisdiction.®

empathetic the officer will be. San Bernardino’s Counselindbecome resentful and then damage the peer support compo-
Team requires both procedures. nent by criticizing it to other officers (see the box “Obtaining
Nominations for Peer Supporters”).
Peer supporters who have been recommended by fellow
officers—in programs where this is part of the selectiontis always helpful to obtain management’s views on candi-
process—are more likely to be accepted in their new roledates because, as noted above, if the chief or other high
than if sworn personnel had no say in their seleétionvery  administrators are opposed to the officers who are chosen as
small law enforcement agencies, recommendations can Ipeers, they will not encourage their use or make referrals, and
made verbally; in larger departments, officers can be askeday not even allow peers to spend time supporting other
to nominate others more formally (see sample solicitatiomfficers while on duty. John Carr, head of the Rhode Island
memorandum in appendix D). Staff in the Rochester, NewCenturion Program, gives presentations at the small police
York, program, however, warn that rejected applicants maggencies he serves, asking for sworn and civilian volunteers;
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Training focuses on

Training Can Weed Out
Inappropriate Peer » developing skills for active listening,
Candidates «  recognizing and assessing officers’ problems,

» determining the need for referral to professionals, and
During the training of peer supporter candidates, 9 P

it sometimes becomes obvious that an officer « selecting the proper resource as a recommendation for

would be ineffective. Sometimes officers decide professional assistance.

on their own that they are inappropriate for the

role because of the difficulties they experience Training may also cover problem-solving techniques, deal-
during training in opening up themselves to the ing with death, and responding to relationship problems. The
other trainees. In addition, certain officers may San Bernardino Counseling Team’s 160-page peer support
“become preoccupied with details of shooting training manual covers the following topics:

incidents rather than the emotional impact that
the event has on the individual officer. As a
consequence, during training sessions when spe-
cific examples are used, this group of officers
often becomes concerned about the ‘rightness’
of the shooting or about the potential of becom-

* anintroduction to peer support,
*  peer support issues,

+ feelings and emotions,

ing a witness in a civil suit. Experience has shown « listening skills,

that when this is the case, these officers typically

lack empathy or are largely indifferent to the + paraphrasing,
emotional state of fellow officers and tend to

become preoccupied in the technical aspects » self-disclosure,

ofthe police situation: e.g., conditions for the use

of force and/or police tactics. Obviously, people « critical incident stress,

with this type of orientation willbe largely ineffec-
tive in a peer counseling role and this has been
borne out through subsequent events, 2!

» grief and bereavement,

» substance abuse,

he then asks management and union officials for their opin-  gssessment,
ions of the individuals who come forward. The Erie County
program was required to submit the names of interested referrals,
officers to the Buffalo Police Department’s inspector, who
then made the final decision about which candidates the  gepression, and
program could train.
o *  Major crisis issues.
Peer Training

Another training curriculum may be found in Theodore H.

Alqng W.ith man_agemgnt s.uppor.t and careful spreeningBlau,S Psychological Services for Law Enforcemg@yigw
training is the third critical |ngr¢d|ent of an effectlvg PEeTy/ ok John Wiley, 1994: see pages 378-387).
support component. Peer candidates generally receive three

to five days of training. The Drug Enforcement Administra
tion provides 64 hours of initial training, leading to certifica- Along with management support and careful
tion of peer trauma team members, who mustthen receive 24  screening, training is the third key ingredient of
to 40 hours of additional training every 3to 4 yearstoremain  an effective peer support component.

certified.
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Obtaining Nominations for Peer Supporters

San Bernardino’s Counseling Team

When San Bernardino’s Counseling Team signs a contfract with alaw enforcement agency, the director gives
a memorandum, along with the criteria for becoming a peer supporter, to the chief of police and asks the
chief to distribute the memo departmentwide, including to nonsworn personnel (see appendix D). The
memorandum asks each officer to list the names of up to 20 colleagues who he or she feels best meet the
criteria, listing the most qualified officer first. The director then has the chief request each of the individuals
who have been most commonly listed and most highly rated to submit a written request to become a peer
supporter. The chief submits the requests to the director; staff and two other peer supporters then interview
the candidates.

A Mid-Sized Texas Police Department

A police department in Texas with 48 sworn personnel and 13 civilians combined several steps for recruiting
peers. First, the agency asked for officers to volunteer to be peer supporters. Then it gave all officers in the
agency a peer survey form to complete and return anonymously, on which they ranked every officer in the
department on a 1 to 5 scale (1 = totally unqualified) in terms of how effective each would be as a peer
supporter. The form provided a brief description of what peer support was and a brief overview of the activities
peer supporters would conduct. Before analyzing the responses, a team of three psychologists interviewed
each applicant about why he or she wanted to be a peer supporter and what skills the person could bring
to the role. The psychologists also asked a series of situational questions designed to assess each volunteer’s
communication skills, listening skills, ability o solve problems, and ability to empathize. To qualify as a peer,
each volunteer had to be approved by a psychologist and be ranked highly by his or her colleagues.
Interestingly, the six persons selected by the psychologist also had the highest average ratings among their
colleagues.?

Training emphasizes the need for peers to avoid trying tor example, if the officer begins to talk about hurting
provide therapy, to know their limits with regard to what theysomeone else).

can offer and do, and to contact program professionals freely

and immediately if they have questions about how to proTraining typically involves lectures, demonstrations, and
ceed. Training also stresses the need to maintain strimble-play exercises. In some programs, staff videotape simu-
confidentiality about what an officer tells a peer supporterlated support sessions and critique the interchange. The
According to the IACP’s peer support guidelines, “A formalthree-day training program provided by the Long Beach,
policy statement should be included in the department polic€alifornia, Police Department is divided into three parts:
manual that gives written assurances that, within the limits afxplanation, demonstration, and performance, following the
confidentiality, a PSP [peer support person] will not be askelasic principles of the three-phase Rogerian model of estab-
to give information about members they support. The onljishing rapport, active listening, and taking action. During
information management may require . . . is the anonymouke training, psychological principles are presented to the
statistical information regarding the utilization of a PSP."group and later demonstrated in a simulated counseling
Exceptions to confidentiality typically include threats to selfsetting by the instructors. The group then breaks into small
or others and criminal behavior. Peers are trained to knogroups to practice the skills under the instructors’ supervi-
when to interrupt a conversation with an officer to explainsion?* Trainers in the Rochester Police Department assess
what information they may not be able to keep confidentialrainee proficiency by using a five-point scale to rate the
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Do Peers Provide Support On-Duty or Off-Duty?

No department contacted for this report prohibits peers from providing support on their own fime—nor did any
department offer financial remuneration or compensation time. However, departments vary on whether
they allow peers to provide support while on duty. For example, in some of the law enforcement agencies
contracted with the San Bernardino Counseling Team, peers may provide support while on duty if they first
obtain permission from their supervisor. When officers call an on-duty peer supporter to meet, the peer must
call the watch commander for permission so that the peer will be covered by insurance and workman’s
compensation if he or she gets into a traffic accident. But peers do not say whom they are going to meet. Of
course, most peer support does not require permission because it occurs informally over coffee or at the water
fountain.

With regard to the question of peers’ shortchanging their work obligations to provide peer support while on
duty, program directors agree with the position expressed in the IACP’s peer support guidelines: “Sworn peer
support officers are officers first and peer supporters second. Any conflicts of roles should be resolved in that
context.”

The most critical consideration is for departments to allow officers time to attend peer training sessions. A few
departments contacted for this report do make provision for officers to attend training while on duty. For
example, all 15 law enforcement agencies with which Rhode Island’s Centurion Program has contfracts to
provide stress services give their peers time off for fraining as part of the agencies’ agreements with the
program. However, most police departments require officers to use their days off. When officers must attend
the fraining on their own time, their wilingness to do so becomes a good litmus test for assessing their
dedication to the role. When told of the pre-service fraining requirements, some officers in the Rochester
Police Department decline the opportunity to qualify because they do not want to give up their days off to
aftend the sessions. By contrast, some Drug Enforcement Administration agents whom police psychologist
Ellen Scrivner of the U.S. Department of Justice trains to be peers have told her that some of the peer skills they
learn during the peer training are also useful in their everyday work as agents in the field, in particular,
intferviewing and listening skills (as opposed to the interrogation skills they already possess).

officers on such parameters as openness to learning awdriety of community professionals, including physicians,
supervision, self-awareness, listening skills, objectivity, angbsychiatrists, psychologists, and social workers, many of
the ability to maintain confidentiality. The trainees mustwhom are faculty members at nearby Yale University.
exceed a defined level of proficiency before being allowed
to work as peer supportefs. The San Bernardino program invites staff from the local
employee assistance program to attend at least part of the
In San Bernardino, the Counseling Team’s program directotraining so they will not feel as though the peers are compet-
assisted by other program staff, trains the peers. In the Lorigg with them. (Staff of another program encourage peers to
Beach program, a clinical psychologist teams up with aneet with private practitioners to allay fears about taking
sworn officer with a clinical degree to provide the training.away their busines¥) In addition, according to Nancy Bohl,
Other programs send peers outside the jurisdiction to atterifou want the professionals to whom peers may be referring
courses specifically designed for peer training. The Nevofficers to attend some of the training” so they understand the
Haven Police Department’s peer supporters are trained bynature of the peers’ support. A captain from one law enforce-
ment agency attended one of Bohl's training sessions, both
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reflecting and heightening his motivation to promote the pedransferred, leaving the entire responsibility for peer support
supporters in his agency. Of course, nonsworn personnt the one remaining detective. By asking peers to record
who express interest in becoming peer supporters need tieeir current shift assignment, the forms also enable Bohl to

attend the training, as well. learn whether too many peers are working the same shift,
leaving the other shifts uncovered. Finally, the forms may
Monitoring and Follow-up point to temporary departmentwide problems that may need

_ _ ~ to be addressed. For example, Bohl noticed that three-
Most programs provide some kind of follow-up to the initial fourths of all the peer hours in a department were being
training to reinforce or expand the peers’ skills, enable thergeyoted to relationship problems; and, upon calling a peer
to share and learn from their experiences, and monitortheg)gpporter in the agency, she learned there had been 19
activity. The Rhode Island Centurion Program has its peeigvorces among its officers within a few months; as a result,

meet eVery two months for two hours of additional trainin%he offered a seminar to the peers on marriage and famiiy
provided by clinical staff from the inpatient hospital the sypport.

program uses when clients need hospitalization. The training

addresses topics that the peers themselves have expressfg Counseling Team and other stress programs try to
interestin Iearning about, such as Conﬁdentiality and Suicidﬁ]onitor burnout among peer Supporters both in terms of the
indicatorS.EVerythree months San BernardinO,SCounselir@’]going’ everyday Support peers are providing and also
Team asks the peer support coordinators within each depafgilowing particularly intense incidents. Bohl once had to

ment with which it contracts to send a letter Offering athreeca" on a local victim/witness assistance program and a
hour free follow-up training session to all peer supportersghaplain for additional help with family members after an

with one of the agencies taking responsibility for sponsoringgficer committed suicide and his department’s peer sup-
the event and bringing refreshments. Some chiefs send all ghrters were becoming overwhelmed with their caretaking

their peers to the training and give them released time t@sponsibilities. To help prevent peer burnout, the Drug
attend. By inviting all the peer supporters from several police

and sheriff’'s departments (several of which are very sma

agencies) to each follow-up training session, both the Cent . . —
rion Program and the Counseling Team make it possible Possible TOpICS for Conhnumg

J-
(o}
assemble enough peers to make the training cost-effectie. Peer Support Training
t
J

Some of the issues that continuing training for peers migh
address are listed in the box “Possible Topics for Continuin
Peer Support Training.”

(from the IACP peer support guidelines)

o confidentiality issues

) ) e communication, facilitation, and listening skills
Staff of San Bernardino’s Counseling Team and of Somp 4  othical issues

other programs ask peers to complete contact sheetlogs. Thg  proplem assessment and problem-solving skills
Counseling Team also asks peers to complete a simgle, gicohol and substance abuse

checklist for each support session. The checklist asks forla,  cross-cultural issues

case number and then an indication of whether the person, medical conditions often confused with
was sworn or nonsworn, male or female, or a family member psychiatric disorders

or coworker, and a list of stress-related issues for which ¢ stress management

supportwas given, ranging from problems with coworkerstp 4  ADS information

financial concerns to substance abuse (see appendix E)s gyicide assessment

Other peer activity logs, perhaps more detailed thaft o  gepression and burnout

most peer supporters will be willing to fill out, may be| o« grief management

found in appendix F and on page 181 of Theodore Blaus 4  qomestic violence

Psychological Services for Law Enforcement e crisis management

e nonverbal communication

According to Nancy Bohl, the forms are useful for determin 4  \vhen to seek mental health consultation and
ing whether any peers are being overworked; it was through referral information

these forms that she learned that two of three homicide, +quma intervention

detectives who were peer supporters in one agency had bge@  jimits and liability
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Enforcement Administration offers an annual workshop 4. Reese, J.T., “A Cop’s Best Hopes Are His Family and
called “Healing the Healer” for all clinicians and peer  His Colleagues,”irBehavioral Science in Law Enforce-
trauma team members who have responded to a critical ment ed. J.T. Reese, Washington, D.C.: U.S. Depart-
incident in the last year. ment of Justice, Federal Bureau of Investigation, 1987:
65—-66.
Marketing Peer Services
5. Blau, Psychological Service804, 307; and see page

As noted, SuppOI’t from police management is critical to the 308 for a samp'e advertisement for an internship posi_
acceptance of a peer support component among the rank and tjgn.

file. However, strong support from the top is not enough:

some officers and civilians in the departments contacted forg, Njederhoffer, A., and E. NiederhoffeThe Police

this report, even where peer supporters were strongly en- Family: From Station House to Ranch Hopkexing-

couraged by management, were unaware of the peer ton Mass.: D.C. Heath, 1977: 135-137.

component’s existence. Promotion of the component by

union and association officers can be effective, but Often?_ The |ibrary of the International Conference of Police

such support has to be facilitated or encouraged. One asso- Chaplains in Livingston, Texas ([409] 327-2332) has a

ciation president remarked, “I should be marketing the peerS number of pub”cations’ available on loan to Chap'ain

to my members, but | haven't had time—I've been remiss.”  members, which provide guidance for how chaplains can

Program staff can promote the use of peer supporters by counsel police officers and their families, provide criti-

implementing many of the approaches used to marketingthe ¢a| incident counseling, and start a chaplaincy program.

stress program (discussed in chapter 7, “Marketing the Also see, in particular, De Revere, D.W., W.A.

Program”)’ Cunningham, T. Mobley, and J.A. Pri&haplaincy in
Law Enforcement: What It Is and How To Ddpring-

No program has the staff to provide all the services police field, lllinois: Charles C. Thomas, 1989; the publisher

officers and their families will need—for example, inpatient ~ can be reached at (217) 789-8980.

services and specialized counseling for children. As a result,

programs need to have arrangements with other providers t8. Benjestorf, G.L., “The Chaplain’s Role in Critical Inci-

furnish these services. The following chapter discusses how dent Response: An Overview,” @ritical Incidents in

programs can establish a network of reliable and competent Policing, revised, ed. J.T. Reese, J.M. Horn, and C.

service providers. Dunning, Washington, D.C.: U.S. Department of Justice,
Federal Bureau of Investigation, 1991: 17-21.

Endnotes 9. Ellen ScrivnerThe Role of Police Psychology in Con-
trolling Excessive Forgd&Research Report, Washington,
1. Bohl, N., “Gaining Departmental Acceptance,0drga- D.C.: U.S. Department of Justice, National Institute of
nizational Issues in Law Enforcemesd., J.T. Reese Justice, April 1994,
and R. Solomon, Washington D.C.: U.S. Department of
Justice, Federal Bureau of Investigation, 1996. 10. Kirschman, E., “Organizational Development,'Ha-
lice Managerial Use of Psychology and Psychologists
2. Blau, T.H.,Psychological Services for Law Enforce- ed. H.W. Mor and P.C. Unsinger, Springdfield, lllinois:
ment New York: John Wiley, 1994: 58. Charles C. Thomas, 1987: 85-106.

3. Dietz, P.E., and J.T. Reese, “The Perils of Police Psyt1. Figley, C.R., “Compassion Fatigue Among Law En-
chology: 10 Strategies for Minimizing Role Conflicts forcement Therapists,” ihaw Enforcement Families:
When Providing Mental Health Services and Consulta- Issues and Answergd. J.T. Reese and E. Scrivner,
tion to Law Enforcement AgenciesBehavioral Sci- Washington, D.C.: U.S. Department of Justice, Federal
ences and the Law (1986): 385-400. Bureau of Investigation, 1994: 387—-400.
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Chapter 5
Establishing a Referral Network

Key Points

e All stress program staff and independent mental health practitioners who consult with law
enforcement agencies need to identify qualified outside service providers to whom they can refer
selected officers and family members for assistance.

e Program staff and consulting clinicians use outside providers most frequently for substance abuse
tfreatment, long-term counseling, and specialty treatment (e.g., child therapy).

e Program staff generally base their selection of outside providers on five considerations:

— professional qualifications, especially familiarity with police work;
— location and clientele;

— ability fo maintain confidentiality;

— third-party insurance coverage; and

— ability to respond quickly.

e Program staff recruit providers in different ways, but they generally fry to visit each facility and talk
personally with each practitioner.

e Formal agreements with providers, while not always necessary, can help avoid future misunder-
standings.

e Program staff and independent consulting practitioners may ask the officer in question to make the
appointment with the outside provider, or they may make the appointment for the officer.

e Most program staff encourage officers and family members referred to outside providers to calll
program staff to report on the quality of the providers, so that staff can decide whetherto continue
to make referrals to those providers.

No stress program, and especially no single mental healge|ecﬁng Referral Service Providers
practitioner who provides stress services to law enforcement

agencies, can provide all the counseling services policgelecting referral service providers involves identifying the
officers and their family members will need. Program staftypes of expertise that are needed, developing criteria for
and independent practitioners do not usually have the time acceptability, recruiting providers, and developing formal or
the expertise to treat every type of client problem. As a resulifjfformal agreements.

program staff need to find qualified outside counselors and

treatment programs to whom they can refer selected officelypes of Expertise Needed

and family members. This chapter discusses how programs

and independent practitioners can establish an effectivEh® most common services for which program staff and
referral network. independent practitioners refer officers to outside resources
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are inpatient substance abuse treatment (particularly alco-
holism) and long-term individual or family counseling. John
Carr of the Rhode Island Centurion Program also stresses the
value of having access to a day hospital option. “This is my
inpatient preference of choice,” he says, “because it's not as
intimidating to officers as confining them 24-hours a day in
a facility and because they can still be connected to the
community and their family evenings and weekends.” Most
programs refer officers and family members to specialists
when treatment for childrenis required or when the client has
a serious psychiatric disorder (e.g., schizophrenia, clinical
depression, anorexia). Program staff can refer officers with

ers. (Training through ride-alongs, attendance at the
academy, and other methods can help address any
deficiencies in these areas.) One clinician had taken a
course in criminology and had a brother and an uncle
who were police officers; another had worked with
prisoners for her master’s degree and done numerous
ride-alongs. In addition to being knowledgeable about
police work, outside clinicians also need to be able to
relate to officers comfortably. As Cindy Goss, Director
of the Erie County Law Enforcement EAP, says, “An
interest in police work isn’t enough.”

spiritual problems to department-affiliated chaplains (see
chapter 4, “Choosing Among Staffing Options,” for addi-
tional information about chaplain services).

As Cindy Gross, Director of the Erie County Law
Enforcement EAP, says, “An interest in law en-
forcement isn’'t enough.”

Some programs refer officers and family members to local
self-help support groups. The director of the San Bernardino
Counseling Team, which serves several small departments,
calls on local chapters of Concerns of Police Survivors
(COPS) to help support surviving spouses or officers and
their spouses who have lost a child. The director also formed
an Alcoholics Anonymous group for officers that meets at
her program after-hours, to which all program counselors
can refer officers with drinking problems.

Based on the particular types of referral services the program
will need, staff need to compile an inventory of outsidee
provider names and organizations, including information
about the specific services each offers, names of key staff,
and hours of availability. Program staff can then develop
criteria for evaluating each provider’s suitability.

Establishing Selection Criteria

Program staff tend to base their selection of outside service
providers on at least five considerations:

* Professional qualificationdn general, the same con-
siderations that are used in the selection of stress pro-
gram staff, as discussed in chapter 4, “Choosing Among
Staffing Options,” can be applied to the selection of
referral service providers. In particular, most program
practitioners believe that, in addition to possessing
sound clinical skills, outside mental health profession-
als need to be familiar with the demands and requires
ments of police work, organizational sources of stress,
and the law enforcement culture, as demonstrated by
actual law enforcement experience as an officer or by an
existing client base thatincludes law enforcement offic-

Location and clienteléelr'o maintain client confidential-
ity, program staff often choose private practitioners who
are not located in areas frequented by officers and
facilities that are located in other jurisdictions, even
other states. Staff avoid using local outpatient and
inpatient mental health facilities to which officers often
transport offenders or intoxicated or mentally disturbed
individuals.

Ability to maintain confidentialityDutside referral prac-
titioners need to have the legal authority to refuse to
divulge any information about clients except under the
exceptions listed in chapter 6, “Dealing With Confiden-
tiality,” and the will to resist inappropriate pressure
from department supervisors for client information.

Third-party insurance coveraggome officers are will-

ing to pay out of pocket for counseling in order to avoid
submitting claims to their health insurance carrier or
being subjected to screening interviews for eligibility.
However, in most cases outside practitioners must be
accepted by all the officers’ differentinsurance carriers.
As aresult, the director of the Erie County Law Enforce-
ment EAP sometimes contacts insurance companies to
persuade them that a particular clinician is necessary for
treating police officers and should be approved.

Ability to respond quicklySome programs place a

premium on using outside practitioners who will be
available for emergency counseling after critical inci-
dents. For example, to receive referrals from San
Bernardino’s Counseling Team, mental health profes-
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sionals have to agree to set aside one week every month information concerning not only education and experi-

to be available to work with officers after critical inci- ence but also professional disciplinary issues, law en-
dents. forcement work history, law enforcement references,
and ability to abide by the program’s confidentiality
Recruiting Providers requirements; each applicant was also required to sub-

_ _ _ mit a current copy of his or her State license and
The director of the Metro-Dade Health Services Section  yerification of malpractice insurance;

keeps a data base of clinicians and clinics that have sent him

marketing information or that program staff have heard  contacted the applicants’ references and sent question-
about. These prOVIderS are retained or stricken from the list naires to the State |icensing boards requesting informa_
based on comments that referred officers share later with tion Concerning past professional discipiinary proceed_
program staff. The director of the San Antonio Police  jngs: and

Department’s Psychological Services Unit sent letters to

area mental health prOfeSSiOﬂalS aSking about their interests, arranged face-to-face interviews in the pro\/iders' of-

work experience, and references. He built a network of  fices not only with the program coordinator but also with
prOVIderS with pOI|Ce eXperience or fam|l|ar|ty with police an inspector who had absolute veto power over any
culture based on the reSponSGS. The director of the Erie provider if he or she had any reservations about seeking

County Law Enforcement EAP telephones would-be provid-  counseling personally from the provider should the need
ers and asks them about their police experience and other grise.

qualifications.

Jeffrey Atkins, a recovering alcoholic trooper who is a
The Michigan State Police Behavioral Science Section idercounselor with the Michigan State Police Behavioral Sci-
tified 25 independent psychologists from around the statence Section, interned at a local alcoholism facility one day
based on recommendations from clients and colleaguea.week for two years; as a result, Atkins developed a good
Staff then invited them to a one-day program at the policeelationship with an outpatient counselor at the facility who
academy that included meeting department officials, a tous a former police officer and an outpatient counselor who
of the academy, and discussions about police culture and ttreats law enforcement officers and Vietham veterans, and
special treatment needs of police officers and their familieghe Michigan program now refers troopers to this counselor.
According to a psychologist who attended the training, “Wdn addition, when Richard Smith, one of the program’s
were also able to share clinical experiences and how wasychologists, has some slow time, he visits the treatment
handle problems.” As a result, when program staff wish tdacility to tour the building and talk with staff to make sure
call on one of these practitioners to accept a referral, thethey are competent and good referral sources. “Making these
have more than just a name. (Staff of another program foundunds is part of my job,” Smith says.
that psychologists in the area were too busy to find a mutually
convenient time to meet for training.) Developing a Referral Agreement

The Postal Inspection Service, the oldest Federal law efome program directors establish written agreements with
forcement agency, follows a procedure for selecting psyoutside agencies and individual practitioners. The Roches-
chologists that State and county law enforcement agenciéd, New York, Police Department contracts with the Univer-

with far-flung jurisdictions may find useful to replicdt€o  Sity of Rochester Department of Psychiatry for mental health

identify mental health practitioners in the 12 States that mal&ervices that the department’s stress program cannot pro-
up its Western Region, the service vide, as well as for assistance with clinical reviews. (Ex-

amples of provisions to include in an agreement can be found

« solicited names of police psychologists through statdé" appendix G, the agreement Tulsa’s Psychological Ser-
psychological associations, law enforcement agencie¥ices uses, and the box “Sample Provisions for a Service
and police psychologist members of the Psychologicafrovider Agreement.”)

Services Section of the International Association of
Chiefs of Police; Formal agreements have the advantage of helping to avoid
future misunderstanding, but many service providers are

» sent a description of the program to the recommenderluctant to make such a binding commitment. Often pro-
psychologists and an application form that asked fogram staff establish close professional and even personal
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Sample Provisions for a Service Provider Agreement

Below is a list of possible provisions program staff can consider including in an agreement with an
outside agency or individual practitioner to provide services to officers and family members referred by
the program:

o alist of available services (e.g., drug detoxification, psychological testing, outpatient counseling);
e a 24-hour telephone number for emergency coverage;
e the name of a contact person who will accept referrals or deal with any problems that may arise;

o whatinformation will be reported to the outside agency or practitioner with the client’s consent at
the fime of referral;

e a declaration that the agency or practitioner will abide by the stress program’s confidentiality
guidelines;

e a declaration that program clients will have priority for bed space, if the agency operates an
inpatient program;

e adeclarafion that the agency will work in concert with the program in developing both treatment
and aftercare plans; and

e a stipulation of what the agency’s and practitioner’s responsibilities are with regard to providing
client information to program staff, such as missed appointments, termination of treatment,
revisions to the freatment plan, and clinical progress.

relationships with key providers that make formal agreeean use one of two methods of linking the client with the
ments unnecessary. The head of the Rhode Island Centuriprovider. Some program staff provide officers with the
Program has had a 15-year relationship with several clinhrame, location, and telephone number of the agency or
cians at a local hospital, including a staff psychiatrist who iglinician and require the officers to make their own appoint-
also a member of the Centurion Program’s own staff anchents. One program director has tried to normalize the
mental health providers who provide periodic in-servicemental health process so that officers feel comfortable call-
training to the program’s peer supporters. ing an outsider provider without having to go through his
program. However, John Carr of the Rhode Island Centurion
Program warns, “Never refer an officer to a building; always
Estcblishing Referral Procedures refer the client to a person at the facility with whom you have
established a professional relationship so that the officer
Referral procedures involve linking the officer in need ofdoes not call or arrive and have to talk with strangers.” Other
services with the outside provider and monitoring the officer'grogram staff arrange the initial appointment for the client

progress. and may also discuss briefly with the outside provider the
nature of the case and review issues of confidentiality,
Making the Referral payment for services, or paperwork requirements. Of course,

. ~ program staff can decide which approach to use depending
After a program staff member has determined that an offic&n the individual officer’s or family member’s preference.
or family member needs outside help, the program counseleary Kaufmann, Director of the Michigan State Police stress
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Specialized Services for Police Officers

A number of outside treatment organizations serve only law enforcement personnel. For example, the
On-Site Academy in Gardner, Massachusettsis a nonprofit agency for fraining and freating emergency
services personnel involved in fraumatic incidents. Crossroads, in Delmar, New York, provides complete
outpatient tfreatment services for law enforcement officers and their families, addressing alcoholism,
critical incident stress, anger management, and relationship problems. These providers often feel that
officers are more likely to use services that are sensitive to the job-related concerns of law enforcement
personnel.

Sometimes officers object to being mixed with civilions—or with people suffering from different
problems than those they are experiencing. One program director tried to develop a support group
with law enforcement and corrections officers but the police officers refused to participate with
corrections staff. Another director sent an officer with a drinking problem to a facility where he was
housed with mentally ill patients; when he called up to beseech her, "Get me out of here!” the director
moved him to a facility that segregated alcoholics from the mentally ill, where he recovered.

By contrast, some practitioners believe that segregating officers in freatment reinforces their belief that
their problems are unique and further insulates them from civilian life. Cindy Goss of the Erie County Law
Enforcement Employee Assistance Program suggests that “specialized tfreatment is not always good for
officers; it sets them up to think they re special, and then they expect that attitude everywhere. It’'s best
to refer them to a general program that has a special frack for officers.” Taking a middle position, Gray
Kaufmann, Director of the Michigan State Police Behavioral Science Section, likes the inpatient
counselor at alocal alcohol clinic because “he treats cops not as unique people but as regular people
with a unique job.”

program, tells clients, “Try the person for four to six visits.you need to go with them, introduce them to the staff, keep
You may not click. If you don't, call me and we’ll try inregulartouchwiththem, and see them after they have been
someone else. But if you do hit it off, feel free to call me andlischarged through continued peer support in the workplace
tell me that, too.” or outpatient follow-up. In other words, treat the hospital
care as an extension of the program.” One way Carr main-
tains this continuity of care is by requesting that the officers
be treated in the hospital by the Centurion Program’s own
psychiatrist, who is on the facility’s staff, and that the officers
be placed on a unit staffed by one of the in-house clinicians
who regularly provide in-service training to the program’s

“Never refer an officer to a building; always refer
the clientto a person at the facility with whom you
have established a professional relationship so
that the officer does not call or arrive and have to
talk with strangers.”

peers.
—John Carr, Director, Rhode Island
Centurion Program Program staff may wish to—or have to—consider other
factors in selecting a provider for a given officer or family
member:

However, when it comes to referring an officer for hospital-
ization, Carr stresses that “hospital-based care scares the Asagovernmentagency, Metro-Dade’s program has to
heck out of them. You will lose them if you just send them;  be sure not to show—or be perceived to be showing—
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favoritism to certain treatment providers; as a resultto eliminate unacceptable service providers and increase
staff provide each officer with the names of three pro+eferrals to highly regarded providers. An independent clini-
viders unless a specialist is needed and practitioners gian who came to Erie County in 1992 happened to have a
the field are in short supply. few clients who were police officers, and these officers told
the Law Enforcement EAP director that he was very good, so
Cindy Goss, Director of the Erie County Law Enforce-she began to refer officers to him; now half his caseload
ment EAP, tries not to send an officer to the sameonsists of police officers and their family members.
inpatient facility while another officer from the same
department is currently being treated there, even if thigh general, programs vary considerably in the extent to which
means a wait of a few weeks. they refer officers and family members to outside service
providers, but, because it will always be necessary to refer

Monitoring Treatment some clients, program staff need to make the effort in

advance to ensure the immediate availability of qualified

Program staff vary considerably in their ongoing involve-gytside providers. A program that cannot make referrals to
ment with officers who have been referred. In some cases c@mpetent mental health practitioners is likely to find that
program counselor may see the officer for stress-relategkficers will reject and ignore all its offerings, including its
problems while the officer is in treatment elsewhere for gn-house services.

substance abuse problem. Some staff contact providers pe-

riodically to inquire about the referred officer’'s progress.

Providers in Erie County tell the law enforcement EAPEndnote

director whether the officer showed up and what progress the

person has made. 1. Shaw, J.H., and D.R. Hagberg, “A Self-Referred Coun-

seling Program for Postal Inspectors, L Enforce-

Regardless of the nature of any ongoing contacts, program mentFamilies: Issues and Answexs,J.T. Reese and E.
staff encourage clients to call back to report their opinions of ~ Scrivner, Washington, D.C.: U.S. Department of Justice,
the practitioner and facility to which they were referred.  Federal Bureau of Investigation, 1994: 359-365.
These recommendations or criticisms enable program staff
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Chapter 6
Dealing With Confidentiality

Key Points

No program will survive unless (within the limits of the law) it maintains strict confidentiality—that is,
keeps information about officers and family members private.

Because legislation and case law vary from State to State, clinicians need fo obtain legal counsel
regarding their exposure to lawsuits and methods of reducing this exposure.

Communication between clients and licensed mental health professionals is usually privileged
communication under State statute. However, exceptions to this rule require counselors to report
certain information clients may reveal to them, such as homicidal or suicidal intentions.

Program staff and independent practitioners can take a number of steps to ensure confidentiality:
— Develop written confidentiality guidelines and share them with everyone in the department;
— Obtain informed consent to treatment from clients in writing;

— Learn about the exceptions to confidentiality and make them known to department administra-
tors, line officers, family members, and clients;

— Maintain appropriate client records; and

— Try to send mandatory referrals, especially fithess-for-duty evaluations (which usually require
disclosure of client information to administrators), to external counselors or at least clearly
separate the tfreatment of voluntary and mandatory referrals within the program.

Programs that accept mandatory referrals need to limit the amount of feedback given to
supervisors to issues pertinent to the cause of the mandatory referral and tell the officers or family

members what information about them will be reported to supervisors.

Police officer: “When | sought private treat-
ment, | knew about the [department’s stress]
program, but I didn’tuse itbecause I was afraid
other cops and my supervisors would find out.
| had heard comments from other cops that
they wouldn’t trust the program as far as they
could spit.”

Police officer (different department): “Older
cops still raise questions about confidentiality

because there was a breach many years ago. So
it's importantnevetrto break confidentiality or
we'll find you out. One slip of the tongue can
undo a lot of years’ work.”

Confidentiality in the context of a law enforcement stress
program means guaranteeing that clients can obtain counsel-
ing services without anyone other than the staff involved in
the program knowing about their participation unless they
provide written consent. As the comments above suggest, the
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most significant obstacle to officers using a stress program € onfidentiality and the Law

the fear that their participation may become public knowl-

edge. Beyond the worry that they will be embarrassed in froits a general rule, information which clients give to licensed
of others, officers fear that they may be reassigned to lesgental health practitioners is considered by State law to be
desirable work, not be granted promotions, and even log#&ivileged communication that the counselor may not share
their jobs, perhaps even years after they have sought progravith anyone elsé.However, there are conditions under
services. This fear is particularly great in small law enforcewhich State law and department rules may require a counse-

ment agencies.

Several officers interviewed for this report were afraid toe
seek counseling even though they understood intellectually
that their visits would be kept secret. “Was | worried about
confidentiality?” one mused. “Yes and no. Yes, because at
the back of my mind | was worried that the police culture is
such that seeing a psychologist could make me extremely
stigmatized. No, because | knew the counselor very well
[both served on the hostage negotiating team] and knew that
my visit would remain confidential.” Another officer, tem-
porarily assigned to desk duty, reported, “I had no concerns
about confidentiality because | had asked a friend who had
used the program, ‘Does word get out?’ and my friend said,
‘No, there are no leaks.” But when | bad-mouthed my
lieutenant to the counselor, | suddenly became afraid that ¢f
the counselor told him, I'd never get back on the road again.”

Issues surrounding confidentiality are a concern for counse-
lors as well. Ina survey of 49 police psychologists, maintain-
ing confidentiality was reported to be the most common
ethical dilemma, with nearly half the counselors saying they
had experienced difficulties in this area.

This chapter reviews the legal status of communications
between clients and counselors and discusses methods of
keeping client information private. However, despite some
specific precautions that clinicians can take to help prevent
breaches of confidentiality, the best source of protection

lor to disclose what an officer or family member reports:

Therapists have a positive obligation in statute and
professional ethicdo protect clients from harming
themselves or othersor example, a therapist who
determines that a clientis suicidal may have to hospital-
ize that client against his or her wishes. Although this
will breach confidentiality because information about
the person will then be available to others, such as
hospital staff, these staff, too, are bound by obligations
to maintain confidentiality. Counselors need to consider
threats by officers to hurt themselves or others a particu-
larly grave matter because law enforcement personnel
have immediate access to lethal weagons.

Most States require licensed therapists (as well as school-
teachers and other adults in regular contact with children
or parents}o report child abuseo appropriate State
authorities. Some States also require that domestic vio-
lence and elder abuse be reported.

Many law enforcement agencies require therapists
report an officer'sadmission to committing a feloryr
even a gross misdemeanor. In the agencies’ view, by
failing to report the information, a therapist can become
an accessory to the crirh&@herapists may, of course,
continue treatment or refer the officer to other sources of
help.

against clinical and legal problems arising around the issu€ourts have ruled that under certain circumstances therapists
of privacy isto provide good clinical care to officers and not only must breach confidentiality, but they also have a
family members and to follow sound ethical and legabositive duty to protect identifiable individuals whom an
practice Ethical practices are spelled out in detail in mate-officer threatens to harkilhe exact conditions that trigger
rials available from the American Psychological Associathe duty to protect, as well as how the duty must be fulfilled,

tion. However,program staff need to consult with legal vary from State to State, depending on local statute and case

counsel familiar with mental health issues to learn whataw.

legal practices are required of themtheir State and for

their particular licensureConfidentiality requirements vary Program staff and independent mental health practitioners

from State to State depending on local statute and case lameged to be aware of special confidentiality considerations

requirements may also vary by category of mental healttvith regard to peer supporters, because the privileged com-

practitioner—for example, clinical psychologist, licensedmunication status conferred on licensed mental health pro-

clinical social worker, or substance abuse counselor. fessionals may not apply to unlicensed peers. Chapter 4,
“Choosing Among Staffing Options,” addresses confidenti-
ality in relation to peer supporters.
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director and the department, illustrates the level of detail

Steps for Helping To Ensure anc _
such guidelines can provide.

Confidentiality

Clinicians need to take several steps to ensure that clieRfograms need to distribute their written guidelines to every
communications and records are kept confidential. member of the law enforcement agency so that officers can

learn how the staff can—and cannot—protect confidential-
ity. However, since few officers will take the time to read or
remember atechnical discussion on confidentiality, program
staff need to provide them with a one-page bulleted summary
written in lay language and then explain the guidelines in
The first line of protection for confidentiality is to prepare aperson at roll calls and other face-to-face occasions.
written statement of what information program staff intend to

keep confidential and how they will do so. Programs shoul&ecure Informed Consent

also have a written agreement with the law enforcement

agency regarding confidentiality and should include théft the beginning of the first counseling session, program
agreement in their service contr&étor example, the bar- counselors need to give every new clientan informed consent
gaining agreement between the Michigan State Police Trooptatement, explain it, and ask the client to sign it. The form
ers’ Association and the State Police Department includeghould explain boththe program’s confidentiality guidelines
the provision, “The departmenta| psycho|ogist may not b@nd the exceptions to its ab|l|ty to keep information private
called as a witness in any department disciplinary proceedsee the sample consent form in appendix I).

ings or grievance meeting to testify regarding discussion

between the psychologist and employee, except upon th&hen a therapist is required to discuss client information
specific written request of the employee.” The Metro-Dadevith someone else (see pages 83-85), the clinician should
Police Department’s standard operating procedures guaratell the client what information will be communicated, to
tee that “the Department will not request or require HHSvhom, and why. For example, a therapist may tell an officer
[stress program] staff to furnish information resulting from
voluntary participation. . . . Information concerning the
diagnosis or treatment of any voluntary participant shall ng
be requested by supervisors.”

Prepare and Disseminate a Written
Confidentiality Policy

Word of Mouth Is the Best

Method of Publicizing the

Program’s Commitment to
Confidentiality

The program director needs to provide the agency with
copy of the American Psychological Association code o
ethics and the specific guidelines program staff plan t
follow before accepting employment or a consulting assign

ment’ . . L ,
While the director can distribute the program’s

confidentiality guidelines departmentwide, noth-
ing convinces officers that their privacy will be
honored better than the recommendation of a
fellow officer. When asked by other officers if the
program keeps its clients secret, a program client
reported he answers, *I've never had anything
come back to bite me about what I've said.
And my counselor has never said anything to me
aboutanothercop, either, evenwhen|’ve asked.”
An officer in another jurisdiction reported that he
came to believe his department’s program was
confidentialwhen he discovered that his wife had

The guidelines should contain descriptions of:

» thetypes of written records program staff will maintain
and how the records will be stored and used;

» the circumstances under which exceptions to strict corn
fidentiality may be made, and

» thespecial procedures staff will use regarding release
information about officers who are mandated by supe
visors to participate.

Appendix H, the confidentiality provisions of the Rochester
Police Department’s stress program signed by the progra

been a client for several months, and he did not
even know it until she told him.

Dealing with Confidentiality
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who he or she believes is making serious threats against a
commander that the threats are going to be reported to the
supervisor because professional ethics, legal requirements,
and department policy require that this information be shared.
Informing the potential victim, however, is only one of many
actions that a clinician may take to protect that person. For
example, the clinician may include the potential victimin thes
treatment sessions to permit therapeutic discussion of the
violent intentions; in this way, the potential victim is in-
formed by the client without breaching confidentiality. Other
alternatives include focusing the therapy on the violent
thoughts and threatened behaviors, evaluating the client for
new or different medication, and psychiatric hospitalization.
Special programs to help people control anger and violence
may also be us€ed. .

“The firstthing | do with a new clientis to have the
officer or family member read and sign the in-
formed consent form.”

— Richard Smith, Michigan State Po- Th

If the officer or family member needs to be transferred
to another clinician (for example, because the client has
moved) or if the client has to be hospitalized, good
clinical records are needed to inform the new treatment
staff of the patient’s condition and history.

Clinical records can provide evidence of a clinician’s
thinking and decision making. From a liability perspec-
tive, itis only through the written record that a clinician
can prove that he or she conducted appropriate treat-
ment and weighed carefully the pros and cons of a
decision (e.g., to release from the hospital a patient who
subsequently committed suicide).

Licensing boards in many states require counselors to
keep client notes.

State law may require record keeping (see the box “State
Legislation May Require Record Keeping”).

e real issue is what to put into the record. On the one hand,

lice Department Behavioral Science counselors need to anticipate that because third parties—
Section e.g., insurance companies, courts, family members—might

at some time see the records, clinically irrelevant informa-

tion should be excluded. For example, counselors normally

Maintain Appropriate Client Records do

not need to record information about clients’ sexual

affairs or the negative opinions they voice about fellow
Under certain circumstances, courts may successfully suemployees. On the other hand, certain information should be
poena a program'’s or counselor’s written client records (sef the record. For example, client records should record the
the discussion on “Potential Legal Complications,” below) gate of each visit and contain information about the client’s
As aresult, some stress programs maintain no records at glagnosis, mental status, and clinical condition, and in gen-
Other counselors report that the only notes they keep Q#ya| terms what was discussed during each session. Informa-
officers say things like “working on the problem” or “making tion on medical conditions, medications, drug allergies,

progress,” without identifying the officer’'s problem.

However, recording relevant clinical information is an
important clinical practicdbecause it is necessary to ensurs
good client care. According to the American Psychologica
Association’s Ethical Principles of Psychologists and Cod
of Conduct (section 1.23), “Psychologists appropriately
document their professional and scientific work in order tq
facilitate provision of services later by them or by othet
professionals, to ensure accountability, and to meet oth
requirements of institutions and the law.” For example:

* Counselors need awritten recordto refresh theirmemor|
especially if they have many clients or if more than g
week or two passes between counseling sessions. Reco
preserve essential information about patients’ medicg
and mental health conditions and treatments.

State Legislation May
Require Record Keeping

Florida statute (chapter 59P-9, Client Records)
states, “A licensed clinical social worker, mar-
riage and family therapist, ormentalhealth coun-
selorshallkeep current written clientrecords which
... at a minimum shall include clear statements
summarizing . . . the service user’'s presenting
symptoms, what transpired in any therapy pro-
vided, what the service user indicated concern-
ing sensitive matters such as threats against other
persons, what progress, if any, was made by the
service user, and results obtained.”
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effects of treatments, and emergencies should also be rie-such cases the department, not the officer, may be consid-
corded. Of course, the decision about what is clinicallyered the client.
pertinent is in many cases a matter of judgment. However,
program planners and independent practitioners need t@s a result, most of the programs and independent practitio-
check their State statutes and case law concerning theers interviewed for this report refuse to accept mandatary
confidentiality of client-counselor communications for guid-referrals or, if they do, refer them to outside treatment
ance in deciding what kinds of records to keep. providers. For example, the bargaining agreement between
the Michigan State Police Troopers’ Association and the
The specific kinds of information counselors will be record-department says that “no employee shall be required to
ing should be described in the program’s written confidentiundergo any psychiatric or psychological examination or be
ality guidelines and informed consent form. If counselorgequired to be subjected to psychological examination by
will be using a standard intake form or other data collectiopsychologists retained/employed by the Department, except
form, copies of these can also be included as part of thgpon an assertion by the employee of disability for psycho-
guidelines. Finally, programs typically keep all client recorddogical reasons.”
in a secure place with access limited to those involved
directly in the client’s treatment. For example, records of the
Counseling Team in San Bernardino are kept locked up, and
both the program office and the building have separate after-
hours alarm systems.

“I would be extremely bothered if the Counseling
Team did fitness-for-duty evaluations because I'd
be afraid my counselor would tell my department
| wasn't fit for duty.”

Minimize Mandatory Referrals — Police officer client

PrOViding Counseling to officers who have been required bw a program does choose to accept mandatory referra|s]
their SuperViSOl‘S to seek treatment is discussed in detail Hbunse'ors recommend the fo”owing precautions:

chapter 10, “Responding to Stress-Related Problems After
They Occur.” However, mandated treatment raises confie  |nclude in the written confidentiality guidelines and

dentiality issues for program staff. Most counselors agree  jnformed consent form (1) the exact type of information

that accepting ﬁtness-for'duty and Othertypes of mandatory the program will report to the department and (2) the
referrals from department command staff can destroy the  mannerin which the information will be communicated.

program’s credibility among line officers because they will
view the staff as beholden to management and may fear that \jake clear in the confidentiality guidelines the differ-

even voluntary visits to the program will jeopardize their  ences in the management of mandatory and voluntary
career advancement. cases.

Infact, with formally mandated treatment, supervisorscan—  To avoid conflict of interest problems, designate one or
and typically do—successfully demand to be kept apprised more staff members to treat only mandatory referrals,
of whether the officer sought assistance, is making progress while all other staff treat only voluntary referrals.
intreatment, and is fitto return to difyor example, Federal

agencies are generally restricted by law from obtaining  Provide supervisors with as little information as pos-
information about their employees’ use of counseling ser-  sible about the officers; if possible, tell supervisors not
vices, but in the case of fitness-for-duty evaluations, admin-  to expect any written or verbal report but instead to look
istrators can obtain records from the evaluafidhe Metro- for improvement in the officer’s job performance.
Dade police Department’s standard operating procedures

stipulate that “[clommunications between . . . [mandatorily

referred] employees and HSS [stress program] staff or oupotential Legal Complications

side consultants, test results, written opinions and recom-

mendations, notes, reports, and actions taken are not pri\frogram staff and independent practitioners may encounter
leged and become departmental records.” Records frotwo legal threats to confidentiality: subpoenas to provide
fitness-for-duty and other kinds of mandatory referrals mayprogram records or to testify and liability suits claiming
not be protected in some jurisdictions by statutes that ensulpgeach of confidentiality.

confidentiality between counselors and their clients because

Dealing with Confidentiality 83



Additional Strategies for Protecting Confidentiality

e Chapter 3, “Structuring the Program,” discusses the value of locating the program’s office away
from the law enforcement department, preferably in an area where officers are unlikely to pass by.

e Toprovide added privacy, program officesin San Bernardino, Michigan, and Tulsa have a separate
exit for officers so that they do not have to pass through the waiting room after each session and
chance being recognized. The Tulsa program also discourages walk-ins in order to further minimize
unwanted encounters among clients in the waiting room; the program flier states, “To ensure the
utmost in confidential service to our clients, drop-in visits are strongly discouraged.” The program’s
general information handed out to clients also advises that “an individual who is scheduled for
counseling may not wait an extended period of time in the reception area. We anticipate your
arrival no earlier than 10 minutes prior to you scheduled appointment.”

e The Tulsa client information sheet also notes, “Since the service is confidential, the staff does not
admit the presence of clients to any inquirer (for instance—telephone callers), even members of
the client’s immediate family. If it is necessary that you receive a telephone call or message in this
office, please inform the Office Manager.”

Subpoenas conversations with the officer were evasive and incomplete.
The court complied, ordering that the officer would be
According to two forensic experts, “The mere fact that grecluded from testifying at trial regarding her version of the
subpoena has been issued does not compel a therapisirtoident because the family’s attorneys had been prevented
testify, only to appear. At that point, it is for the judge tofrom effective cross-examination. The court also referred the
decide whether the testimony or records in question anmatter of the social worker's noncompliance to the U.S.
subject to a claim of privilege. Receipt of a subpoena shouldttorney’s Office for possible criminal contempt proceed-
be a stimulus for the therapist to contact the lawyers involveithgs. Furthermore, at trial, the court informed the jury that it
to determine the information sought. If the right of a patientvas entitled to presume that the contents of the social
to claim privilege may be at issue, the patient or his lawyeworker’s notes would be unfavorable to the officer. The jury
should be natified, too. Finally, this may be a good time foawarded $45,000 on the Federal constitutional violation and
the therapist to contact his own attorney to clarify his right$500,000 on the State wrongful death claim.
and responsibilities in the case at hand. Under no circum-
stances should records be altered or destroyed whenCm appeal, the Circuit Court of the Seventh Circuit—which
subpoena is received” acknowledged that the communications would be privileged
under State law if it were controlling—recognized the exist-
A case that the U.S. Supreme Court ruled on provides sonegice of a psychotherapist/patient privilege under Rule 501
closure regarding the nature of privileged communication irfthe privileges of a witness not to testify) of the Federal Rules
this area in Federal cases. The family of an alleged offendef Evidence. The circuit court held that the district court had
shot and killed by an officer in 1991 in lllinois sued theerred in refusing to recognize that privilege and in requiring
officer, contending that the officer violated the dead person’disclosure of the content of any of the counseling conversa-
Federal constitutional right not to be subjected to unreasomions between the officer and the social workers, and, accord-
able seizures or deprived of life without due process of laningly, reversed the verdict and sent the case back for a new
The family directed a subpoenato the licensed clinical socidtial. The family appealed the circuit court’s decision to the
worker to whom the officer had gone for professional count.S. Supreme Court. ldaffe v. Redmon@une 13, 1996,
seling after the shooting and the clinician’s records and notééo. 95-266), the Court in a 7-2 decision for the first time
pertaining to the case. The district court denied the officer'suled that “The federal privilege, which clearly applies to
motion to quash the subpoena. After the social worker wagssychiatrists and psychologists, also extends to confidential
deposed, the family moved the court for sanctions againsbmmunications made to licensed social workers in the
her, contending that her deposition answers relating to heourse of psychotherapy. The reasons for recognizing the

84 Developing a Law Enforcement Stress Program for Officers and Their Families



When Does Confidentiality Go Into Effect?

Communication between a counselor and client is profected communication when there has been
“a clinical contact.” However, case law is largely silent on what constitutes a contact, and different
therapists define the term differently. Most program staff interviewed for this report consider a clinical
contact to have occurred as soon as an officer or family member says anything about his or her
personal life (including work-related stress).

o ltbegins whenever someone starts to tell you something. For example, if someone on break at the
academy comes over to talk to me, | consider it a clinical contact.” —Nancy Bohl, Director of the
Counseling Team, in San Bernardino

e "Some counselors define a clinical contact as an hour spent in the office, but I'm not rigid; spending
any amount of fime talking to a cop or family member about a problem is my definition.” —Michael
McMains, Director of Psychological Services, San Antonio Police Department

e ‘| assume any private conversation with an officer or officer’s family member will be assumed by
them to be privileged.” —Douglas Gentz, Director of Psychological Services, Tulsa

o o __Lawsuits
privilege for treatment by psychiatrists and psychologists

apply with equal force to clinical social workers, and the vasVery few clinicians contacted for this study reported having
majority of States explicitly extend a testimonial privilege tobeen sued. In one case, a counselor referred an officer to an
them.” outside psychologist for a fitness-for-duty evaluation be-

cause of reports about the officer’s behavior from the internal
Three other examples of subpoenas were identified duringffairs division. The officer alleged that the referral itself,
the course of data collection for this report. Douglas Genthecause it was demeaning, led to his developing severe
Director of Tulsa’s Psychological Services, was subpoenaegimotional problems. The case was dismissed by the court.
to testify because he was a behavioral consultantin a SWAT

team operation in which team members killed a mentally ilj, 3 second case, at the request of a police agency a counselor
man after he came out of a house pointing a rifle at thenhag undertaken a study of a dysfunctional police unit. The
Later, the man’s family filed a wrongful death lawsuit againsgonselor recommended to the department that the com-
the State of Oklahoma, the Department of Mental Healthynander be replaced because he did not have the interpersonal
and the City of Tulsa. Gentz was subpoenaed by the family §iiis the position required. When the commander was trans-
attorney to give a deposition on what he heard and saw. Thgrred, he sued the department and the counselor. The court
suit was later dropped. Records of Michigan’s Behaviorayjismissed summarily six of the seven allegations but ordered
Science Section were subpoenaed during a divorce procegqflat 5 seventh be explored further—an allegation that the
ing when a wife wanted to prove that her husband committeghynselor had violated confidentiality by providing the de-
adultery, and on two other occasions when workers’ comyartment with information the commander had told him in
pensation administrators wanted to verify that an officer wh@gnfidence and which the department had used against the
had filed for early retirement or disability had suffered aofficer. Although the counselor did not have a clinical

legitimate job-related injury. Finally, the director of the Sanre|ationship with the commander, the department settled the
Antonio Police Department’s Psychological Services waggse for an undisclosed sum.

required to testify in a criminal case because under Texas law
clinician records are not protected when the officeris charged
with a felony.
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Steps Practitioners Have Taken To Reduce

Their Risk of Liability Sources of Additional
Program staff and private clinicians follow a number of step Information on
in the effort to reduce the risk of legal difficulty around issues Confidentiality

of confidentiality:

* Theydonotoverpromise—thatis, they do notguarantgl The following materials provide additional infor-
any privacy they cannot ensure—and they obtain { mation about confidentiality:
written sign-off from each client indicating he or she
understands the conditions under which counselorsmy e Richard Rosner. Principles and Practice of
report client’s words or behavior. Forensic Psychiatry. New York, Chapman and

Hall, 1994.

» They avoid group therapy because there is no way t
control what group members will tell other people aftef e Paul S. Appelbaum and T.G. Gutheil. Clinical

each session is over. Therapists who do run groups g Handbook of Psychiatry and the Law. Sec-
to correct misapprehensions that what the members s ond Edition. Philadelphia: Wiliams & Wilkins,
will be kept confidential by warning participants of this 1991.

risk. Some therapists will stop the conversation if some]
thing is being said that could hurt a participant or § e American Psychological Association. Ethical

member of a participant’s family. Unfortunately, by Principles of Psychologists and Code of Con-
inhibiting communication in the group, such practices duct. Washington, D.C., n.d.

may render the group ineffective as a treatment moda|

ity.

of the Michigan State Police Behavioral Science Unit, and

» They train peer supporters to respect the limits of theithe San Antonio city attorney’s office has always taken on
role and to avoid presenting themselves as professionghses for Michael McMains, Director of Psychological Ser-
counselors. One chaplain who said he was a crisigices, San Antonio Police Department. However, even be-
counselor was sued for misrepresentation and givingore his program became completely independent from the

dangerous advice. police department, Douglas Gentz, of Psychological Ser-
vices in Tulsa, always used his own attorney to make sure he
Legal Assistance was represented by someone looking out for his own and his

clients’ best interests, not the interests of the department or

Stress program staff should consult with legal counselhe mynicipality. Counselors in private practice, whether
regarding State and local statutes and case law, and to clarjfyyenendent practitioners or members of a counseling agency
their legal responsibility for maintaining conﬂdentlall_ty. contracted by the police department, need to hire private
They should ask attorneys to review program practiceSyyomeys to represent them. Finally, all clinicians should

including record-keeping procedures, to ensure that ey, e professional malpractice insurance. Insurance carriers
meet acceptable standards. Statutes and case law vary Ceﬁfnmonly provide an attorney if the practitioner is sued,

siderably from State to State, making itimpossible to prOVidSIthough there may be exceptions depending on the nature of
detailed guidance on these matters in this publication. FUfra case.

thermore, because forensic psychology is a highly technical

area, program and independent practitioners who providgne |ntemational Association of Chiefs of Police is available
services to police agencies should consult with attorneyg, provide legal advice to stress program staff by calling
who specialize in legal issues related to counseling. (703) 8366767, or writing IACP, 1110 North Glebe Road,
Suite 200, Arlington, VA 22201. Professional associations
Program staff who are in-house employees of a law enforcemnd schools that have continuing education programs often
ment agency may be able to receive free legal advice frogffer risk management courses, and some malpractice insur-

and representation by the agency or the city or county. Thence carriers distribute tapes on risk management.
State Attorney General’s Office is alegal resource to the staff
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While they may help, legal advice, courses, and special

danger of violence to another person, the therapist must

precautions are no guarantee against lawsuits. Rather, the use reasonable care to protect the intended victim against
best defense against a suit—although still not foolproof—is
always providing good clinical care.
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Chapter 7
Marketing the Program

Key Points

e To be successful, a stress program must generate awareness, support, and referrals among four target
groups: administrators and mid-level managers, union officials, line officers, and, if targeted for services,
family members of all personnel. Special outreach efforts may be required for other groups to whom
services are available, such as retired officers, corrections officials, and nonsworn employees.

e Program planners and staff need to be patient when trying to gain support and make marketing and
outreach an ongoing program activity.

e Common obstacles to gaining support and referrals include the following:

— lack of awareness of the nature or severity of stress-related problems and the need to address
them;

— lack of awareness of program services;

— the aftitude that officers should be able to cope with their problems on their own or that existing city
or county services are sufficient;

— skepticismm about whether the program can prevent or reduce stress-related problems;

— concern about lack of confidentiality; and

— fear of a stigma attached to using program services.

e Common strategies for generating awareness, support, and referrals among the four key target groups
include the following:

— involvement of the target groups in program planning;
— fraining;

— word of mouth; and

— around-the-clock availability.

e A proven record of maintaining confidentiality is one of the most important factors in determining
whether programs will gain and maintain support and referrals.

One of the most important tasks faced by law enforcememhid-level managers, union or association officials, line of-
stress program planners and staff, and by independent merfteérs, and family members of all personnel. In particular,
health practitioners who consult to police agencies, is prgglanners and staff must engage in marketing and outreach
moting the program among potential clients. Even if astrategies to generate

program has exceptionally qualified staff and excellent ser-

vices, it cannot be effective if officers and their familys awarenessof stress and its effects on officers’ job
members are ignorant, skeptical, or critical of the program.  performance and personal lives, and of the program’s
Depending on its goals and objectives, a program can be location, policies, staff, and services;

promoted among four key target groups: administrators and
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years ago, said that promoting awareness of their pro-
gram remains an ongoing struggle.

» supporfforthe program, including trustin the program’s
commitment to confidentiality and confidence in its
ability to improve clients’ work and personal lives; and

(3) Gain the support of management and lalbmfore

» referrals of clients, including not only officers and even attempting to win over line officers and their
family members who have been involved in a critical ~ families. Administrators and union or association offic-
incident or have reached a personal crisis but also those ers are in a position to either provide enormous help to
who are experiencing less severe levels of stress but can  staff in marketing the program or make it nearly impos-
be helped before more serious problems arise. sible to win support. Also, a major selling point among

line officers is agreement between labor and manage-

This chapter describes approaches that program staff serving ment on the value of the program.

both large and small departments have used for marketing

their services. Most strategies are useful, to a greater or lesser

extent, for accomplishing all three of the goals describqurkeﬁng the Progrqm to Law

above. Some, such as conducting training seminars a -
developing brochures, involve a significant amount of timerEinforcement Administrators and

effort, and sometimes expense. Other techniques, often eunid' Level Managers

effective, can be as simple as choosing an appealing program di ) | hat itis i
name or taking five minutes at roll call to explain thef’rogram |rect?rs consistently report that it is important to
program. start at the top” when soliciting support for stress services.

As one program director said, “Once administrators buy in,

Respondents emphasized three points to keep in mind whii$ €8Sy However, top-level support must be more than lip

marketing stress program services: service. Law enforcement administrators can actively facili-
tate the development and acceptance of the program by

(1) Be patient The director of the Metro-Dade Police
Department’s Health Services Section said it takes &
minimum of three years for program staff to win the
confidence of officers, even if the staff are officerse
themselves. The Erie County, New York, Law Enforce-
ment Employee Assistance Program’s director advised
that it takes about one year just to get a program up and
running and several more years to generate widespread
awareness and support; however, she noted, “We'd
rather take longer and do it right.” .

providing funding and office space for the program;

facilitating and encouraging the provision of training to
officers;

allowing officers to take the time to be trained as peer
supporters and do peer support while on duty;

providing officers with time to attend counseling ap-
pointments while on duty without asking where they are
going (although this may be difficult to do with uni-
formed patrol officers on tight schedules); and

(2) Make marketing and outreach efforts an ongoing pro-
gram activity not a one-time effort, particularly in large

departments. An initial mailing or training session at the

academy is not enough to ensure that officers will knove
about, accept, and use program services. Because many
officers may forget what they have heard or read, staff

making organizational changes suggested by program
staff to reduce officers’ stress and publicizing the
program’s contribution to these changes.

must continuously remind them of the availability of

program services and convince them of their valueAdministrators and managers can also set the tone in a
Also, officers will not be impressed with a half-hearteddepartment for whether officers will be looked down on or
effort to win their support. Marketing and outreach aredisciplined for stress-related problems and “red-flagged” for
usually most important—and most difficult—in the excessive monitoring for signs of stress—or whether they
beginning stages of the program and gradually becomeill be encouraged to obtain assistance out of a genuine
easier as staff build support among officers. Howevergoncern for their well-being. Mid-level managers are in an
even the directors of the Michigan State Police Behavespecially good position to refer officers who are displaying
ioral Science Section and the Metro-Dade Health Setthe effects of stress and to reassure them of the confidential-
vices Section, both of which were established over 11ty of the referral and subsequent program services.
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Obstacles to Gaining Support and Referrals  Strategies for Gaining Support and Referrals

Law enforcement administrators and mid-level manager®rogram planners and staff have found the following strate-

may be doubtful or cynical about stress services for anumbgres useful for gaining support among administrators and

of reasons. They may believe that mid-level managers and encouraging them to make referrals
to the program.

» stress-related problems are not prevalent or severe enough
among officers and their family members to warrant dnvolve administrators and supervisors in program plan-
stress program; ning. Law enforcement administrators and managers are
more likely to support a program that they had a hand in
» officers should be able to handle their problems on theicreating. Their contributions—and support—can be solic-
own and, that if they cannot, they should be disciplinedted by inviting them to serve on a program advisory board
or fired; or to attend meetings with program planners and staff. The
Erie County Law Enforcement EAP has an advisory board
» astress program, although well-intentioned, would notvhich includes the commissioners of Erie County’s Central
be effective; Police Services and the Buffalo Police Department, the
director of police training, the sheriff of the Erie County
* an existing city or county employee assistance program
or other community resources provide sufficient assis]
tance;

Program Staff Need to
Market to Policymakers,
Too

» theprogram’s policy of confidentiality is not acceptable
because it detracts from managers’ ability to supervis
effectively;

The police departmentisneverthe ultimate source
of program funding and, in some cases, not even
the immediate source. The city or county pro-
vides its law enforcement agencies with their
money. In some cases, cities or counties, not the
police agency, also fund the stress program di-
rectly. For many years, the Erie County Law En-
forcement EAP stress program was funded by the

» the program will divert money from other, more impor-
tant, department activities; and

* by trying to assist or refer an officer they will risk a
lawsuit.

In Erie County, the commissioner of Central
Police Services encouraged the development of a

program targeted just toward law enforcement
after several police chiefs throughout the county
inquired about what they could do for officers
who needed assistance for stress-related prob-
lems. Even so, the director of the new Erie County
program still felt she had to make significant
efforts to enlist the support of many of these
administrators for the specific program she was
developing.

Evenifthey supportthe program, administrators and mana
ers may be unable to refer personnel to the program becad
they are not familiar with the signs of law enforcement stres

county althoughit servedlaw enforcement agen-
cies. As aresult, program staff may need to “sell”
the program to city councilors, county commis-
sioners, fown selectpersons, and other elected
and appointed local government officials. The
most effective marketing strategies with these
audiences will be the same approaches identi-
fied in the accompanying fext for convincing
police executives to fund—or increase funding
for—the program: poinfing out the money the
community will save, the reduced opportunities
for lawsuits, and the reduced impairment that
excessive stress typically has on officer perfor-
mance and productivity.
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department, a representative of the Erie County chiefgears for the rookie officer to become completely socialized
association, and other police administrators from throughout respond professionally and safely in law enforcement
the county. situations.

ConducttrainingTraining, ranging from brief presentations Supervisors may be persuaded of the need for a stress
to intensive seminars, while typically designed primarily toprogram, or a new program component, by the self-reported
help supervisors recognize the signs of stress, can alseeds of their officers. Cindy Goss, Director of the Erie
generate supportand referrals among supervisors. ChapteGunty stress program, conducted a survey of 254 officers
“Preventing Stress and Stress-Related Problems,” providéisroughout the county that demonstrated their perceived
detailed information about program training. high level of stress and their desire for critical incident
debriefing, peer support, and other stress-related services.
Provide information on the program’s benefits to the de-The survey results helped Goss to convince police chiefs
partment Law enforcement management and commandhroughout the county of the need for the program. Douglas
staff are naturally concerned about the efficiency of theiGentz, Director of the Tulsa police stress program, con-
departments. While stress program staff can appeal tovénced management to fund a peer support component by
humanitarian concern for the well-being of officers and theidesigning and implementing a departmentwide study on
families, it is equally useful to emphasize that the programost-shooting trauma. Gentz presented administrators with
can help improve officers’ job performance. Supervisors irthe results, which showed the impact of the shootings on
the Miami Police Department, for example, found the case daffficers’ performance and how strongly officers felt about
an “officer of the month” whose stress-related problems lethe need for support from fellow officers after such incidents.
to greatly diminished job performance but whose career wass a result, the department encouraged Gentz to organize
saved after the program intervened to be a convincingnd train a peer support team.
example of why stress services were needé&an
Bernardino’s Counseling Team received a letter from th&ncourage supervisors’ participation in program services
sheriff's department reporting that in six years the programhdministrators and command staff can be encouraged to
had saved the agency $12 million in workers’ compensatioparticipate themselves in program services such as critical
costs. Chapter 13, “Managing Program Costs and Fundingificident debriefings and private counseling. If they have a
identifies other examples of how programs have helpegositive experience, they are likely to promote the servicesto
departments save money. Another useful marketing strateggach other and to the officers under their command:
for upper management s to explain that a stress program can
help protect a department from civil suits by reducing the In the first year of the Erie County Law Enforcement
likelihood of officer mistreatment of citizens. Some pro- EAP, the director helped lead a critical incident debrief-
grams have also found it useful to distribute regular program  ing for county officers after a deputy sheriff was killed.
reports to administrators and managers (see chapter 12, Part way through the session, the sheriff of the depart-
“Monitoring and Evaluating the Program”). These reports  ment—widely perceived as a tough, imposing man—
can remind upper management about program activities and stood up to talk about the incident and ended up break-
inform them of how officers are using—and benefiting ing down and crying. Although embarrassed afterward,
from—the program. he told the director that he hadn’t realized how much he
had needed the stress debriefing himself. The director
To counter the perceived image among managers that the felt that the sheriff's show of emotion helped generate
programis staffed by “touchy-feely, liberal, bleeding hearts,”  support among the other officers, who saw that it was
Gary Kaufmann, Director of the Michigan State Police  “OK to be human.”
program, continuously stresses that his services are designed
to improve theproductivityof officers: “Our attitude is, The ¢  The director of the Behavioral Science Section of the
employee has to do the job; if he or she doesn’t shape up, the Manatee County, Florida, Sheriff's Office, seeing the
person has to be let go.” Kaufmann also promotes the sheriff looking especially tired one day, suggested he
program by reminding management that when stress forces listen to a relaxation tape that the director had in his
an officer to leave the force or retire early, it is extremely  office. The sheriff found the tapes helpful and became
expensive to train a new recruit, and it will still take several  more receptive to the idea of a comprehensive stress
program for the departmeht.
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When an evaluation showed that many police supervie
sors had only a vague notion about his program’s ser-
vices, over a 20-week period the director of Tulsa’s
Psychological Services invited each member of the
command staff for a two- to three-hour “Friday After-
noon Tour” of the office, using the time to explain the
program as well as to initiate a personal relationship
with each manager.

program staff will not keep officers’ problems confiden-
tial;

law enforcement managers will use the program to
target some officers for disciplinary action; and

program staff, if they are not also officers themselves,
will not be able to understand and address members’

problems adequately.
Be proactive about contacting commanders and chileén
an opportunity occurs for the program to be of service. As thi is important, therefore, to obtain union or association
third paragraph in the letter of commendation reproduced asupport in the planning or early stages of the establishment
the following page (see figure 5) suggests, this strategy caf a stress program and to maintain ongoing efforts to ensure
be an especially useful way for individual mental healthcontinuation of this support.
practitioners or programs that serve several small law en-
forcement agencies to gain credibility with these departStrategies for Gaining Support and Referrals

ments.
Many of the strategies discussed above that are useful for

obtaining management support are equally effective with

Marketing the Program to Union union officials.

and Association Officials Involve the union in program plannings with administra-

As the bargaining unit and primary representative of modrs and supervisors, union and association officials will be
officers in the law enforcement agency, the union or associ&0re likely to support the program if they have contributed
tion can be a particularly important element in the success & its development. Contributions can be solicited by meet-
a stress program. For example, in some jurisdictions unio89 with representayves on anindividual basis, inviting them
have stymied any peer support program by demanding thig serve on an adws_ory board, or both. These methods can
officers be paid overtime or given compensatory time wher/SC be good ways simply to get to know and become known
ever they provide peer support; in others they have jeopa?y union and assomgtlon officials so they can associate a
dized the entire program by telling members that the couns8&me and a face with the stress progfane program

lors do not keep visits confidential and are a tool of managéi_lrector said that despite involving union officials ear!y on,
ment. Conversely, a union can promote the program to it§ took about a year before they started recommending the

members and their spouses, refer officers who need assRfogram to members.

tance (who often call union officials on matters related to o . )
drinking or suicide) arrange in some cases for the use After the initial plannmg_ stages, program staff can continue
program services in conjunction with or in place of disciplin-{0 Welcome the union’s ideas regarding future development.
ary measures, and either provide resources itself for th&/hen the president of the Michigan State Police union

program or influence the department to invest money or staffceived a number of calls from members who had drinking
in it. problems, or who knew of other troopers who did, he

approached the director of the stress program about develop-
ing a full-time staff position to be filled by a trooper with
whom alcoholic officers would be more willing to talk than
they were with the psychologists on staff. Together, the
The support of union or association leaders can be difficufjirector and the union president worked with the director of
to earn, particularly if the program is initiated by managepersonnel to fund the position, develop hiring criteria, and
ment. While union and association officials may be the firsgelectthe trooper_a recovering a|c0h0|ic_f0rthe position_
to agreethatitisimportant to address stress-related problems
among officers and their families, they may be concernegometimes timing—coupled with top-notch service deliv-
that ery—uwill win over a union. The director of the Counseling
Team in San Bernardino had tried unsuccessfully to con-

Obstacles to Gaining Support and Referrals
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Figure 5
North Kingston Police Department
Letter of Commendation

PASTE UP

94 Developing a Law Enforcement Stress Program for Officers and Their Families



vince union officials in one department to adopt the samplanners and staff can point out that by assisting officers who
contract provision that is included in all its other contracts—etherwise may have faced disciplinary action, a stress pro-
a requirement that all officers involved in a shooting attendjram can save the union money that might otherwise be spent
a group and individual debriefing. Shortly afterwards, theon attorney costs. This is one of the primary reasons that a
department had three shootings. On their own initiative, th&eamsters Union representative for the Erie County Sheriff’s
police supervisors on the scene called the program to provid®epartment gave for supporting the Erie County Law En-
counseling to the three officers involved. Afterward, theforcement EAP. Usually the union representative will refer
officers told union officials how helpful the assistance hadan officer to the EAP when he or she is going to be disciplined
been, which resulted in the union bargaining unit permittindy the department. The officer, union representative, mem-
mandatory counseling to be included in the department’ber ofinternal affairs, and director of the stress program meet
contract with the Counseling Team. before further action is taken; if the officer agrees to go to the
EAP, successful completion of treatment may mitigate the
Collaborate in providing stress services to officéfgchael  disciplinary action, helping the officer and saving the union
McMains, the San Antonio Police Department’s stress psythe expense of further negotiation. The union representative
chologist, helped the officers’ association establish a peesaid that he prefers to refer officers on a case-by-case basis,
supportteam of officers who have been involved in shootingmther than promote the program through meetings and fliers,
to provide support to other officers who become involved irbecause he does not want officers to view it as a way to “get
the use of deadly force. McMains helped obtain fundingff the hook” for disciplinary problems.
from the union and the police department for training the
peers, but the union runs the team. Furthermore, while aissist union officials with non-stress-related issudse
officer involved in a shooting is required to meet withdirector of the Michigan State Police Behavioral Science
McMains after the incident, the union attorney also meetSection has been able to win support from union officials in
with the officer after notifying the peer team about thepart through taking a role in union conflicts with the police
incident and arranging for a team member to stand by fananagement. Although some respondents said it is impor-
possible support. Informed of the peer team member’s availant for program staff to remain politically neutral, it may be
ability by McMains and the attorney, the officer may meethelpful to take advantage of opportunities to become in-
voluntarily with the team member for information about thevolved selectively in labor-management relations, particu-
legal process that will follow the shooting, preparation forarly if the stress program is part of the department, not an
the change in the officer's duties that will follow, and outside contractor, and risks being seen as controlled by
suggestions for coping with the emotional trauma of thenanagement (see the box “The Michigan Program Works
incident. with the Union and Management”). These types of activities
must be weighed carefully, however, against the risk of
Clearly define program guidelinedecause one of the alienating supervisors who are also essential to program
union’s or association’s greatest worries is confidentialitysuccess.
between members and program staff, it can help to spell out
program guidelines clearly in writing and to emphasize that

the program is aemployeeprogram, not a management Marketing the Program to Line

program (see chapter 2, “Planning the Program”). The MiCthficers
gan State Police union’s contract with management make

clear that the Behavioral Science Section’s services afgen with the backing of administrators, managers, and

employee services (see the box “Spelling Out Programinion officials, several barriers to officers’ use of services
Guidelines in a Union or Association Contract” in chapter 2-}nay remain.

To assuage the fears of representatives of the Rochester
Police Department officers’ association regarding privacy,
stress program planners involved the association in draftin@bstacles to Gaining Support and Referrals

its confidentiality guidelines, and members of the police _ _ _ _
association approved them in a formal Vote. Respondents ConS|Stent|y described five reasons Why offic-

ers might not support or use a stress program:
Emphasize cost-effectivenglisst as administrators are con-
cerned about running an efficient department, union officials ~ Lack of awareness or denial of stress and stress-related
are concerned about running an efficient union. Program  problems Officers may not recognize the level or ef-
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The Michigan Program Works with the Union
and Management

e Oiriginally, Michigan State Police internal investigators obtained information from officers involved
immediately after every shooting or critical incident. However, the union president wanted the
department to wait until later to interview the officers, when they were more likely to have a clearer
recollection of the event. Acting as an objective police psychologist, the department’s stress
program director reported to management that research suggests that officers do in fact provide
more accurate information about shootings some time after the event and, furthermore, that the
officers involved experience less stress if they do not have to confront the internal investigator
immediately after the shock of the incident. Taking the program director’s information and other
factorsinto account, the department worked out an arrangement with the union in which the union
president, immediately after a shooting, obtains a written statement from the officers involved (one
which omits information that would help the plaintiff's attorneys should there be a civil suit
by the alleged offender or his family) and provides it to the department to use in response to
media inquiries about the incident. The department delays its internal investigation.

e Again acting in his capacity as an objective police psychologist, the stress program director
provided the union president with information on shift work that the president used in negotiating
with the department to change fromm mandatory rotating to optional fixed shifts. (See chapter 9,
"Reducing Organizational Stress.”)

e Thedepartmentwastrying toreduce the use of two-person cruisers between darkness and midnight,
and the union was trying to maintain them. At the request of the union president, the stress program
director suggested to the department that in his experience having two officers in each cruiser was
a form of social support that appeared to reduce frooper stress. Although the department still
reduced its use of double teams, the director’s willingness to state his professional opinion as an
objective third party helped gain support for the stress program among union representatives and
members.

fects of stress that they or their family members are
experiencing.

Lack of awareness about the stress prograany

officers, particularly in a program’s early stages, may be
unaware that it exists, or they may confuse it with other
programs, such as a city or county EAP. .

Lack of perceived need for services or lack of confi-
dence in their effectivenedglany officers will have

Mistrust of program staff-ear of lack of confidentiality

is one of the greatest obstacles to participation in a law
enforcement stress program. This problem and possible
solutions are discussed in chapter 6, “Dealing With
Confidentiality.”

Fear of stigma Many officers either believe that
counseling is for “crazy people” and “wimps” or are
afraid that their colleagues feel this way.

their own, often very effective, ways of dealing with There will always be officers who will not trust the program
stress, including working out, athletics, fishing, or talk-or who believe that it is not useful in spite of staff's best
ing with their police partners or close family members.efforts at education and outreach. Several of the officers
Officers may consider counseling services to be “touchyinterviewed for this report who had never used their
feely” and not really useful for relieving stress. Olderdepartment’s stress services said that there was no way the
officers who have long worked under a system thaprogram, department, or union could convince them that
expected them to contain their emotions and work oustaff would keep their problems confidential. Still, the strat-
problems on their own may be especially confident thaégies described below may win over even some of these

they can deal with stress by themselves.

officers.
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Summary of Strategies for Gaining Line Officer Support

1. Hire staff who are well-qualified counselors and knowledgeable about law enforcement work.

(a) Consider the advantages and disadvantages of staffing the program with law enforcement
officers who are licensed clinicians.

(b) Learn about police work and consider using peer supporters.
2. Choose an appropriate name and office location.
3.  Maintain around-the-clock availability.

4. Prove that you have something beneficial to offer and will maintain confidentiality—and then rely
on word of mouth.

5. Expose officers to the program.
(a) Involve officers in program planning.
(b) Offer training and presentations at the academy and in-service.
(c) Assist with non-stress-related activities.
(d) Conduct proactive outreach.
(e) Maintain high visibility around the department.
(f) Provide written materials and encourage media publicity, including
e policies and procedures;
¢ articles and announcements in department and union publications; and

e brochures and other program materials.

6. Make officers aware of the program’s confidentiality guidelines and then stick to them.

Strategies for Gaining Support and Referrals thatonly someone who has been an officer himself or herself
can understand their problems. The directors of the Rhode
Stress program staff and independent practitioners haygland Centurion and Metro-Dade programs point to their
found the following strategies (outlined in the box “Sum-|aw enforcement experience as a key reason for their success.
mary of Strategies”) to be useful for gaining support amongjternatively, some mental health professionals have ob-
line officers and encouraging voluntary referrals. tained police training. A member of Michigan’s Behavioral
Science Section went through the academy for municipal
Ensure that staff are qualified and knowledgeable about layolice officers and now works one or two shifts a week as a
enforcement workimportant factors that officers consider sworn officer in a local police department.
when thinking about using program services are whether
they will feel comfortable with program staff and whetherSome law enforcement stress experts, however, claim that it
these people are qualified to help them. Many officers feas not necessary for staff to be, or to act like, officers;
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What’s in a Name?

The name of the stress program may have a subtle but powerful impact on officers’ aftitudes and
acceptance. It is unclear, however, which names are most effective. The director of San Antonio’s
program chose Psychological Services instead of EAP because he felt the latter would be seen as a
“fuzzy-headed liberal approach.” To others, however, Psychological Services sounds too clinical and
intimidating. The director of the Erie County Law Enforcement EAP is confident that her program name
is useful because it implies that the program’s goal is to assist employees and is specialized for law
enforcement officers. A psychologist who developed a stress program for law enforcement agencies in
western Michigan chose the name Law Enforcement Clarification Center. With this wording, he felt he
included all low enforcement officers, avoided the term “mental health” (which he thought had a
negative connotation), implied with “clarification” that something would be done “with somebody”
instead of “to somebody,” and, with the word “center,” generated a sense that program staff not only
freated clients but were also involved in training, research, consultation, and other activities.® A
psychologist who serves several police departments in Modesto, California, fitled a support group for
officers who had survived shootings Shooters’ Luncheon and later Survivors® Luncheon in an effort to
lessen the stigma that might be attached to attending support meetings.

Something as simple as how staff answer their phones can make the difference between conveying a
feeling of collegiality and one of indifference. Because each of the three counselors has his own
telephone line, the secretary for the Michigan program answers the phone with, *Dr. Kaufmann’s line,”
“Dr. Smith’s line,” or “Trooper Atkins’ line,” not “Behavioral Science Section.” By ftiting a packet of
information for agents “Your Employee Assistance Services,” the EAP for the Federal Drug Enforcement
Administration fries to convey a sense of program ownership to agents.

competency as a mental health professional, an appealingderstand their problems and then refer them to the stress
personality, and a good understanding of the nature of laprogram for professional assistance. Some program direc-
enforcement work are the most important qualifications fotors consider peers to be the most important single source of
gaining acceptanceChapter 4, “Choosing Among Staffing voluntary officer referrals.
Options,” examines these issues in detail.

Maintain around-the-clock availabilityOfficers are likely
Learn about police worklf program staff are not police to be impressed by the dedication of staff who make them-
officers, it is important that they learn as much as possiblselves available 24 hours a day, are willing to work long
about law enforcement, including the idiosyncracies of théaours, and volunteer their time. As the director of Michigan’s
departments they serve. Many officers are impressed whé&ehavioral Science Section puts it, “Be there when you're
staff volunteer their time, particularly on the night shift, toneeded—always” The director of the Metro-Dade program
learn more about them and their jdbSeveral program encourages new staff to prove themselves by going to crime
directors suggested riding with officers on a regular basisscenes and being prepared to stay as long as is needed in

critical incident situations. One staff member stayed with
Many program directors have found using peer supporters tufficers for 72 straight hours after a shooting. Most program
be one of the most effective methods of generating suppadirectors remain available on call through pager systems, and
and referrals (see chapter 4, “Choosing Among Staffingven when he was both working and going to school, the
Options”). Peers are particularly effective at outreach beMichigan program’s trooper counselor offered three ways
cause they are usually not seen as threatening or as lackiiog officers to reach him. One family member of a police
knowledge about police stress. Peers do not provide actuatfficer said she was impressed when she paged the depart-
counseling but can be the “first line” in helping officers toment stress program director on a Friday evening and the

98 Developing a Law Enforcement Stress Program for Officers and Their Families



director both called back within minutes and assured her th&mnotherimportant elementin selling the program is constant
she was not burdening him by calling in the evening. Ellerand widespread exposure. As a client of the Michigan stress
Kirschman, Health Resource Coordinator for the Palo Altoprogram observed, “The Docs are always trying something
California, Police Department, offers a caveat about goingew and never letting you forget they exist.” As the discus-
on scene because stress program staff can be seen as beirgjdn below suggests, programs achieve exposure in a variety
the way. In addition, while it is important for mental healthof ways.

professionals to demonstrate their willingness and ability to

endure the same gruesome sights officers face, it is al$ovolve officers in program plannindenlisting the assis-
prudent for professionals to do so with care, as well as ttance of officers in developing and improving services not
avoid being repeatedly or gratuitously “tested” in this way.only ensures quality but also makes the program visible:

When the director of the Erie County program sent
survey forms to 10 percent of the officers in each law
enforcement agency in the county to solicit information
on their stress levels and on the types of services they
wanted or would use, the survey not only helped her
fashion aresponsive program but also generated aware-
ness and support among many officers throughout the
county.

“We interviewed five providers and found only
one of them willing to be on call 24 hours a day,
every day of the year. Because it offered a member
of their staff always to be available to roll to the
scene of an officer involved in a shooting or other
critical incident, we . . . contracted with the Coun-
seling Team.”

— Captain Jim Nunn, San Bernardino
County Sheriff's Department * The Counseling Teamin San Bernardino gains visibility
as well as information by requesting a departmentto ask
its officers to provide the names of other officers they
Prove yourself—and then rely on word of moltany feel would be best suited to be peer supporters.
respondents emphasized that stress programs live or die by
word of mouth among officers. As one program director saidsimply meeting with officers in group settings or one-on-one
“One police officer saying the program worked is worth 50can also be a useful way to solicit suggestions and gain
seminars.” Officers who use a program and are pleased wittupport. Even those officers who do not participate may feel
its services can be its biggest advocates; officers who amore positive about a program when they discover it consults
unhappy with services or derisive about them can be with officers.
program’s most potent detractors. To this end, program staff
must prove themselve® officers as being capable and Offer training and presentation€onducting training semi-
trustworthy. The benefits of positive word of mouth arenars and making presentations about stress and the stress
evidenced by such officers’ comments as, “Word is startingrogram are common and useful strategies for educating
to get out and people are starting to see the stress progranofficers and generating support and referrals. (Training is
professional and productive,” and, “It's starting to getaroundiscussed in detail in chapter 8, “Preventing Stress and
that you can trust folks in the program.” The directors ofStress-Related Problems.”)
several programs believe that if they slip even once in their
dealings with officers—or are simplyerceivedto have  Many of the officers interviewed for this publication had
violated someone’s trust—all their other efforts at winningheard about their department’s stress program during police
support will be futile as word spreads through the policeacademy training. Program presentations in this setting help
grapevine. officers become aware of the stressful nature of police work
and the availability of program services before they even
begin work, and a presence at the academy conveys the
perception that the program is an integral part of the police
department fully supported by top management. However,
— Law enforcement stress program many police officers noted that they did not pay much
director attention to the academy presentation because they did not
think they would ever need stress services or because so
much other information was being presented during their
training.

“One police officer saying the program worked is
worth 50 seminars.”
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Points to Emphasize When Marketing a Stress Program

When making presentations or developing written materials, program staff may want to highlight the
following:

e Information
— Unique sources of stress and freatment needs of law enforcement officers
— Available services
— Eligible clients (including retired officers, nonsworn employees, and family members)
— Confidentiality policies
— Program staffing options (including peer supporters)
— Program phone number and location
e Themes
— An officer does not have 1o be referred or feel out of control to ask for help
— "You have a tough job, and we're here 1o help you,” not * You're broken and we’ll fix you”

— Program is an employee service, not a management tool

To help make a lasting impression on recruits, program staffrogram’s services. When an advanced officer survival
can use experienced officers and charismatic speakers t¢ourse included a session on stress taught by the director of
capture their attention. To try to convince skeptical recruitshe Counseling Team in San Bernardino, an officer in atten-
about the usefulness of the program, and to help make suttance who was still very troubled by a critical incident was
that they remember its existence, the Michigan State Policg impressed by the director’s recognition of the stages
Behavioral Science Section offers help that they may needvolved in going through a critical incident that she tele-
immediately, such as relaxation techniques to use befofghoned her that evening to ask to become her client.
especially difficult phases of academy testing. Staff from San

Bernardino’s Counseling Team arrange to give their firsAssist with non-stress-related activiti®rogram staff can
presentation at the end of the academy’s first day, whelpuild trusting relationships with officers by assisting them
recruits are particularly stressed. Reinforcement helps asgith non-stress-related activities. “By doing some of these
well: the Counseling Team provides presentations on six tactivities,” according to the director of the Michigan Behav-
eight different occasions during each academy, and its diremral Science Section, “officers see program staff as col-
tor and three or four other staff also go to nearly everyeaguestryingto catchthe bad guy and not as weird, eccentric
academy graduation to cheer on the new recruits and mingthrinks’ who know nothing about what’s going on in the
with them after the ceremony. streets.”

Many programs offer stress-related in-service training t@8  The nonsworn directors of some programs have become
officers and supervisors on aregular or periodic basis, which  familiar to many officers by serving as consultants
serves both to help them deal with stress and to publicize the (never as the negotiator) on the hostage negotiating
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team. They are on call 24 hours a day, 7 days a week, ¢0
respond to hostage emergencies. Some officer-clini-
cians dopatrticipate in hostage negotiations—but only
in their capacities as sworn officers. John Carr and
Patricia Carr of the Rhode Island Centurion Program are
their respective police departments’ senior, FBI-trained,
hostage crisis negotiators; similarly, Sergeant William
Garrison, head of the Metro-Dade Police Department’s
Health Services Section, is a negotiator with the
department’s special response team of hostage negotia-
tion and suicide intervention specialists. The negotiator
role provides avaluable assetto the Carrs’ and Garrison’s
respective departments. This experience and training
also reinforce their credibility in the provision of critical
incident debriefing support to officers in their own and
other departments.

Providing conflict management assistance is another
way that program staff can become known around the
department as colleagues, not just a counselors. The
director of the Michigan program was asked by the State
Police union president to mediate in a conflict between
a post commander and his troopers, and in another

Other non-stress-related activities that program staff
may nonetheless be qualified to perform include train-
ing the SWAT team, canine unit, and underwater team
to deal with fear, and helping investigators with criminal
profiling and investigative strategies. For example, after
viewing a crime scene together, the director of the
Michigan Behavioral Science Section and the detective
sergeant on the case were watching a video rerun of a
news conference atthe police station in which a husband
and wife accused of a crime were asked by the an-
nouncer, “Did you do it?” The wife said, “No, and we’ll
take a lie detector test,” but the husband said nothing.
The program director suggested that the officers inves-
tigating the case get the husband to a polygrapher (and
one who videotapes all his tests) before he got to his
lawyer. The officers did, and the man confessed to the
polygraph operator. The director of the Rhode Island
Centurion Program has been able to publicize his stress
program by participating with several local police de-
partments in writing grant proposals to Federal agencies
for funding to work with victims of crime (who also, of
course, experience considerable stress).

between white and black troopers. In the latter case, théonduct proactive outreactfSometimes the best way to
program director asked the commander to rent a motencourage officers to use program services is to contact them
conference room off-site and mandate the 12 troopemirectly, on an individual basis, to offer assistance. This
involved to meet there for an all-day session which ha@pproach is usually especially effective shortly after a criti-

moderated.

Proactive Outreach
Pays Off

cal incident, when it is public knowledge that an officer has
been under a great deal of stress or has experienced a trauma.
Even if immediate contact is not possible, direct contact as
soon as possible can still be effective. The director of the
Metro-Dade program located an officer to offer him services
a year after the officer had been involved in a shooting and

One counselor called an officer three weeks
after she had been in a fraffic accident in
which her partner and the driver of the other
carwere killed to find out how she was doing
and to ask if he could come see her. The
officer wondered, "What can he say to me
that willmake this better?” but she ended up
talking to him for two hours on the phone
and came to his office to see him for four
additional 90-minute visits.

Anotherpolice officer called his department
psychologist to ask how fo talk to a friend
who was dying of cancer. After providing
some suggestions, the psychologist asked,
*And how are you doing?” “Not so good,”
the officeranswered. The psychologist drove
to the station and talked with him for two
hours.

had left the department, moved to another city, and then
moved back to Miami. When the recovering alcoholic trooper
who became a counselor in the Michigan stress program
receives calls from captains asking him to speak to troopers
with drinking problems, he will explain to them in a
nonconfrontational manner that people who care about them
are concerned about their behavior and want them to obtain
assistance with their problem. If the trooper is not responsive
immediately, he leaves his business card and does not push
the matter further at that time, but he may call back later to
offer assistance again.

Many program directors send staff to the scene of shootings
or other critical incidents, if agreed upon by the department,
to provide services directly to officers who may request them
or to let them know that help is available. Supervisors in San
Bernardino and Michigan are required to call their respective
stress program to send someone to the scene after every
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Setting Limits on
Marketing and Outreach

Although marketing and outreach are key to
program success, if staff go overboard in their
efforts they risk alienating officers. For instance,
although it is important for staff to demonstrate
an interest in and familiarity with law enforce-
ment work, it is equally important to maintain
professional boundaries. In addition, staff should
be careful not to push their services too hard on
officers, for risk of wearing out their welcome.
The director of the Erie County program said that

| got this thing going. . . .” Ellen Kirschman, the Health
Resource Coordinator for the Palo Alto Police Depart-
ment, whose office is in the police station basement
between the locker room and the briefing room, reports
that she counsels people “in doorways, bathrooms, and
in the hall.”

The director of the Metro-Dade program uses his per-
sonal credibility in the department to help new staff get
their footin the door but requires them to spend a certain
amount of time on their own each week with officers,
observing their work and simply getting to know them.

Staff on the San Bernardino Counseling Team attend
officer promotion parties, retirement parties, weddings,

she tries to be visible in the departments she and every funeral.

serves but does not “show up at everything alll
the time.” Instead she tries fo let officers know
she’s there to help them and then backs off and
allows positive word of mouth to generate refer-
rals. She also is frank about her limitations, saying,
*I’'m not here to tell you how to do your job or to
pretend | know alot about what you do, but | do
think | can help you.”

Making presentations at roll call and at union or association
meetings can also be useful for generating referrals. Staff
must be careful, however, not to getin the way of officers, be
too pushy, or over-identify with police work (see the box
“Setting Limits on Marketing and Outreach”).

“l do a lot of management-by-walking and
got-a-minute therapy just by walking around
headquarters every day. Troopers come up to me
and say, Do you have a minute, Doc? | got this
thing going. . . .”

shooting. After the bombing of the Federal building in
Oklahoma City, Bureau of Alcohol, Tobacco, and Firearms
(ATF) peer supporters contacted affected agents and their — Gary Kaufmann, Director, Behavioral
families, as well as agents called in to respond to the Science Section, Michigan State Po-
bombing, to inform them of common reactions to trauma and lice

provide support. Several peers went to survivors’ homes or
to the hospital to offer assistance.

Provide written materials and encourage media publicity
Maintain high visibility around the departmefitis impor-  written program information is an easy way to reach a large
tant that officers be able to put a face to the stress programumpber of officers, and many officers are more likely to trust
Visibility can be particularly difficult—and important—for - 5 program ifthey see its policies, particularly those regarding
staff of programs located outside the department, such ggnfidentiality, in writing. As a former program director
individual psyChologiStS who have contracts with one Orsaid, “No matter how much bndge_bu"dn’lg a psych0|ogist
more agencies. Many of the strategies discussed above Willay do to establish good will and acceptance within a police
help to personalize a program, however, counselors cafepartment, individual and family counseling will not be
benefit by simply spending time at the department: successful unless a clear-cut policy of confidentiality and
privilege can be established. . . . Without confidentiality
*  Thedirector of the Michigan program does what he callgestraints that are very clearly spelled out and maintained,
“management-by-walking-around” or “got-a-minute few requests for service are likely to be receive(Chapter
therapy.” He goes to the State Police headquarters at “pjanning the Program,” and chapter 6, “Dealing With
7:30 every morning for mail and to make rounds withconfidentiality,” discuss methods of assuring and publiciz-
personnel directors, chat with troopers, and be availablgg confidentiality.) One way to emphasize that the stress
for the casual approach: “Do you have a minute, DocBrogram is ammployeenot a management, program is to
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A Newsletter Column
Gets Results

A binge drinker whom most considered a model
frooper read an article that Jeffrey Atkins of
Michigan’s Behavioral Science Section had writ-
ten. After his wife and three children threatened
to walk out, the trooper called Atkins for help.
Atkins lined up a tfreatment program, but when
he visited the officer the man said that he no
longer needed help because he had been so-
ber for two weeks—"I've got a handle on the
problem.” Two months later, the tfrooper called
Atkins again and said, “I'm drinking again. What
do | do now?” Atkins drove him to a hospital
where the trooper completed inpatient treat-
ment. The officer is now back on the job—so-
ber—and still a model tfrooper.

have policies and procedures written into the union contra
(see the box “Spelling Out Program Guidelines,” in chapter,

Articles and advertisements in union or association public
tions also provide visibility. The directors of the San Antonio
and Erie County programs occasionally write about stres
related topics in their police departments’ union newsletter:
The Michigan program’s trooper counselor writes a periodi

a_

S-
S
C

such an officer if he would agree to an interview would
damage her credibility with him—and, through word of
mouth, with other officers.

Distributing brochures, memos, and other program literature
that discuss stress and describe program services is a good
way to reach all officers with at least basic information to
educate them about stress-related problems and let them
know that assistance is available. These materials, however,
should be eye-catching and easy to skim quickly for informa-
tion. (See the sample brochure from the Michigan State
Department of Police Behavioral Science Section in
appendix J.) It may be helpful to distribute a brochure once
ayear with officers’ paychecks. Program staff may also want
to have videos on stress, critical incidents, or similar topics
available for officers to check out and view on their own.
Chapter 14, “Tapping Other Resources,” identifies three
videos that can be used for this purpose.

Marketing the Program to Other Law
Enforcement Staff

éome programs offer services to corrections officers, retired

officers, and nonsworn personnel. Many of the strategies
described above can be useful for generating support and
referrals among these groups, too. Special efforts may be
necessary, however, since these groups may assume that the
stress program is not available to them. The Michigan State
Police Behavioral Science Section provides a six-hour train-
ing seminar on stress, the program, and its services for
Civilian employees at seven or eight posts across the State
each year. In addition, over the years program staff have

column in the union’s newsletter. The monthly union news-
paper serving Metro-Dade police officers regularly prints,
the stress program’s phone number as areminder. Posting the
program telephone number on bulletin boards and other
visible locations can also be useful.

provided sessions to two mostly civilian divisions which
suffered the premature death of well-liked coworkers;

» trained the personnel division in how to screen appli-

. . . cants for nonsworn jobs;
Staff may also wantto encourage local media to write articles J

about the program. The Erie County Law Enforcement EAP
received an increased number of calls after a Buffalo news-
paper ran a story on the program. This approach could
backfire, however, if the article is not framed in a positive,
context. Also, staff need to be wary of reporters who want
detailed anecdotes about officers. The Erie County program

(rj\;teigaoarl ?_?/Sr:lej\:\?segh%mn dseesvpeitrglt;iq;jtj?ii t@%;g%c::;i;su:gispatchers are a special focus for some programs. The Erie
would generate, because they wanted to talk with an 01‘ficerOunty program director periodically helps train 911 dis-

who had attempted suicide, received help from the progrargztr?geerrsngrn dﬁ;eézjnnsdelki‘r?n$lér;?n?srltl?3:(;23;?5:]:(3?':)86 d'ir:e
and remained on the force. The director felt that even to as 9 P P 9

helped divisions institute performance appraisal sys-
tems to assess supervisor effectiveness; and

helped a division with team building after it was forced
to adopt a new automated fingerprint system.
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to critical incidents requires the on-scene mental healtbers directly. The strategies described above for marketing
professional to ask whether the dispatcher needs help copitite program to line officers will go a long way toward
with the incident. While many police officers and civilians generating awareness and support among family members.
wonder why there is a need to counsel the dispatcher—"Shédethods of marketing the program directly to family mem-
wasn’t out there at the scene!”—the head of the Counselingers are described below. Because they are also program
Team points out that “dispatchers feel very responsible faservices as well as outreach strategies, the first two ap-
the life or death of the police officers on their force,” and theyroaches below—training and proactive outreach—are dis-
experience considerable pressure, stress, and sometintessed in greater detail in chapter 11, “Services for Family
feelings of guilt when an officer is hurt or killed. Members.”

Conduct trainingOne of the most common ways to educate
Mqueﬁng the Program to qu“y and generate support among officers’ family members is

through training. This is done most easily during the acad-
Members

emy, by inviting or requiring officers to bring family mem-
Several program directors said that they delayed conductiRf"s 10 @ special seminar. Family members may be more
outreach to family members until the program had estad€ceptive to the training, and subsequently to the stress
lished some measure of support among officers. This afrogram, if it includes presentations by or discussions with
proach made it easier to reach family members becauS@OUS€s of officers. Staff may attract more family members
officers were then more willing to tell their spouses orlo training sessions if they are scheduled at convenienttimes,
significant others about the program’s services. Most pro.L_Jsually in the evening, and i.f child care'is provided. Finally,
gram staff find that family members often support the prolt may be helpful to emphas_lze that their stre§§ level does not
gram once they learn about it. However, generating awardave to be extreme for family members to visit the program

ness in the first place, and then gaining referrals, can still J& counseling; one spouse reported about her academy
difficult. experience, “It waserystressful for me while my husband

was in the academy . . . but | never thought about coming to
the program because | didn't think my problem was that
Obstacles to Gaining Support and Referrals ~ bad.”

The most significant barriers to gaining support and referrafts
from family members stem not from ambivalence aboutthe ~ “When we visit the police station or hospital to
program but either from ignorance that the program exists or  talk with officers after a critical incident, we
fear that seeking help will tarnish the officer'simage. Asone ~ a@lways make sure to talk with any spouses and
officer’s wife said, “Wives may wonder if they are being  children who are also there.”

disloyal to their husbands by talking about them with another — Nancy Bohl, Director, the Counsel-
man [the counselor].” In addition, under the impression that ing Team, San Bernardino

their family members do not and never will need any kind of
assistance, officers may not tell them about the program, or

they may deliberately withhold information about the pro-conduct proactive outreacBeveral program directors have
gram because they do notwant fam"y members to a|rfam|lu'|ed innovative Ways Of approaching famiiy members d|'
problems with anyone else, especially with someone assogictly. Nancy Bohl, a counselor from the San Bernardino
ated with the department; they may feel that knowledge af ounseling Team says, “when we visit the police station or
their personal problems might be used to prevent promayospital to talk with officers after a critical incident, we
tions, or they may feel embarrassed to have other personnglyays make sure to talk with any spouses and children who
learn about their difficulties at home. Even an officer whogre 3150 there.” A program serving a police department in
acted as a peer supporter said that his wife knew nothingexas sent peer officers on home visits to families of new
about the program. officers to inform them about available services within the
department and the community and to hand out a video that
Strategies for Gaining Support and Referrals  explains police work and associated stfedewever, peer
supporters with the Erie County program said that, while they

Counselors generally promote their services to family memgrequently help officers with marital and other relationship
bers both through officers and by approaching family mem-
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problems, they are reluctant to offer or provide assistanddail brochures and other program materialSeveral
directly to family members for fear that officers would respondents said that staff cannot rely on officers to bring
disapprove. home materials that are sent to them at the department. As a
result, both the Erie County and Michigan programs have
Program staff may want to consider training peer spouses toailed brochures or other program materials to officers’
provide outreach to officers’ family members. Whenevethomes as a means of generating referrals. However, staff
possible, the Counseling Team invites spouses to beconsould be prepared to encounter resentment among officers
peers and participate in the three-day peer supporter trainingho may feel that the program sentinformation home “behind
However, only a dozen or so spouses have become pdéeir back.” For instance, in another jurisdiction, a police
supporters, partly because departments will not pay them ttepartment lieutenant who serves as his agency’s stress
attend the required three-day training. In Modesto, Califorefficer sent a mailing to “the family d&ach officer describ-
nia, wives of officers who had been involved in shootingdng his services and reported, “I received a little flak from a
formed a spousal support group that calls the spouse of eveaw officers asking me, ‘Why are you telling my family about
married officer involved in a shooting to offer child care andyour services? ™ Department newsletters can also be a useful
other immediate assistance. A week or two later, someorneay to reach family members. After reading articles in the
from the group calls to invite the spouse to a support groupnion newsletter written by the recovering alcoholic counselor
meeting. in the Michigan program, several family members called the
program for assistance with family drinking problems.
Encourage word of moutiWord-of-mouth promotion of
stress programs is probably not as common among familis illustrated by the several referencesin this chapter to other
members as it is among officers for two reasons: (1) becauparts of this publication, marketing and outreach are tied
some officers are reluctant to have their spouse or significaotosely to many other aspects of stress program development
other share family problems with someone associated withnd operation. The planning process, the organization and
the department, they do not mention the program to thenipcation of the program, program staff, and referral sources
and (2) because officers’ families do not necessarily socialdiscussed in previous chapters) as well as program services
ize with each other often. Evenifit does not occur frequentlyand monitoring procedures (discussed in subsequent chap-
however, word of mouth is still an effective way to spreaders) all have a major impact on whether the program will be
information about the program to family members. Oneaccepted and used. For this reason, in addition to the direct
officer’'s wife who used the department’s program services tmarketing strategies described above, planners and staff
help her cope with her husband’s drinking problem recommust be particularly sensitive to how each feature of the
mended it to other wives, who expressed surprise that th@ogram will be perceived by its potential clients. To be sure,
program was available to them. In another jurisdiction, am stress program is a difficult sell among law enforcement
officer's spouse who had been a client of the program was Bdministrators, supervisors, unions, line officers, family
a unigue position to promote it among other spouses becausembers, and civilian personnel. However, as emphasized
a number of them patronized the health club she ran—arat the beginning of this chapter, with patience and ongoing
frequently shared their frustrations about police work withmarketing efforts, staff should be able to generate the aware-
her. ness, support, and referrals necessary to make their program
a success.
A final word-of-mouth approach most programs use is to
encourage officers who come for counseling to ask theifhis chapter has explained how training can help win the
spouses to attend, especially if the officer’'s problem is &ustand support of officers and their family members. Most
couples issue or is affecting his or her spouse. With thenportantly, of course, training provides an opportunity to
officer's permission, a counselor with the San Bernardinalo what many program staff and law enforcement adminis-
Counseling Team telephones the spouse directly in theseators believe is mostimportantin addressing stress: prevent
cases and invites the person to come in for one sessid@rfrom occurring in the first place. Chapter 8 looks at how
without the officer, to give the spouse’s perspective of thetress programs train officers in stress management and
officer's problem. Only one spouse has ever refused. Fucoping strategies.
thermore, the counselor said, once the spouse has come for
that initial session, “then the officer is more likely to come
back with the spouse.”
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Chapter 8
Preventing Stress and Stress-Related
Problems

Key Points

e The most common method for preventing stress is to train officers to recognize its sources and signs
and to develop individual strategies for coping with stress.

e Training also serves to market the program to officers and nonsworn personnel and to reduce the
stigma frequently associated with obtaining help for stress-related problem:s.

e Training regarding sources and manifestations of stress helps o reduce anxiety and worry over the
unknown, decrease officers’ sense of isolation with regard to their own stress-related difficulties, and
increase officers” motivation to take steps to combat stress.

e Most of the program administrators and independent practitioners contacted for this publication,
as well as many of the officers interviewed for it, said that the academy is the best time to train
officers about stress because recruits are a captive audience and the information may remain
with them for their entire police career.

e In addition to training at the academy, it is useful to provide in-service training not only for line
officers but also for mid-level managers and command staff, prospective retirees, and nonsworn
personnel. Training can be on general stress-related issues or can include specialized classes
tailored to specific units, such as the SWAT team.

Program staff contacted for this publication consistentlyone on individual stress (the present chapter) and one on
emphasized the importance of helping officerprievent  organizational stress (chapter 9), while treatment of stress—
stress-related difficulties and to develop effective ways ofegardless of its source—is addressed in chapter 10.
coping with inescapable probletnsforethey require clini-
cal intervention. In fact, some stress program practitionerStress-related problems can be prevented in two principal
consider prevention efforts, through training and educationyays: (1) by eliminating the sources of stress themselves, and
their single most important activity. The Rochester Policg2) by learning how to deal with stressful conditions before
Department’s Stress Management Unit, for example, wathey lead to problems. Of course, there are many strategies
developed as a prevention program, with training as itthat individuals can use to prevent or reduce stress. This
primary mission. chapter focuses not so much on the individual approaches as
on the ways that law enforcement stress programs can teach
Of course, individual and organizational stress are inextricahem to officers. As discussed below, the most common
bly linked. As aresult, programs that expect to make a serioapproach to stress prevention is providing training on sources
dent in reducing stress among law enforcement officers araf stress, its manifestations, and coping strategies. Training
their families need to address both sources of stress simulfar law enforcement employees’ family members, an in-
neously, through both prevention and treatment. Howevecreasingly popular program activity, is discussed in chapter
for discussion purposes, this report artificially divides thell.
discussion of stress prevention into two separate chapters,
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Why Conduct Training? tion strategies, and (3) information on the department’s
stress program and other sources of assistance.
There are a number of compelling reasons for program staff
and independent practitioners to train officers in stres§gources and Manifestations of Stress
prevention:
The most fundamental component of stress prevention train-
(1) to increase officers’ awareness about the nature dfg is general awareness. Many officers have never talked
stress, the unique stresses associated with law enforc@out stress before or have considered it a problem only for
ment work and their personal lives, and the Waming/veak individuals. They are therefore often unaware of how
signs that indicate that they, their colleagues, or theitt can affect them. Simply increasing officers’ awareness

family members are experiencing stress-related prokbout stress may serve to _help reduce it. Training in stress
lems and may need assistance; awareness can lessen anxiety about the unknown, decrease

officers’ sense of isolation with regard to their stress-related
(2) to help employees learn specific strategies to prevestifficulties, and increase their motivation to take steps to
and cope with the stress they, their colleagues, and théipmbat stress.
family members experience;

According to law enforcement stress experts Jo-
seph Hurrell, Jr., and William H. Kroes, “[W]hen
individuals are unaware of the nature of threats to
their well-being, they are less able to escape,
avoid, or directly confrontthem. Thus, in order to
successfully cope with stress on an individual or
organizational level, officers need to be made
aware of the nature of job stress and its conse-
guences.?

(3) to help market the program by providing information
about its services and other available resources, intro-
ducing officers to program staff, and beginning to earn
the department’s trust (see below and chapter 7, “Mar-
keting the Program”); and

(4) toreduce the stigma associated with stress-related diffi-
culties by teaching officers that certain reactions to
stress are normal.

Although stress management training requires time and
money, there is widespread agreement among not onknumber of sources of job stress specific to law enforcement
program staff but also law enforcement executives that thare typically identified and discussed in stress trainings, such
benefits are well worth the investment. William Garrison,as physical danger, long periods of boredom, court rulings
Director of the Metro-Dade Police Department’s Healthand procedures, public hostility, and characteristics of the
Services Section, initially provided only counseling to offic- organization such as rotating shift work and limited oppor-
ers, but gradually he made training a significant prograntunities for promotion. Officers are also usually taught to be
activity as he saw the need to deal with officers’ problemaware of personal stress that arises from family problems, as
before they led to crises as well as with management issuegll as of the stress that the officer may be causing his or her
that were causing officers stress. The commissioner of Cefamily. In addition, training typically explores the manifes-
tral Police Services in Erie County said that training is theations of stress: physical disorders such as heart disease,
most useful and far-reaching aspect of the county’s lawigh blood pressure, fatigue, and headaches; emotional and
enforcement stress program. By helping law enforcemergersonal problems such as anxiety, depression, family dis-
officers prevent and reduce stress-related problems, trainirggrd, and alcoholism; and inadequate work performance,
can contribute to an organization’s overall efficiency. such as excessive use of force, rudeness to citizens, lateness
and absenteeism, and failure to complete reports. Some
training topics, of course, may be tailored to a specific
Common Training Topics Designed audience. For instance, program staff and independent prac-
titioners may teach recruits about the general sources of
To Prevent Stress stress they can expect to face in their careers but provide

Reflecting the first three objectives listed above, training>WAT téam members with specific training on how to cope
topics typically fall into three categories: (1) sources andVith critical incidents. The director of the Erie County Law

manifestations of stress; (2) individual coping and prevenEnforcement Employee Assistance Program tsupervi-
sorson the progression of stress-related problems and the
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importance of intervening early with troubled officers undemanagement. If stress program staff are not qualified to

their command. conduct such training, they can recruit other experts to lead
the sessions or they can make videos and other instructional

Individual Coping and Prevention Strategies materials on the topics available to department employees.

Usually the principal goal of stress managementtrainingistghe Stress Program and Other Resources
increase the officer’s ability to prevent or cope with stress by

using a wide range of strategies: The third major training topic consists of providing informa-
tion about resources available to individuals who need
« learning skills to be as effective as possible in hand”n@ounseling or other types of assistance due to stress-related
what are already stressful situations per se, such affficulties. Training in this area is intended to increase the
domestic violence, serious traffic accidents, shootinggollowing:
death notification, and dealing with suicidal and men-

tally ill individuals; .

understanding human behavior and the psychological
processes relevant to police work so that officers can
recognize when their own reactions should be seen as
normal—or as not normal;

maintaining physical health and well-being through diet
and exercise (which may be facilitated through a depart-
ment wellness program);

awareness and familiarity with the stress program—
including its location, purpose, activities, and staff mem-
bers;

acceptance of the stress program and willingness to use
its services; and

knowledge about additional helping agencies and pro-
fessionals in the community.

increasing body awareness and relaxation through bio-

Training is an excellent vehicle for publicizing

services of the stress program. Most officers inter-
viewed for this publication said that they learned
about the stress program through training ses-
sions. Beyond that, trainers can try to limit resis-
tance to using program services by reducing the
stigma often associated with seeking psychologi-
cal services from mental health professionals and
by explaining the confidential nature of the ser-
vices.

feedback, meditation, or yoga;

* managing anger (see the box “Anger Management Train-
ing at the Rochester Police Department”);

* learning to communicate effectively with family mem-
bers, peers, supervisors, and citizens;

» restructuring attitudes or thoughts that contribute to
stress; and

» planning his or her career. Finally, trainers can provide information on helpful re-
sources in the community—or within the officers’ own
Trainers may simply describe or summarize some strategiedepartment—that can be called on if stress program services
or, in more extensive programs, they may provide officers aare not appropriate or are insufficient, or if officers prefer to
opportunity to practice and experience certain techniqueseek help outside the department. In many cases, this may
under supervision. In addition to these individual coping anehean simply providing the names and telephone numbers of
prevention strategies, trainers can teach officers how to hel@rious practitioners (such as clinical psychologists) who
colleagues who have been involved in critical incidents ohave worked with police clients in the past and have demon-
who are experiencing other stress-related difficulties. Officstrated an understanding and sensitivity to the roles and
ers can learn, for instance, what to say (and whidd say)  problems of officers. Experienced patrol officers are already
and when to encourage troubled officers to seek assistandamiliar with local resources such as local mental health
centers or detoxification centers because they transport
Some programs and independent practitioners offer trainingthers to these agencies in the course of their work. However,
that, while not specifically stress-related, may still help inthey may be unwilling to use these agencies personally
reducing stress, such as seminars in parenting and financk@cause they are likely to be recognized. As aresult, trainers
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Anger Management Training at the Rochester Police
Department

The Rochester Police Department’s Stress Management Unit has been providing anger management
fraining since 1987 in an effort to reduce not only the use of excessive force on the job but also the health
problems and domestic difficulties that can result from failure to deal appropriately with anger. Three full
days of fraining are offered to officers over a three-week period several times throughout the year. The
classes are interactive, using role playing, videos, and group discussions, and they focus on the
connection between anger and stress, the physical and emotional effects of anger, and ways o
acknowledge anger and express and control it appropriately. Line officers, investigators, sergeants, and
lieutenants are frained in separate groups.

In additionto the program director and program counselor, seven frained officers (five of whom are peer
supporters) conduct the anger management training classes. By the end of 1995, the unit had provided
anger management training to over half of the officers with the department.

For an evaluation of Rochester’s training program, see Abernethy, A., “Anger Management Training for
Law Enforcement Personnel”, Journal of Criminal Justice, 22 (1994): 459-466.

need to be able to provide the names of agencies that a#tention of the recruits, who are bombarded with a large
located outside the officer's work jurisdiction and homeamount of information throughout the academy (see the box
neighborhood. “Training Tips” and chapter 7, “Marketing the Program”).

Inthe majority of jurisdictions contacted for this publication,
Types of Training the program director delivers the stress training, sometimes
in conjunction with other academy instructors and veteran
Training involving the major topics summarized above needsfficers. The director of the Erie County program, for ex-
to be tailored to the interests and perspectives of the particample, trains recruits with a chaplain from the New York
lar audience being addressed. Some of the needs and iss8este Police Department and other officers.
that are most relevant to recruits who are just beginning their
academy training are very different from those of eitheMhen time is limited, training for recruits generally follows
seasoned patrol officers or department command staff. Thisstandard lecture format and provides a brief overview of the
section examines training strategies for five distinct auditopics listed above. Examples are often provided of (anony-
ences: recruits, line officers (including members of specialmous) officers whom the program has helped. When more
ized units, such as the SWAT team), supervisors and contime is available, films, role playing, and case studies are
mand staff, prospective retirees, and nonsworn employeesften used to supplement the basic lecture format. Through
Training for family members is discussed in chapter 11. simulation exercises, Counseling Team staff in San Bernar-
dino, California, deliberately create stress for recruits, to
Training for Recruits prepare them for domestic violence calls and other situations
when people may be “in their faces” and they need to control
Most of the officers, program administrators, and indepeneir reactions and emotions. Trainers may also distribute

dent practitioners contacted for this publication said that th@ritten materials such as descriptions of the stress program
academy is the besttime to train officers about stress becausiereprints of articles on stress.

there they are a captive and relatively receptive audience and

the information will be of use to them for their entire policeTraining delivered to recruits by the Rochester Police De-
careers. However, itis important that the training capture thgartment focuses not only on police stress but also on the
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Training Tips

Law enforcement officers may view stress training with the same indifference or skepticism with which they
view counseling and other stress services. Officers report that recruits in particular often disregard stress
fraining during the academy because the sources of the stress (e.g., shift work, dealing with the public) are
so remote and because they are almost totally caught up in the immediate demands of academy course
work and training. As a result, program staff must make special efforts such as the following to engage and
retain recruits” and experienced officers’ attention.

Use concrete examples from police work, not just dry, technical information. As William Garrison,
Director of the Metro-Dade program, notes, use of videotape news coverage of actual incidents
is beneficial to break the denial of the officers’ veil of invincibility in their pragmatic world. Interest is
also heightened by supplying specific details or litfle-known facts of a major incident that hits
close to home for the officers. Major incidents that have little relevance for the officers in their
work environment will be of little interest to them if they cannot relate to them. The case studies
should involve a person they can identify with so that they can apply what they know to be true to the
situation.® If time permits, frainers can involve recruits in role playing.

Invite veteran officers—especially those considered to be among the toughest, such as SWAT team
members or coommand staff—fo speak about their personal experiences in coping with various stress-
related difficulties.

Present videos on police work and police stress that will capture officers’ attention. The Bureau of
Alcohol, Tobacco, and Firearms (ATF) presents a video on stress during its roll call training, new agent
fraining, safety and survival seminars, and supervisory training (see chapter 14, “Tapping Other
Resources”).

Provide materials that officers can read later and can give to their family members. The ATF distributes
handouts on symptoms of addiction, the agency’s EAP, and other topics during a one-hour orientation
for new agents. Drug Enforcement Administration Employee Assistance Program trainers provide a 46-
page workbook to supervisors that covers such topics as the tfroubled employee and provides a list of
recommended readings. A workbook and other handouts are also distributed to agents and other
employees during training.

Poll the attending officers regarding their own experiences with stress-related difficulties, such as critical
incidents. If any are willing, encourage them to describe briefly how they dealt with their problems.

Encourage the attending officers to evaluate the usefulness of the fraining session and suggest how it
could be improved.

Write articles on various stress-related topics for department and union newsletters. This is a subtle but
effective way to provide continuous training to law enforcement employees and their families.
However, the articles need to be written in a clear, easy-to-read manner—without academic jargon—
and focus on practical matters of immediate interest to officers, not abstract concepts.

Have written materials, videos, and other materials on stress and coping strafegies available at the
program office for officers to check out and bring home.
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sources of stress recruits experience during the academy gmigram was established or who moved from other jurisdic-
intheirinitial years onthe job. The director of the department'sons may not have received any stress training.

Stress Management Unit notes that stress from the highly

rigorous recruit training process is far more salient to recruitBrogram staff can arrange for special in-service training
than the future stress they can anticipate as patrol officersessions, but many program directors have found it useful to
During the first week of the academy, program staff telincorporate stress training into existing, mandatory in-ser-
recruits that although they should become aware of commarice training sessions. For example, Michael McMains of-
sources of police stress before they are assigned to duty, rights instruction on stress management to San Antonio offic-
now they need to focus on getting through the academy witkrs as part of the State-mandated 40 hours of in-service
a minimum level of anxiety. Staff instruct recruits in simpletraining that line personnel must receive every two years. In
relaxation techniques, for instance, asking them to turn ovetll, he provides approximately four to eight hours of in-
the papers in front of them, close their eyes, and breatheervice training each year. The Erie County Law Enforce-
deeply. Michigan State Police Behavioral Science Sectioment EAP offers a voluntary all-day course for rank and file
staff help recruits deal with their anxiety about passing thefficers on a quarterly basis. Area clinicians contracting with
firing range test and other skill examinations in an effort tahe Drug Enforcement Administration EAP conducted 264
both relieve theirimmediate stress and demonstrate how thaining workshops with 4,600 DEA employees and family
program can be of practical benefit. members throughout the country in 1994.

The timing of stress training during the academy varie®Vhile most in-service training is applicable to all line offic-
widely from program to program: ers, many program administrators and individual practitio-
ners have been asked to provide instruction to special units
» The Metro-Dade program provides four separate trainen the unique difficulties they experience. The commander
ing sessions for recruits. During the academy orientaef the Michigan State Police Department’s dive team asked
tion, staff deliver a brief presentation about the stres&ary Kaufmann, the Michigan program director, to develop
program. Later, two separate courses cover in mora training session for officers who were prone to underwater
detail the program’s services for officers involved in panic. As afirst step, Kaufmann himself was trained in scuba
shootings or other critical incidents. Finally, during adiving. Even though he too had difficulty managing his own
family night, program staff discuss the changing feardgright underwater, he developed a set of training techniques
and concerns of officers and their families during differ-and selection criteria for the dive team commander to use.
ent stages of the officer’s career. Another counselor with Michigan’s program facilitated a
fear management session for the department’s canine unit.
* Michael McMains, Director of Psychological Services Cindy Goss, with the Erie County program, conducts a
forthe San Antonio Police Department, provides twelve'strategic communication” class, designed for officers who
hours of stress management training split between thigave received numerous citizen complaints, on how to deal
second and last day of the academy. He also hostswéth the public without becoming angry and aggressive. She
family weekend. also put together an eight-hour training session dealing with
reactions to critical incidents for members of the hostage and
Like the two cited above, many programs incorporate int&WAT teams.
the academy a family night or other training session to which
officers are encouraged to bring significant others. (Chaptdn-Service Training for Supervisors
11, “Services for Family Members,” discusses this and othesnd Command Staff
types of academy training for family members.)
The critical need for training supervisors and command staff
In-Service Training for Line Officers about stress issues is often overlooked. In some police
departments, all sworn personnel participate in the same in-
Stress program practitioners emphasize that training can aggyvice stress training programs. Other departments have
should continue after the academy. Officers will benefitfronﬁesigned training modules exclusively for supervisors and
“refresher” courses, as well as from instruction on new oggmmand staff. The director of the Erie County Law En-
specialized stress-related topics, throughout their careegrcement EAP conducts six and a half hours of training for
and those who were already with the department before thgyw supervisors (lieutenants and sergeants) as part of a four-
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mation about the stress program and other available

Training Officers from resources; and
Several Depq”ments e encouraging supervisors notto make assumptions about
Togei'her an officer’s professional capability or mental state sim-

ply because he or she has sought stress services.

Nancy Bohl, Director of the Counseling Team in
San Bernardino, Cdlifornia, finds several advan-
tages to training groups of officers from several
departments together:

A supervisor who received training on stress man-
agement felt that he benefited twice. First, he had
always been bothered by the fact that his hands
would shake uncontrollably after he had been

e the officers realize that their own depart- involved in a shooting, and the training helped
ment is not the only one with administrative him to realize that this was a normal reaction.
or organizational problems; Second, because he knew about the program’s

services, he was able to refer his brother, a fellow

e trainingthemtogetherhelpstoreduce inter- officer, to the program for help with a drinking
agency conflict by reminding officers from problem.

different departments of theircommon goals
and difficulfies; and

Faculty members at the University of Rochester Medical

» the officers provide each other with diverse School's Department of Community Psychiatry developed
views about dealing with the politics and and delivered a stress training curriculum for supervisors and
%Tgﬁ,[ssources of stress at difficult depart- command staff at the Rochester Police Department (see

' chapter 14, “Tapping Other Resources”). This 11-hour cur-
riculum has been incorporated into the 40-hour State-spon-
sored command school that new command officers through-
out New York State must attend. In addition to discussing
week course that they must take within one year of promasypervisors’ own experiences with stress and their responses
tion. The director discusses the nature of stress, warning subordinates’ difficulties, much of the training is devoted
signs that officers are under undue pressure, methods fg§facilitating changes in supervisory and management prac-
making referrals, and available program services and confices that have been identified as prominent sources of stress
munity resources. She emphasizes that managers are in fRehe department. Topics include understanding lines of
best position to help officers before they fall. authority, the role of supervisors, problem-solving tech-

nigues, and the effects of various leadership styles on em-

In addition to exploring factors related to their own stressp|oyee performance. Participants examine a number of man-

stress prevention training for supervisors and command staggement concerns, such as rumor control; confidentiality;

is typically aimed at competition among officers; motivation and morale; moni-
toring, evaluating, and documenting individual performance;

« educating supervisors about how their own behaviogjiscipline; and time management. Several types of problem
and supervisory styles—and the agency’s organizatioemployees are discussed, including the “burned-out cop,”
itself—can contribute to stress-related difficulties amonghe officer who resists authority and supervision, the officer
their subordinates (see chapter 9, “Reducing Organizayho lacks initiative and performs duties at a low level of
tional Stress”); productivity, and the violence-prone officer. Through small

group discussions and role-playing exercises, participants

« improving supervisors’ skills in detecting stress-relatedhre taught how to respond to these personnel concerns either
symptoms in the behavior and attitudes of officers (e.gpy addressing the problems in the job setting or initiating
large number of citizen complaints or sick days); referrals to the department’s stress program. The box “lllus-

trations of Management Training” provides additional ex-
* teaching supervisors to assist officers with stress-reamples of management training efforts.

lated disorders by providing advice, support, or infor-
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Training for Prospective Retirees

enforcement employees. For general types of training, civil-

_ _ ~_ians can be included with groups of officers. More special-
Another important audience for stress management traininged training can be directed specifically at nonsworn em-
consists of officers who will soon retire. Retirement can bg)joyees.

an exceptionally difficult experience for some officers.

Often they need practical assistance with financial and other
matters as well as help with stress-related problems. Al-
though most of the programs contacted for this publication

provide counseling to retired officers, few provide them with
training. However, Douglas Gentz, Director of Psychologi-

cal Services for the Tulsa Police Department, does present a
short block of instruction on the psychological impact of,

retirement on police officers that is a part of a regular in-

service retirement program at the police department. Other
police stress experts recommend that programs prepare

officers for dealing with possible layoffs.

Training for Nonsworn Personnel

Finally, it is important that program administrators and

independent practitioners not neglect to train nonsworn law

The Metro-Dade Health Services Section periodically
provides training for communications personnel and
dispatchers on techniques for dealing with high-risk
callers as well as ways to cope with the stress these calls
create.

Psychological Services in Tulsa provides a class on
stress management to new dispatchers and provides
training on the police culture to civilian volunteersin the
police department.

The director of the Michigan State Police stress program
gave a half-day seminar on stress management for the
department’s accounting staff at the request of the chief
accountant after changesin the accounting system caused

need for stress-related assistance.

"Reducing Organizational Stress.”)

lllustrations of Management Training

e Affer about two years of meeting individually with county law enforcement administrators, the
director of the Erie County Law Enforcement EAP convened an all-day conference for police chiefs,
the county sheriff, and other upper-level administrators countywide to discuss the sources and
effects of stress, to inform them of the availability of program services, and o solicit their suggestions
forimprovement. Presentations were made by the EAP director, the commissioner of Central Police
Services, and officers and administrators of other departments, who told stories regarding officers’

e Each year, the Michigan Behavioral Science Section trains sergeants and lieutenants for four fo six
hours on how to manage—and how not to manage—critical incident stress, what to expect of an
officer who has been involved in a critical incident, signs of alcohol abuse, when to call the section,
and the services offered by the section. An officer who is a former client of the section makes a
presentation on his personal experience with critical incident stress.

e The Drug Enforcement Administration (DEA) EAP developed a workbook for distribution at supervisor
frainings consisting of information about the program, a checklist of warning signs that an employee
is having problems, expected benefits of the EAP, referral procedures, and other information.
Trainings are conducted for each field division, headquarter office, and specialty unit.

¢ The Counseling Team in San Bernardino is given one of the five days that police departments in the
county devote to the fraining of field officer trainers (FTOs). A feam counselor teaches the FTOs
fraining skills to use with their recruits, along with instruction on how people react when they are
criticized and how to approach a recruit who is doing poorly. The counselor encourages the FTOs
to refer recruits who need psychological assistance to the Counseling Team. (See chapter 9,
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Training Officers To Refrain From Use of Excessive Force

Law enforcement agencies are challenged by the need to control excessive force by officers—a
challenge that must be met now more than ever if community policing initiatives are to succeed. Law
enforcement stress programs can play a key role.

In a survey of efforts by police psychologists fo address the use of excessive force, the U.S. Department
of Justice’s Ellen Scrivner found that most psychologists offer training on the issue in the context of stress
management. While this makes sense on one level, Scrivner argues that “framing excessive force as a
stress issue raises several questions, among them whether the notion is supported by research and
whether the approach encourages the perception that stress justifies the use of excessive force. ... A
more viable training focus would reflect departmental policy statements that clarify the tolerance limits
foruse of force and perceive excessive force as a patrolrisk that needs to be managed through arange
of specialized skills. . . . Police departments may need to shift the emphasis in supervisor training to one
that incorporates larger behavioral issues in order to improve the management of excessive force. This
level of supervisory training could also incorporate instruction on early warning behavioral monitoring. ”

Scrivner lists several topics psychologists can address in training officers to avoid excessive force:

e cultural sensitivity and diversity;

¢ intervention by fellow officers to stop the use of excessive force;

e the interaction of human perception and threat assessment;

e decision-making under highly charged conditions;

e psychological methods of situation control;

e patrol de-escalation and defusing techniques that not only provide a tactical response but also
respond to the fear stimulated by confrontations;

e anger management programs that use self-assessment and self-management techniques for
providing individual feedback to officers on how variable levels of legitimate anger influence
judgment; and

e training in verbal control and communication, including conflict resolution.

See Scrivner, Ellen, The Role of Police Psychology in Controlling Excessive Force, Research Report,
Washington, D.C.: U.S. Department of Justice, National Institute of Justice, April 1994. To order, call the
National Criminal Justice Reference Service at (800) 851-3420.

staff a great deal of difficulty. He also conducted aclass  program staff together with agents and other DEA

for dispatcher supervisors when he noticed that an employees.

unusual number of dispatchers were approaching the

program for assistance. As mentioned several times throughout this report, espe-
cially in chapter 1, the law enforcement agency itself is a

The director of the Erie County program trains 911frequent source of stress for many officers. Any comprehen-

dispatchers on stress management about once a yeasive effort to prevent stress therefore needs to promote
organizational change. The following chapter examines strat-

Area clinicians working for the Drug Enforcement Ad- egies that stress programs and agencies have used to reduce

ministration EAP conduct training for support servicesorganizational sources of stress.
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Chapter 9
Reducing Organizational Stress

Key Points

e Asdiscussed in chapter 1, law enforcement agencies themselves can be a significant source of
stress for officers. As a result, stress program staff and consulting mental health professionals can
consider working with departments to implement organizational change.

e Law enforcement managers have many reasons for not changing their organizations. However,
counselors can help motivate them to implement change by suggesting how certain innovations
can improve the department’s image or save it money, and by documenting the stress that
specific department procedures or policies are creating for officers.

e Law enforcement mental health practitioners and organizational consultants have facilitated
organizational change by

— training command staff in constructive supervisory techniques,
— ftraining field training officers (FTOs) to supervise rookies in a constructive manner,
— eliminating rotating shift work, and

— improvingthe match between officers’ capabilities and the needs of specific assignements.

Most police stress programs and consulting mental healtBtate Police’s Behavioral Science Section, the emphasis
practitioners focus primarily, if not exclusively, on prevent-placed on person-centered programs by psychologists and
ing and treating stress among individual officers and theipolice administrators has overshadowed the importance of
family members—a person-centered approach. However, asldressing organizational sources of stfess.

discussed in chapter 1, law enforcement agencies themselves

may be the single largest source of stress for many—eveénfortunately, program staff and independent practitioners
most—police officers. Organizational sources of stress rangdten lack the time to work with management to eliminate
from rotating work shifts to inconsistent discipline to lack of organizatinal sources of stress. Most clinicians may also feel
opportunity for career advancement. In addition, many ofthey lack the knowledge or techniques to work with police
these organizational factors can create stress for officeradministrators on organizational change. In addition, many
families whose lives, for example, may be disrupted by shiftaw enforcement administrators may not accept what they
work and who may worry about the officer’s career advanceperceive to be the intrusion of a mental health professional
ment or even his or her job security. One expert has suggestatb the operation of their department, they may feel they do
that “ an organization-centered approach—that is, identifynot have the time or resources to make the desired changes,
ing the problems the officers have with their work, supervi-or they may simply not agree that the proposed changes will
sors, and pay, and making appropriate changes [in theseduce officer stress. Nonetheless, a number of programs
areas]—may well have a greater influence on improvingontacted for this study view eliminating or reducing organi-
morale [than seeking to prevent or treat stress among offizational sources of stress as part of their mission. For
ers].” According to Gary Kaufmann, head of the Michiganexample, the work plan of the Health Resources Coordinator
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Some Departments Take Systematic Steps
To Reduce Organizational Stress

In frying to reduce organizational stress and give the issue the attention it deserves, some departments
have taken steps to address the problem in a systematic fashion departmentwide. After experiencing
significant departmental turmoil due to several high-profile negative events, Los Angeles Police
Department administrators recognized the importance of organizational stress and created the
position of director of organizational development to oversee the department’s already existing
Behavioral Science Services Section and other units related to officer well-being. In addition, the role
of the section was expanded “to include a greater emphasis on the involvement of the section in
facilitating the wellness and health of the organization as a whole via organizational level interventions
and organizational development.””

Some departments have hired not just mental health practitioners but experts in organizational
management to address stress. For example, following several costly stress-related disability retire-
ments, the Palo Alto, California, Police Department hired a consultant fo conduct an organizational
analysis of stress in the department. Based on the consultant’s documentation of several organizo-
tional problems, the Palo Alto City Council then hired both an organizational consultant and a
psychologist to design and implement a program to address organizational stress in the police
department. 8

While departments can reduce stress by making individual organizational changes such as those
described in this chapter (e.g., eliminating mandatory rotating shift work), changes may be more
effective and far-reaching if done in the context of a systematic approach. Approaches such as those
described above demonstrate to officers a commitment to organizational change and, by soliciting
the expertise of individuals frained specifically in organizational issues, help to ensure that changes
made are as effective as possible.

Program of the Palo Alto Police Department in CaliforniaOffer To Improve the Department’s Image
includes the objective, “To identify sources of organiza-

tional stress and consult with work units and individualBad press, public criticism, and legislators’ tight fiscal
managers to resolve them . . . such as the promotional proc&$itrol are all sources of stress for police chiefs (appointed
and ways to acknowledge the contributions of career officer@t the discretion of the mayor or selectpersons) and sheriffs
who fail to get promoted or do not seek promotidfitiis  (€lected by voters). Stress program directors and indepen-

chapter suggests how some program staff and independéignt mental health professionals can suggest how organiza-
consulting clinicians promote organizational change. tional change that reduces officer stress can simultaneously

improve the department’s image. It was in part the negative
publicity resulting from eight officer suicides in five years,

Mo’rivqting quqgement To three of them in 1994, that prompted the Philadelphia Police
Department to create the agency’s first stress manager posi-
Implement Chcmge tion, with (among other assignments) responsibility for ex-

o o mining department policies and procedures in order to
Many law enforcement managers institute organizationa ; L
i . .make them less stressful new police chief in another law
changes to reduce officer stress simply because they feel it Is . .
. . . enforcementagency, disturbed by the bad press caused by his
the right thing to do. However, as discussed below, there alg,

. . artment’s negative paramilitary image, hired an organi-
several strategies that stress program staff can use to increas . .
o Zational consultant and implemented several of his recom-
management’s inclination to make changes.

mendations designed to make the department less autocratic.
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Offer To Save the Department Money therefore enhanced overall department efficiency. Even well-
publicized administrator support for a stress program by
Program staff and independent practitioners can documeféelf demonstrates to officers concern about their well-being
potential cost savings that may result from organizationahnd may induce some good will, and, as noted in chapter 1,
changes by estimating the impact of the changes on theprogram staff can help an officer overcome stress-related
department’s budget or by citing examples of actual coiroblems, the department might not only retain a valuable
savings other law enforcement agencies have experiencgehployee but also inspire the officer to be more motivated
after having implemented similar changes. For example, thend more loyal to the department. While no concrete infor-
Mercedes, Texas, Police Department has 25 sworn officefation about improved morale and efficiency was available
and serves a city of 14,000 people. In 1986, the departmefg; this report, the program practitioners listed at the end of
was reorganized to provide an employee development prghapter 14 may be able to put other program planners or
gram thatincluded establishing high professional standardgractitioners in touch with law enforcement administrators
areward system to promote superior performance, walkingho can attest to the organizational benefit of a stress
patrol assignments, and an increase in the annual in-serviggogram.
training requirement. One result was that, in the 24-month
period following implementation of the changes, the turnpregent Strong Evidence of Organizational
over rate among sworn personnel decreased to 7 perce .
compared with an earlier rate of 38 percent. The departmegtress in the Department
estimated that the reduced turnover saved it at least $53,00@hile police chiefs may be unwilling or unable to make
(in 1988 dollars}. many desirable changes, program staff can usually identify at
least one or two sources of organizational stress which
management may be willing to address (see the list provided
in chapter 1). Staff can identify these sources of stress by
conducting a needs assessment (see chapter 2) or by present-
ing administrators with data researched by other depart-
ments. For example, the Michigan State Police Department’s
Behavioral Science Section provided the police association
with data—and credibility—that helped it to convince the
department to abandon its rotating shift policy (see below).

The Mercedes, Texas, police department, with 25
sworn officers, was reorganized in 1986 to pro-
vide an employee development program. As a
result, the turnover rate among sworn personnel
decreased from 38 percent to 7 percent, and the
department saved an estimated $53,000 from the
reduced turnover.

Police administrators report that it is expensive when aOrganizqtionaI Changes That Stress

officer takes early retirement or goes on disability because e
the costs associated both with retirement benefits and al or ograms Have Facilitated

the recruiting, testing, training, hiring, and equipping of news ¢t of four programs contacted for this study have worked
officers. Furthermore, especially in small police agenciesgytensively with management to effect important organiza-
sudden turnover can result in a serious staff shortage thggq changes in their police departments as a way of
requires paying other officers overtihé. clinicians can  reqycing officer stress. As described below, these changes
documentthat organizational changes are likely to reduce thg principally into three categories: management supervi-

number of officers who leave prematurely or take sick timegqy style, shift work, and officer preparation for the job.
because of stress-related problems—and quantify the sav-

ings in dollar terms—administrators may be more willing to
institute them. Management Train in Constructive Supervisory

Styles
Offer To Improve the Department’s Morale

and Efficiency The Palo Alto Police Department, consisting of 100 sworn

officers, has undertaken along-term, comprehensive attempt
Increasing officers’ abilities to reduce and cope with stresgo reduce organizationally generated stPe8sseries of
related difficulties and encouraging the departmentto reducress-related disability retirements prompted the depart-
organizational sources of stress should naturally lead tment to commission a study in 1979 to identify sources of
better morale among officers, improved productivity, andstress and suggest options for reducing or eliminating them.
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Command Support After a Critical Incident

Program staff can easily document the value of the chief or sheriff (or, in large departments, a deputy
chief or undersheriff), as well as commanding officers, visiting at the hospital every officer shot in the
line of duty or involved in a serious traffic accident. Furthermore, this is one organizational change
which police chiefs can implement quickly and almost effortlessly. According to a counselor with San
Bernardino’s Counseling Team, “The impact of a shooting on the officers involved depends more on
the attitude of the department toward the officers involved than on the incident itself. The attitude that
“it’s no big deal’ is especially stressful. Some chiefs know this and come to every shooting, 24 hours a
day. But some never show up.” Command-level staff can also offer assurance and support to family
members—including helping them with paperwork, finding a baby-sitter, providing phone numbers for
follow-up assistance, and simply spending time with them. When this happens, word of the commander’s
concern typically spreads quickly through the department grapevine to every officer on the force,
improving morale and reducing stress almost instantly.

The report concluded that informal and formal organiza»  “train FTOs [field training officers], supervisors, and
tional structures inhibited effective communication and cre-  managers in communication, problem solving, conflict
ated strained relationships between ranks, divisions, and resolution, and supervisory skills which can minimize
individuals. As a result, the department hired a management stress for employees” (e.g., at the chief's request, each
consultant and a mental health clinician to design and imple- manager was surveyed on how the chief himself was
ment an 18-month trial program to alleviate organizational  creating stress for them, and recommended changes
stress. Through team building and meeting facilitation, the  were reported along with the findings); and
management consultant taught the department how to com-

municate, listen, and solve problems in an orderly, effective  “advise individual managers on stress-producing prac-
manner. The project, which has continued long afterits trial  tices and events within their units” (typically in response
period, is based on a 14-point program that is also the basis to a managerwho requests help in solving a problem, but
for the annually renewed contracts between the two consult-  sometimes in response to a large number of complaints

ants and the city. The points include the following: from line officers that suggest a management problem).

“identify sources of organizational stress and consulMichigan’s Behavioral Science Section trains sergeants ev-
with work units and individual managers to resolve€Y Year in how to manage critical incident stress among
them” (e.g., the management consultant trained [angfficers. Gary Kaufmann, the program director, brings to the
retrained because of turnover] all sergeants in how t§aining atrooper who has beenina critical incident (and has
prepare for and conduct a performance appraisal arf€n a program client) to tell the sergeants, “Here’s how to

how to give behavior-based feedback in a constructivB€lp & cop after a critical incident and here’s how to mess one
manner); up.” Kaufmann outlines what to expect of an officer who has

just been in a critical incident and when to call his program
“monitor management decisions with regard to theiffor assistance with troubled officers. He and another counse-

stress impact, search forimplementation methods whidQ" @lso conduct two-hour seminars with executive and

minimize the stressful impact, and advise managemer‘fpmmand staff, for example during the all-post commander
staff’ (e.g., when the agency began to use Compute,a;onference, where they focus on helping the managers to
aided crime analysis to direct patrol and investigativéecognize their own work styles, understand the impact their
resources toward the apprehension of career criminal¥/ork styles have on subordinates, and learn how to motivate
the organizational consultant designed ways for théh€ir personnel to be more productive.

department’s sworn and civilian personnel to influence ) o

Director of the Counseling Team in San Bernardino, to train
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FTOs. Bohl explains to the FTOs how people react when cop; you handled the call correctly.” Based on Bohl's
they are criticized and presents the best approaches for training, he also asked, “Have you ever dealt with a dead
criticizing someone who is performing poorly. She tests the  body before? Would you like to take a break?” “Show-
FTOs on their supervisory style and presents them with the ingalittle compassion,” the FTO observed, “goesalong

results so they understand how they need to improve. Ac- way.

cording to Jack West, an officer with the Upland, California,

Police Department who attended the training, “The attitude | earned that when | was in a position of authority, |
of FTOs is to stress the recrbibut Bohl taught us to should not demean trainees.” In the past, when a rookie
recognize that we were stressing them too much. She also  wrote a bad citation or asked a witness a stupid question,
helped us learn how to recognize stress in our recruits and the FTO used to mock him to the rest of the squad,
help them deal with it.” “Guess what my boot did! He asked the witness. . . .”

The FTO no longer does that.

“The attitude of FTOs [field training officers] is

to stress the recruits, but Bohl [director of San
Bernardino’s Counseling Team] taught us to rec-
ognize that we were stressing them too much. She
also helped us to recognize stress in our recruits
and help them deal with it.”

Bohl also told the chiefs at the police executives’ meeting
that arbitrarily designating officers to become FTOs often
led to personnel who did not want the assignment feeling they
were being punished. As a result, most of the departments
now ask officers to volunteer as FTOs. Accepting only
volunteers and training them to change their supervisory
— Jack West, FTO, Upland, California, styles can be extremely important because these officers play
Police Department a tremendous role in acculturating new officers. For the rest
of their careers, rookies may emulate their FTOs—and use

the same harmful or helpful training techniques if they

West provided examples of how the training changed hibecome training officers themselves. Indeed, any improve-
supervisory style: ment in how any police trainers and managers supervise

officers can reduce officer stress:
“I became more sensitive to signs of stress among
trainees and to the need to confront those symptoms.” ~ Good supervision itself is the best stress manage-
He and a trainee went to a child abuse call and founda  Menttool. Good supervisory techniques not only
severely injured child. Over the next several days, he  increase efficiency but also help officers with-
noticed that the rookie devoted extra attention to other ~ Stand outside pressures. In contrast, inappropriate
children they encountered but that on other domestic ~ Supervision can itself be one of the worst sources
violence calls she came down very hard on the father, ~ Of pressure®
“obviously bent on taking some husband to jail even
though there was no evidence the men had abused th&todify Rotating Shift Work Schedule

children.” After the FTO brought her reactions and —_ . .
g %e Michigan State Police used to rotate shifts every seven

feelings to her attention, she modified her behavior an 4 . .
later told him she had indeed been headed in the wrordfys: causing considerable stress for many troopers and their
direction—conducting a sort of vendetta against all m|I|es_. As aresult, the troopers association heard_ constant
fathers. complaints from members about fatigue, eating disorders,
and other problems. In an effort to encourage the department

“I learned that seeing an injured child for the first timet0 change to a less stressful shift work schedule, the associa-

and getting extremely upset does not mean the rookie&on asked the Behavioral Science Section for any available
unfit to be an officer, it just means he or she is no{esearch literature that documented the harmful effects of

prepared to deal with that scenario right away.” Bohlrotating shifts on employee stress and productivity. Partly on

taught West and the others that an FTO's responstge basis of the documentation, the department allowed

should not be to humiliate trainees for their extremd CCPErs 10 determine the frequency of their shift rotation,

reactions or tell them, “Don't be such a wimp.” Later with the option of modifying the shift rotation at least
when a rookie threw ’up after seeing a dead body t’ nnually. Employees then select their shifts by seniority.
FTO told him, “That doesn’t mean you're any less (;fa hen additional research suggested that all rotating shift
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Tips for Planning and Implementing Organizational Change

The management consultant and the mental health practitioner hired by the Palo Alto Police Depart-
ment to reduce personnel stress through organizational change and counseling provide the following
advice for how to plan and implement any major effort to change a law enforcement agency’s policies
and procedures:!!

* Involve a sizable and representative cross section of the agency in (1) the identification of
organizationalissues that require attention, (2) the tentative design of the program, and (3) the hiring
of program staff.

* Secure the support, involvement, and endorsement of the chief.

* Plan for a frial period of at least 18 months.

®* Use the core start-up group for support and feedback during the initial months of the program.

* Guarantee program access to all agency levels, work units, and issues.

* Expectandencourage the agency andits personnel 1o take risks and accept some discomfort in the
service of growth and positive change.

work might be harmful, permanent shifts were included as aMatch Officers with Job Requirements
option. Each work site now makes its own choice of shift

options by majority vote. Many sites have chosen fixedMlichael McMains, the psychologist for the San Antonio
shifts. Police Department, worked with the department to improve

the match between an officer’s capabilities and the needs of
a given job. According to McMains, when officers are

“You can treat troopers one at a time, but when  ynsuited to their work, they experience frustration, disap-
you ‘treat’ executives, you're training hundreds pointment, and self-blame—that is, considerable stress. To
of workers at a time. help the department address this issue, McMains did the

— Captain P. David Charney, Personnel  following:
Director, Michigan State Police
¢ conducted a functional job analysis of the patrol officer
position by asking a number of officers to identify the
The association was successful in negotiating these changes  sills that were required to perform their job effectively

partly because of compelling evidence of the harmful effects  (skills the department now looks for in selecting officers
of shift work on officer productivity, but the involvement of for patrol);

the Behavioral Science Section in providing this research

also helped convince the department. According to associa- conducted a functional job analysis of every job level so
tion president Rick Darling, “instead of seeing me ascoming  that the department can now base promotions not only
to the table saying, ‘gimme, gimme, gimme,’ the department  on cijvil service exams but also on matching officers’

learned that by changing the shift work arrangementitwould  sill levels with the job requirements of the positions for
have healthier, more productive workers—that is, the de-  \yhich they are applying; and
partment would benefit, as well.”
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“Stress management is more than counseling;
careful selection of candidates for the job can
reduce stress that may arise because of a mis-
match between candidate and the job. Performing
a person-job fitanalysis before hiring and placing
officers can reduce greatly the need to get mental
help later on. This is preventive mental health
rather than reactive mental health.”

— Michael McMains, Psychology
Service, San Antonio Police Depart-

ment 1.

* revisedthe academic curriculum atthe training academy
to include more blocks on problem solving, critical 2:

thinking, and other skills related to preventing and

managing stress, as well as techniques for identifying
areas in which recruits have skill deficiencies so that

instructors can expand training to improve the recruits’

future on-the-job performance and thereby also reduce
3.

their level of stress.

Promote Change Tactfully and
Opportunistically

Itis important not to oversell the potential results of organi-

zational changes, in order to avoid either soundintj1
Pollyannaish or creating disappointment if the results are
modest. In addition, program staff need to point out that
some changes may lead initially to increased stress or other
adverse consequences before their benefits are fully rea
ized. For example, changing to a less paramilitary style may
create stress in the short run for officers who are not used to
making their own decisions on certain matters or are una&:
customed to sharing decision making with management.
Finally staff should not push for change too hard or too fast
but should instead be sensitive to the many reasons police
managers may resist clinicians’ recommendations, ranging
from the perception that chiefs are always being blamed for
every police officer problem to long-standing mistrust of the7

mental health professidh.

Finally, programs staff and independent practitioners shoul8.
be prepared to take advantage of unexpected opportunities.
Because Gary Kaufmann had a good working relationship

with the Michigan troopers’ association, the association

president approached him personally for help in proving to
the departmentthat shift work was harmful to officers. Nancy

Bohl was addressing a San Bernardino county police execu-
tive meeting when the issue of field officer trainers came up.
She took the opportunity to suggest to the chiefs that they
were not selecting or training the FTOs correctly, and, after
some discussion and post-meeting planning, she was invited
to work with FTOs in several departments to improve their
supervisory techniques.
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Chapter 10
Responding to Stress-Related Problems
After They Occur

Key Points

* Treatmentservices provided by stress programs typically include assessment and referral to other
practitioners, critical incident debriefing, other crisis intervention, short-term counseling (on both
an individual and family basis), and long-term counseling (including freatment for substance
abuse).

* Most practitioners emphasize the importance of involving family members, when possible, in
each of these services.

* Tovarying extents, all stress programs assess and refer clients to outside sources of assistance; for
some programs with limited resources (e.g., those staffed primarily with peer supporters), this is
the primary service offered.

* Critical incident debriefing, often provided not only after shootings but after other traumatic
events, isaparticularly important service given the sometimes devastating effects suchincidents
can have on officers.

® Stress program practitioners emphasized the importance of staff being available 24 hours a day
to handle any crisis that an officer may experience; officers and administrators frequently cite
around-the-clock availability as one of the most important features of a stress program.

* Most law enforcement stress programs staffed by licensed mental health practitioners offer
short-term counseling—usually up to about 10 sessions—for a variety of problems, most com-
monly marital and otherrelationship difficulties, general anxiety, and difficulties dealing with past
critical incidents.

* Some programs, particularly those staffed by police psychologists, are able to offer long-term
counseling o clients. Most programs, however, due 1o limited time and expertise, instead refer
clients needing long-term counseling to outside sources of assistance.

This chapter focuses on treatment services for officers aristief descriptions of how some stress programs are providing
nonsworn employees designed to restore their well-beingeatment. Finally, the treatment services discussed here are
and capacity for productive woedter they have experi- those that credentialed mental health practitioners provide.
enced stress-related problems. Detailed guidelines for prgBecause peer support from fellow officers is such a signifi-
viding counseling services are not included here; textbooksant element of many programs and is a complex undertak-
are available for that purpose, and it is assumed that readerg, the second half of chapter 4 is devoted to that topic.
who are practitioners have already been trained in counsedtrategies for preventing stress are presented in chapter 8,
ing methods or have access to specialized sources of traininghile approaches to reducing organizational sources of
Rather, this chapter reviews some of the key consideratiorgress are discussed in chapter 9.)

in providing counseling to law enforcement officers, with
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For all the reasons discussed in chapter 1, law enforcemeats. (For a more detailed discussion of referral procedures,
personnel, while essentially healthy individuals, experienceee chapter 5, “Establishing a Referral Network.”)

many types of stress-related problems of varying levels of

severity. In response, most stress programs and independent

practitioners offer five basic services, resources permittingCritical Incident Debriefing

(1) assessment and referral; Much of the stress experienced by law enforcement person-
nelis commonin other occupations, but officers, and to some
(2) critical incident debriefing (on both an individual and extent nonsworn personnel, are particularly at risk of being

group basis); exposed to disturbing and frightening events and their some-
times devastating emotional consequences. Frequently, the
(3) crisis intervention; stress of the critical incident itself is compounded by the

subsequentinvestigation, during which officers may feel that
(4) short-term counseling (usually on an individual butthey are being second-guessed or considered guilty of wrong-
sometimes on a family basis, including counseling fordoing by their supervisors, the media, and the public. This
problems that result from critical incidents); and reaction can be exacerbated in departments where an officer's
gunis taken away after a shooting without being immediately
(5) long-term counseling, including treatment for substancegplaced.
abuse (usually provided on referral by an outside treat-
ment center). What Is a Critical Incident?

Most practitioners stress the importance of involving familyRoger Solomon, a police psychologist in Massachusetts,
members, when possible, in each of these treatment servicg§fines a critical incident as “any situation beyond the realm
Chapter 11 describes how program staff serve family menff @ person’s usual experience that overwhelms his or her

bers either separately or together with the officer or nonswoggnse of vulnerability and/or lack of control over the situa-
employee. tion.”* Jeffrey Mitchell, who has developed a training cur-

riculum for critical incident counseling for emergency per-

sonnel, defines a critical incident as “any situation faced by
Assessment and Referral emergency pers_onnel that causes them to e>_<perie_nce strong

emotional reactions which have the potential to interfere
Assessing the client’s needs is a necessary precursor of muéth their ability to function either at the scene or later.”
of the treatment options described below, but itis singled out
here as a separate service because assessment and referhaltype of critical incident most commonly associated with
may be the primary service available in some programs witkaw enforcement work is a shooting or other use of deadly
limited resources. The Erie County Law Enforcement Emforce. This includes not only times when an officer is
ployee Assistance Program, for example, is staffed by wounded or killed but whenever an officer injures or kills
single licensed counselor, Cindy Goss, who serves personrgiother person or simply witnesses a shooting. One veteran
of the nearly 20 law enforcement agencies throughout thefficer reported that he could not stop shaking after his
county (and, until recently, served other county employeesartner killed a youth during a shoot-out. Dispatchers, too,
as well). When contacted for assistance, Goss usually asray feel traumatized after fielding calls involving a critical
sesses the officer or family member’s condition and theincident. One dispatcher required counseling after a hostage
matches the person with a service provider in the communitgker with whom she was talking killed the hostage while still
who seems appropriate for addressing the problem and i the phone with her.
reimbursable under the client’s health insurance. Goss re-
ports that “many officers consider this a valuable service i addition to instances of the use of deadly force, law
and of itself because they do not know which service providenforcement personnel may experience other types of criti-
ers are qualified, are knowledgeable about law enforcemergal incidents, including the death of a family member or
and have a good reputation among other officers, but | dodolleague (not necessarily in the line of duty), participation
Along with informal support, assessment and referral argh a community disaster (e.g., a hurricane or riot), and
also the primary services usually provided by peer supporsbservation or participation in the investigation of particu-
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larly horrifying crimes’ (See the box “Preparing for and battle with drug dealers, and the officer who investigated the
Coping with Major Disasters.”) scene of a fatal-traffic accident or grisly murder.

If the incident is wide—reaching enough (e.qg., the death of an
officer), it is also useful to provide a debriefing for a larger
group of personnel who may not have been directly involved
inthe incident but who nonetheless may have been adversely
affected by it, including fellow officers, dispatchers, and
family members and friends. Not only does this ensure that
each affected individual is offered needed assistance, it may
also help to reinforce the bonds among the “law enforcement
family” and the notion that all of the law enforcement
personnel and their families are on the same side and support
each othet® Some program directors recommend that com-
mand officers attend these group sessions to show their
What Is Critical Incident Debriefing and Why  sensitivity to the difficulties line officers may be experienc-
Provide It? ing—and because command staff may need the debriefing
themselves? One sheriff attended a critical incident de-
Although critical incidents may not happen very often,briefing shortly after the shooting death of a deputy and
particularly in small jurisdictions, their effects can be devasended up intears; later he told the stress program director that
tating for the officersinvolved, their families, and the departhe hadn't realized how much he also had needed the interven-
ment? Studies suggest that many of the problems suffered ktjon.
officers after a critical incident can be prevented or mitigated
if they receive structured treatment or immediate supportHow |Is Critical Incident Debriefing Conducted?
As a result, critical incident debriefing has become a com-
mon service offered by law enforcement stress programg/,lost practitionel’s recommend Conducting the debl’iefing as
even a mandatory one in some departments_ The |ntern$0n as pOSSible for those dil‘eCtly involved in the incident
tional Association of Chiefs of Police Psychological Ser-2nd certainly no later than 48 to 72 hours after#atdleast
vices Section recommends that counseling for officers inone police counselor, however, is cautious about being the
volvedin On_duty Shooting situations be mandatory, partiy afgst person to talk to the officer after the event. Len Wildman,
a Way to remove the stigma frequentiy associated Witﬁ counselor with the Rochester Police Department,S stress
counseling(See “Some Departments Mandate Debriefinggnanagement program, said he prefers to wait until the officer
in Critical Incidents,” as well as appendixes 10-1 and 10-Aas had achance to talk with a union representative or lawyer

|IACP guideiines and amodel policy regarding post-shooting\/ho can discuss the facts of the incident with the Ofﬁcer;
incident procedures.) Wildman then talks with the officer about his feelings regard-

ing what happened and assesses whether he or she is in a

Critical incident debriefing involves a brief, structured inter-condition to answer investigators’ questions.

vention of counseling and support immediately or shortly

after the incident occurs. Debriefing is meant to offer af-A debriefing for other employees not directly involved in but
fected individuals a chance to express their feelings and siill troubled by the incident could be held within one week.
recognize that their reactions are normal; tdsmeantto  Nancy Bohl of the Counseling Team in San Bernardino,
take the place of regular counseling, which could still beCalifornia, cautions that within this time limit, stress pro-
needed at a later date. Critical incident debriefings shoulgram staff need to be flexible and sensitive to the needs of the
always be led by a licensed mental health practitioner.  officers and family members:

Jeffrey Mitchell, who has developed a training
curriculum for critical incident counseling for
emergency personnel, defines a critical incident
as “any situation faced by emergency personnel
that causes them to experience strong emotional
reactions which have the potential to interfere
with their ability to function either at the scene or
later."

Who Receives Critical Incident Debriefing? The facilitator interviews the officer or offic-
ers immediately after the incident and makes

Critical incident debriefing is, of course, provided to the an assessment about what would be the most

officer or officers directly involved the officer who killed a beneficial approach to follow. Frequently, the

suspect, the SWAT team members who engaged in a gun  depriefing is conducted then. Sometimes,
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Preparing For and Coping With Major Disasters

Major disasters such as hurricanes, tornadoes, floods, and earthquakes have devastating results and
create enormous stress for officers and other emergency workers, who must take control of an offen
chootic situation while also coping with their own possible losses from the disaster. The law enforcement
organization as a whole can also suffer adverse effects as it experiences a major disruption in patterns
of interaction among personnel and agencies.” Finally, the “unique stresses faced by the law enforce-
ment family include separation from family members during the disaster, dual duty to family and
community, and being a victim of the disaster.” 8

Law enforcement agencies need to be prepared to address the frauma and stress experienced by
officers and their families following a major disaster.® After Hurricane Andrew struck south Floridain 1992,
the Metro-Dade Police Department’s Health Services Section provided emergency counseling and
other assistance to over 1,000 officers and their families from about 25 law enforcement agencies in the
area. Wiliam Garrison, director of the program, set up an emergency telephone hotline, with officers
fielding calls and categorizing them according to various needs (e.g., counseling, shelter). Counselors
were available to provide immediate assistance to callers, and program staff traveled throughout the
area to talk with officers and provide assistance.

Garrison noted that some law enforcement personnel did not display anger, depression, or other
emotions stemming from the disaster until after they had coped with basic needs like finding shelter and
maintaining order.” Overwhelming disaster victims emotionally by flooding them with the reality of the
destruction can easily disrupt their ability to function on the job or handle personal business.” '© Garrison
therefore did not limit the provision of critical incident debriefing to the days immediately following the
hurricane but also offered debriefing to individuals who needed it long afterward. Later, the Metro-
Dade Police Department created a committee to determine how to be prepared to cope with a future
disaster.

Firestorms in northern California in 1991 caused an enormous amount of destruction and killed 25
people, including a fire department battalion chief and a patrol officer. A disaster mental health
program, supported largely by the Federal Emergency Management Agency, the City of Berkeley, and
the University of California at Berkeley, was set up to provide psychological and operational support to
emergency workers and other commmunity residents. Law enforcement officers were trained to provide
crisisintervention and stressmanagement assistance to their peers, and educational presentations were
offered to all law enforcement organizations in the area, focusing on psychological responses to the
disaster and effective intervention techniques.

Garrison suggests that law enforcement agencies designate a staff member to be frained and
prepared to coordinate activities following a disaster and have individuals or agencies outside the
geographic area lined up for backup support, if needed. A triage plan should be developed to assess
the needs of those in distress and to address and follow up on those needs. In addition, it is important to
have contingency plans for child care for parents expected to work additional hours. Garrison suggests
that ways to deal with disasters should be included in management training.
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though, it is clear that an individual is too
exhausted or hungry or that the individual
simply feels unable to talk. Officers may say
thatthey need to exercise, see their families, or
just get away from the scene. If thatis the case,
a debriefing is scheduled for some time within
the next few days. If a group is involved, it is
possible for different people to elect to do
differentthings. Some may stay for an immedi-
ate debriefing, and others may elect to meet at
a later time. The schedule, then, is flexible,

poned, the delay period is not allowed to ex-
ceed three days.

The duration of the debriefing can vary, depending on the
number of participants and facilitators, and the nature of the
incident, although it typically ranges from one to four hours.

Numerous articles have been written describing critical
incident debriefing techniques (see the box “Sources of
Information on Critical Incident Debriefing”), however,

different practitioners have different ways of facilitating a

with the paramount concern being how best to session. Bohl suggests the following nine steps:
meet the needs of individual officers. The only

limitation is that, if the debriefing is post- (1) Introduce the facilitator and the process of debriefing.

Some Departments Mandate Debriefings
in Critical Incidents

Based on research and his own experience debriefing officers, James Reese, former director of the FBI's
Behavioral Science Services Section, recommends that debriefings be mandatory following a critical
incident. In fact, he says, law enforcement agencies have an obligation to provide debriefings: *Critical
incident care is a nonnegoftiable responsibility for law enforcement agencies, not only to the participants
and the observers of the incident(s), but to their support systems, as well . . . . Mandatory aftercare is a way
of protecting and serving those who ‘serve and protect.” "2

Most of the contracts the San Bernardino Counseling Team has signed with local law enforcement
agencies—many of them small agencies—require that someone at the scene of a critical incident (for
example, a person from the civil liability unit) call the stress program to send a counselor to the station or
hospital fo debrief all officers involved in the incident—usually first as a group and then individually.
Different departments make the debriefings mandatory for different types of incidents. All departments
require debriefings when a firearm has been used, but some also require them for the death of a child,
death of a coworker (including traffic accidents), or whenever an officer is taken to ahospital for exposure
to hepatitis or HIV.

The departments have learned to mandate the debriefings because some officers mistakenly feel they
can handle any fear, guilt, anger, or other emotions stemming from the incident on their own when in fact
they need support—and will benefit fromit if they are forced to participate. To avoid stigmatizing particular
officers, everyone involved in the incident, including dispatchers, is required to be debriefed. A deputy
chief reported overhearing officers gripe initially about having to talk with the counselors but afterwards
heard some of them report,”| feel 100 percent better;” other officers, who appeared indifferent to the
requirement were still talking to the counselor an hour later; a union leader reported that some of the
debriefed officers made follow-up appointments with program counselors on their own. Some of the
departments also mandate that officers involved in a critical incident return for a follow-up group
debriefing with the Counseling Team at least once during the year following the event. Of course, the
counselors report nothing of these meetings to anyone not in atftendance.
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Sources of Information on Ciritical Incident Debriefing

Since the mid-1980s, when critical incident debriefing rapidly became more common among law
enforcement departments, much has been written on the topic. The following are a few sources
of information (see chapter 14, Tapping Other Resources, for information on how o obtain these
and other materials):

* (Crifical Incidents in Policing is a collection of papers presented at a 1991 conference
sponsored by the Federal Bureau of Investigation, Behavioral Science Services Section. The
papers address the nature of critical incident trauma, efforts by stress programs to address the
emotional effects of critical incidents, and approaches to providing debriefings and counsel-

ing.

*  Psychological Services for Law Enforcement (1986), also developed by the FBI's Behavioral
Science Services Section, includes an entire section (16 articles) on critical incident reactions.

* Professionally Administered Critical Incident Debriefing for Police Officers, by Nancy Bohl,
appears in Police Psychology Into the 21st Century (1995), edited by Martin I. Kurke and Ellen
Scrivner, and published by Lawrence Erlebaum Associates. The article details the approach
Bohl has used to provide debriefings for officers in the San Bernardino, California, area.

* Psychological Services for Law Enforcement (1994), a book written by police psychologist
Theodore H. Blau and published by John Wiley and Sons, Inc., has a chapter devotedto critical
incident counseling. The chapter discusses the types and effects of critical incidents, individu-
alswho are in a position to intervene in incidents, and intervention and counseling tfechniques.

¢ Thelnternational Association of Chiefs of Police has developed guidelines and a model policy
regarding post-shooting incident procedures (see appendixes 10-1 and 10-2).

* Concerns of Police Survivors (COPS), a national organization of survivors of officers killed in the
line of duty, can provide information and training on how to deal with an officer’s death.

* Chevron Publishing Corporation, a publisher associated with the International Critical Incident
Stress Foundation, Inc. (ICISF), offers a number of training guides, books, videotapes, and other
materials.

(@)
3)

(4)
(5)

(6)

Ask participants to review the facts of the incident. (7) Suggest ways of coping with the incident.

Invite participants to describe their thoughts during th€8) Answer participants’ questions.
event.

(9) Invite participants to add anything else they wish to
Solicit participants’ reactions. say?’

Discuss any symptoms participants may have experRobert Scully, Executive Director of the National Associa-
enced or still be experiencing as a result of the incidention of Police Organizations, also recommends that the
debriefing should inform the participants of what to expect
Ask if participants were reminded by this incident ofas a result of their involvement, such as inquiries from the
other troubling past experiences. media, including attempts to contact them or their families at
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In addition to providing critical incident debriefing, program staff can encourage department
administrators, managers, and other officers to respond in a supportive manner to officers involved
in the incident. A 1986 FBI study of post-traumatic shooting reactions recommended the following
freatment components for an officer involved in a line-of-duty shooting:%

In addition, program staff or peers can run errands for the officer and his or her family, arrange for child
care, and help deal with the media.

Supportive Departmental Responses to Shootings

Give a compassionate response o involved officers at the scene.
Avoid judgmental remarks.
Provide physical and mental first aid.
Remove the officer from the crime scene.
Replace the officer’s weapon.
Arrange contact with the officer’s family and provide support.
Provide a psychological break for the officer before the detailed interview.
Place the officer on administrative leave (not suspension).
Provide mandatory counseling within one to two days.
Screen incoming telephone calls to the officer.
Advise other employees of the basic facts of the incident.
Screen department personnel for vicarious thrill seekers.
Provide independent legal counsel for the officer.
Allow a paced return to duty.

Consider the officer’s inferests in media releases.

Expedite the completion of administrative and criminal investigations and inform the officer
of the outcomes.

home; public scrutiny of their personnel jackets; insensitiv@ther facilitators do not second-guess, judge, or criticize
reactions from coworkers who have not been involved in thisfficers.

type of incident; and possible criminal or civil litigation,

which makes itimportant not to say anything to the mediath&lau also suggests that stress program staff develop the
could be used against them. following standard procedures for responding to traumatic

events:

Theodore Blau, a police stress expert and former president of

the American Psychological Association, recommendsthas,  decide what kinds of events qualify as critical incidents
regardless of the exact process, critical incident debriefing  and therefore require a debriefing;

should have the following features: immediacy (12 to 24

hours after the incident), brevity, privacy (except for group»  decide who is to be contacted as soon as a critical

sharing), respect, and supp8rCindy Goss, of the Erie incident occurs (e.g., if there will be a team leader
County program, adds thatitis important that counselors and
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responsible for selecting and contacting other tearnofficers can receive immediate help whenever a crisis arises.
members); and Many program directors carry a pager at all times. In some
programs, peer supporters are an extremely important “first
* decide what each team member’s specific responsibilline” of support for officers who are experiencing or appear
ties will bel® to be on the brink of a crisis; officers may be more comfort-
able contacting a colleague during an emergency, and if
Having these procedures in writing helps to ensure thatecessary, the peer can then call program staff for advice or
program staff (including any peer supporters) understandssistance (see chapter 4, “Choosing among Staffing Op-
their roles and responsibilities and that the entire proces®ns,” for additional information on the role of peer support-
runs smoothly. Cindy Goss developed a critical incidengrs.)
debriefing policy and procedural guide and had it reviewed
and approved by the county’s commissioner for central

police services. Short-Term Counseling

Most law enforcement stress programs staffed by licensed
Crisis Intervention mental health professionals, and mostindependent practitio-

ners, offer short-term counseling—usually up to about 10
In addition to critical incidents, law enforcement personnekessions—for a variety of problems, most commonly marital
and their families may suffer other crises that require immeand other relationship difficulties, general anxiety, and dif-
diate attention. These crises may be the result of one or mdieulties dealing with past critical incidents. Clients whose
particularly stressful events or the cumulative effect of thg@roblems require long-term counseling are usually referred
many minor stresses related to the individual’s life or workio an external treatment provider (see the following section).
that build to a breaking point. One program director interStaff sometimes also follow up with officers referred to
viewed for this study recalled the time a sergeant fronoutside treatment sources in between sessions.
internal affairs called to request assistance for a colleague
whose baby had died that morning. The director of the EriPractitioners use a variety of clinical approaches to address
County program told of being called to the home of an officebfficers’ problems, depending on such factors as the severity
threatening suicide; she and two peer supporters talked to¢ the problem and the practitioner’s training and experi-
officer out of killing himself and then arranged for him to ence. Several program directors contacted for this publica-
receive psychological and other help. tion said they use a cognitive restructuring, or cognitive-

behavioral, approach. Some introduce officers to biofeed-
The purpose of crisis intervention is to assess the extent abdck techniques, exercises to promote relaxation, and hyp-
seriousness of a client’s problem; establish rapport in orderosis. In general, practitioners agree on the importance of
to promote a calm, relaxed atmosphere conducive to theddressing officers’ problems quickly, approaching prob-
exchange of sensitive information; offer advice and suggesems in a very practical manner, and providing officers with
tions on ways to handle the problem; and, when appropriatepncrete options for managing their personal lives more
recommend other service providers in the community thagffectively. Several practitioners noted that law enforcement
are better equipped to assist the client with particular protsfficers typically have a problem-solving orientation and
lems. want pragmatic alternatives for coping with their problems.

Most short-term counseling is done on an individual or
family basis, not with groups of officers due to well-founded
concerns about confidentiality. Sessions can range from
brief discussions in passing (see the box “When Does Con-
fidentiality Go Into Effect?” in chapter 6) to regularly sched-
uled hour-long sessions. Some officers go for intermittent
counseling; others see a counselor regularly for short period
of time. One officer, for example, used his department’s
stress program three times over the course of several years
In most stress programs, at least one program staff clinicidor different reasons; another officer whose home was de-
is available 24 hours a day, usually on a rotating basis so thettoyed by a hurricane and whose father was diagnosed with

An officer asked his wife to call a program direc-
tor in the middle of the night after he awoke with
flashbacks to the stabbing attack he suffered
while at work at a corrections facility. The direc-
tor met the officer and his wife at the emergency
room and provided immediate crisis intervention.
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brain cancer, saw a counselor twice a week for three monthé. depression, suicidal thoughts, post-traumatic stress dis-
The same counselor visited the home of another officer three  grder resulting from a critical incident, and other serious
times in the week after the officer underwent traumatic  psychological problems.
surgery and then once or twice a week for another month.

Most program staff and almost all independent practitioners
Some program directors and independent practitioners limgontacted for this study do not provide long-term counseling
the number of counseling sessions an officer can receivbgcause of limited time and, frequently, limited expertise
referring them to external practitioners if long-term care iswith problems severe enough to require long-term treatment.
needed, even if the officer can afford ongoing treatmentnstead, clients are referred for long-term therapy to other
Employees of the Bureau of Alcohol, Tobacco, and Fireservice providers in the community (see chapter 5, “Estab-
arms, for example, are entitled to only five free counselingishing a Referral Network™). Stress program staff, however,
sessions per incident. Drug Enforcement Administratiorusually make the initial assessment of the individual and
employees may have up to six counseling sessions pprovide initial short-term treatment as described above. For
problem with an EAP clinician, although additional sessionsnstance, the director of the San Antonio Police Department’s
are sometimes allowed; twelve months of aftercare at onesychological Services refers clients to outside assistance if
contact per month is also provided, during which time thehey require more than eight counseling sessions. In such
counselor usually checks with the client’'s outside referratases, program staff usually follow up with the outside
source to follow up on the client’s progress. Rochester Poligaractitioner regarding the employee’s condition.
Department stress program counselors generally limit the
number of sessions per client to “a ballpark figure of 8 to 15ome programs are able to offer long-term counseling to
visits,” although they have on occasion counseled officerslients. Mental health professionals with San Bernardino’s
for extended periods. Often the officer’s or family member'sCounseling Team frequently work long-term with officers
insurance policy dictates how many counseling sessions lom relationship or critical incident problems. The director of
or she can attend. However, if a client’s insurance runs outhe Michigan State Police program saw one client for a year,
staff of Rhode Island’s Centurion Program and other proat first weekly, then every few weeks, and finally once a
grams continue to offer counseling using a sliding scale omonth; he has been seeing another family member twice a
if necessary, on aro bondasis. (See chapter 13, “Manag- month for two years. A trooper who is a recovering alcoholic
ing Program Costs and Funding,” for further discussion ofoined the Michigan program’s staff and now provides long-
insurance issues.) term support to other officers with addiction problems.

While a law enforcement stress program may also provide
As part of short-term counseling, it is also common fodong-term support in the form of peer assistance on an
practitioners to refer law enforcement employees to othendividual or group basis (e.g., by organizing a law enforce-
sources of supplemental assistance, including in-house heattient Alcoholics Anonymous group), counselors stress the
and physical fitness programs, support groups, and polidenportance of providing clients with proper professional
chaplains. In some cases, stress program staff may coordissistance for serious problems.
nate or work directly with a department wellness program. In
addition, some programs make stress-reduction audiotapes

and biofeedback equipment available so officers can learn Providing Services for Mandatory
control or alter their physiological responses to stress. Referrals

. Treatment services are usually provided to officers on a

Long-Term Counsellng voluntary basis. Some program staff also counsel or evaluate
i officers—or refer them to other service providers—at the
Officers and nonsworn law enforcement employees Mayy st of department supervisors. However, almost all

need long-term counseling for anumber of problems, inCludsy o5 hrogram staff agree that treating fitness-for-duty refer-

Ing rals can destroy the program’s credibility among line officers
because they will view staff as tools of management and fear
* alcohol and other substance abuse, that even voluntary visits to the program will jeopardize their

. _ . _ career advancement. As the vignettes below suggest, officers
* serious marital or other relationship problems, and  can be encouraged to seek counseling in a number of other
ways that involve different degrees of coercion.
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The supervisor of an officer who was arrested for
smashing his personal car while drunk recommended he
seek help for his drinking problem. The officer knew
that if he did not enter counseling but never had another
accident, the supervisor would take no further action.
But because he knew the supervisor would discipline@
him if he did get into another drunk driving accident, he
sought help from the stress program.

Supervisors with a half dozen police departments in
Rhode Island order officers to the Rhode Island Centu-
rion Program after a pattern of problems occurs, such as
several citizen complaints or absences from work. As
long as the program director clears the officer for duty
after treatment, the officer’s use of the program does not
affect his or her professional development.

The Drug Enforcement Administration accepts both
“self-referrals” based on a supervisor’'s informal sug-
gestion that an employee obtain assistance, with no
report to the supervisor required, and “formal referrals”
—thatis, those made inwriting by the agent’s immediate
supervisor specifying work performance deficiencies
and directing the agent to obtain EAP assistance.

Many police departments require officers to attend
critical incident debriefings when a firearm has been
used (see the box, “Some Departments Mandate
Debriefings in Critical Incidents”).

frame for desired performance change, clarify other
issues that may affect the desired outcome, and agree on
the amount of feedback to be provided to both the
supervisor and the employee onthe employee’s progress.

Most Federal law enforcement counseling programs
have policy statements that allow for the “directed
referral” of officers or agents involved in critical inci-
dents associated with performing their duties. The term
“directed referral” is sometimes used to describe pro-
grams that utilize a supervisory referral that is not
mandatory in the traditional sense but is stronger than a
supervisory suggested referral. If an officer does not
follow through with a directed referral, there is no
adverse consequence. The Department of Justice Em-
ployee Assistance Program (EAP) policy allows for a
directed management referral when a supervisor is able
to document a performance or conduct problem and
suspects a personal or family problem may be the
reason. No information is given to the organization
without the officer’s written release. These referrals are
“informational” in nature and not counseling. As previ-
ously discussed in this publication, the Department of
Justice, like most other Federal law enforcement groups,
keeps fitness—for—duty assessments separate from the
counseling service, whether it is an internal or external
model?

Despite this diversity of “mandatory” referrals, program

staff—and officers—often distinguish among three primary
The director of the San Bernardino Counseling Team i§ypes:

writing a proposal to the California Peace Officers
Standards and Training (POST) Division seeking to(1)
obtain certification for a class for law enforcement
officers who are going through marital separations. Shé)
will then try to motivate departments to require the
course, when appropriate, because the stress officers
experience during a separation often causes them to be
disruptive or distracting to other officers. @)

Supervisors with the Metro-Dade police department
may make a “supervisory intervention” when an em-

referrals designed exclusively to help the officer;

referrals designed to help the officer and accompanied
by an explicit or clearly implicit warning that if the
officer’s on-the-job performance remains impaired, he
or she will be disciplined; and

referrals associated with planned disciplinary action or
fitness-for-duty evaluation.

ployee exhibits a continuing performance prob|em_Mostsupervisor referrals fall into the second category: more
According to the department’s standard operating pro®' less mandatory, but with no request from the supervisor for
CedureS, asupervisory intervention is avo|untary Couni.nformation from the program about the officer’s condition
seling session facilitated by the Health Services Sectiofi” Whether the person even received treatment. However,
and is not utilized for psychological evaluation of thebecause treating mandatorily referred officers may brand the
employee. A Health Services Section staff membeProgram as unable to keep information secret abdut
facilitates the supervisory intervention session with theofficers who seek its services—including officers who are
employee and the supervisor in order to articulate thgelf-referred—most of the programs and independent prac-
performance problems, outline expectations and a timttioners contacted for this report accept only those supervi-
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sor referrals that do not require any feedback from the
counselor to the supervisor. According to Douglas Gentz,
Director of Tulsa’s Psychological Services, “Mandatory
counseling in a police department is not really counseling—
it is management consultation, because the true client in this
case is not the officer, itis the departménttditially, Gentz

did conductfitness-for-duty evaluations and preemployment
screenings for the Tulsa Police Department but discontinued
them because they presented a conflict of interest in terms 4f
trying to serve the department and officers at the same time.

Mandatory counseling in a police department is
not really counseling—it is management consul-
tation, because the true clientin this case is notthe
officer, it is the department.

— Douglas Gentz, Director, Psycho- 5.
logical Services, Tulsa

Most stress programs send mandatory referrals to outside
treatment providers for assistance. The police departmentin
Tulsa sends mandatory referrals to the citywide EAP rather
thanto Gentz’ program. The Metro-Dade Police Department’s
Health Services Section does accept officers referred for
fitness-for-duty evaluations if their performance errors ard.

Incidents in Policingrevised, ed. J.T. Reese, J.M. Horn,
and C. Dunning, Washington, D.C.: U.S. Department of
Justice, Federal Bureau of Investigation, 1991: 23.

Blau, T.H.,Psychological Services for Law Enforce-
mentNew York: John Wiley and Sons, Inc., 1994: 167—
168.

Ibid., 168; Horn, J.M., “Critical Incidents for Law En-
forcement Officers,” irCritical Incidents in Policing
143-148; Bohl, N., “Professionally Administered Criti-
cal Incident Debriefing for Police Officers,” iRolice
Psychology Into the 21st Centugd. M.I. Kurke and
E.M. Scrivner, Hillsdale, New Jersey: Lawrence
Erlebaum Associates, 1995: 172-73.

Bohl, N., “The Effectiveness of Brief Psychological
Interventions in Police Officers after Critical Incidents,”
in Critical Incidents in Policing34.

“Post-Shooting Incident Procedures,” Concepts and Is-
sues Paper, Alexandria, Virginia: International Associa-
tion of Chiefs of Police, National Law Enforcement
Policy Center, March 1, 1991.

Garrison, W., “Organizational Triage: Restoring the

observable and testable, but then sends them to an outside State of the Organization Altered by Trauma,Qirga-

testing and treatment psychologist. Program staff keep the
referring commander informed only about whether the offic-
ers are participating in and have completed treatment. The
police union does not object to the Health Services Section’s
role with these referrals because at least officers are given a
second chance to receive help. 8.

As noted above and in previous chapters, an additional
critical clientele for both treatment services and training

consists of family members of officers and nonsworn person-
nel. The following chapter suggests training, treatment, and
support services that programs can offer to family members.
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Chapter 11
Services for Family Members: Treatment
and Training

Key Points

e Anincreasing number of stress programs are providing freatment services and training to officers’
family members—usually broadly defined as a relative or anyone else with whom the officer has a
close relationship.

e Providing servicesto families of officers can help to prevent and reduce the stress-related difficulties
family members may experience, limit the stress that family members may cause the officer in the
family, and help family members become a source of support for the officer.

o Many programs offer the same services to family members that they provide to officers, but usually
on amore limited basis. These services include assessment and referral, critical incident debriefing.,
crisis infervention, and short- and long-term counseling.

e Three services in particular are typically tailored for family members’ needs: family counseling,
critical incident debriefing (provided by professional program staff and sometimes by peer officers
and family members), and other peer support (e.g., spouse support groups).

e |Inadditiontothe topicsthat stress training addresses with officers, family memibers can benefit from
information about the law enforcement agency, dutiesinvolvedin alaw enforcement career, and
general family issues such as financial planning, housing-related problems, parenting, illness, and
dual careers.

e Training for family members is usually offered during the academy. Periodic family fraining sessions
throughout the year, conducted with the officers, are also animportant way to provide information
about stress management and program services.

Each year, families of law enforcement officers who haveChapter 1 reviews some common sources and effects of
been slain in the line of duty are honored during Policestress that family members experience and points out that
Memorial Week. As police psychologist Ellen Scrivner most programs define “family” very broadly to include not
pointed out during congressional hearings held in 1991 oanly spouses and children but also parents, significant oth-
law enforcement stress, the needs of these bereaved familers, and anyone else with whom the officer has a close
“remain substantial [but so] do those of other police familieselationship. Chapter 7, “Marketing the Program,” discusses
who, though not having lost a member of their family, stillhow to secure referrals of family members. The present
contend with the rather unique stressors attributed to thehapter discusses strategies for preventing and treating fam-
influence of the law enforcement occupation.” The needs dfy members’ stress-related problems.

all family members of officers, Scrivner emphasized, must

be addressed not only for one week each year but throughout

the officers’ careers.
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Why Serve Family Members? difficulties. Like officers, family members said they wanted
services that were readily accessible and, in the case of
All of the law enforcement stress programs contacted for thisounseling, confidential.
publication offer at least some services to officers’ family
members. Program counselors gave three reasons for servigurvey of police officers’ wives conducted in the late
this group: 1970s found that, when asked what type of services the
department should be providing, over half wanted family or
1) As described in chapter 1, certain aspects of law emnarital counseling, one-third hoped for an orientation to law
forcement work, such as fear for the officer’'s safety an@&nforcement, and about one-tenth wanted social activities,
the odd and changing hours that officers must work, cafinancial and medical assistance, and information services
take a tremendous toll on family members, causingsuch as notification aboutemergencies and injuries). Twenty
difficulties that require counseling or other assistancepercent of the respondents wanted no services at all, but this
was apparently due primarily to fear of departmental intru-
2) Stress-related difficulties experienced by family mem-sion rather than to lack of neébh deciding whether to offer
bers can also create problems for the officer, resulting inssistance to family members, one law enforcement stress
impaired job performance. In fact, several counselorgxpert suggested that, when in doubt, ask: “An offer of
reported that family problems are the most commorsupport to the spouse and family from the officer’s depart-
reason for which officers seek help. As a result, servingnent is rarely inappropriate and may be deeply appreciated,
family members—usually together with officers—can even if declined by the family. What seems to hurt spouses
help reducefficers’ stress. very deeply is the impression that their needs are being
ignored, resulting in a feeling of isolation from the rest of the
3) Family members are in the best position to supportiepartment¥Reflecting this view, Counseling Team clini-
officers, recognize early when the officers are experi€ians in San Bernardino, California, try to talk with family
encing stress-related difficulties, and refer them to promembers who are present after a critical incident.
fessional help. Family members can probably provide
this kind of assistance better if they are familiar with lawAs with law enforcement personnel, treatment services and
enforcement work and its stresses. training are the two main services that stress programs
provide to family members.
The International Association of Chiefs of Police (IACP)
suggests that law enforcement agencies offer several ser-
vices for family members, including individual and family Treatment Services
counseling, post-shooting incident support and debriefing,
group discussions among officers and their spouses, orient@epending on available time and expertise, law enforcement
tion programs, and frequent family events. An IACP trainingstress programs and independent practitioners generally
document on law enforcement stress and the family statesffer the same services to family members as they furnish to
“The financial cost of implementing these programs is nopfficers: assessment and referral, crisis intervention, critical
large, but the return benefits to the officer, the family, théncident debriefing, and short- and long-term counseling.
department and the community can be immense in stimulafhe discussions of these services in chapter 10 apply equally
ing positive public relations, reducing stress, promotingo family members. The services are typically provided,
marital harmony, and improving job performanée.” however, on amore limited basis to family members. As they
do for law enforcement personnel, most law enforcement
Most of the family members interviewed for this publicationmental health professionals commonly refer family members
who had used law enforcement stress programs found tii@other providers for long-term counseling. Because they do
services helpful. One officer's wife who received maritalnot have the specialized training to work with children, most
counseling with her husband said that “no one was there feounselors—even police psychologists—usually also refer
us except the stress team.” Even family members who had reftildren’s cases to other practitioners.
used the program said they were glad it was available and
would use it if they felt the need. Family members who hadramily members typically seek stress program services for
participated in stress training sessions particularly apprecproblems related to the officer's work, such as marital
ated learning about law enforcement work and hearing fromproblems due to shift work rotation or trauma after a critical
other family members who had similar experiences anihcident. Some family members use the programs for other
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reasons. After being involved in a terrible traffic accidentjn a shooting and the family’'s house was destroyed by a
one officer's wife developed a phobia of being on thehurricane. In another jurisdiction, an officer and his wife
freeway and found herself taking alternate routes. She sougkgularly see a substance abuse counselor as a couple to help
counseling from the police psychologist who ran the stresthem work through the officer’s alcohol problem, which was
program in her husband'’s department. Another family memprompted by his flashbacks of a critical incident.
berwho received individual counseling from the department’s
stress program for a problem unrelated to police work waslthough most law enforcement counselors do not have the
pleased that the program treated her problems “as serioughaining to work with children, they can sometimes provide
as they treat the cops’ problems.” general assistance along with referrals. Garrison went to one
home to talk with an officer’s two young children who were
This section focuses on three treatment services tailorddghtened by their father’'s involvementin a shooting. Mem-
specifically for family members: (1) family counseling, (2) bers of the Bureau of Alcohol, Tobacco, and Firearm’s peer

critical incident debriefing, and (3) peer support. support team visited schools attended by many of the chil-
dren of agents and other Federal employees who were killed
Family Counseling or injured in the Oklahoma City bombing in 1995 to talk

about the youngsters’ fears and other negative reactions.
Stress program practitioners report that the most commageverly J. Anderson, Clinical Director and Program Admin-
problem for which officers seek treatment is marital or othe[strator of the Washington, D.C., Metropolitan Police EAP,
relationship difficulties. Both Philip Trompetter, a psy- who started her career as a child specialist and is married to
chologistwho serves several small departments near Modes§opolice officer, coordinates an adult children of trauma
California, and Gary Kaufmann, Director of the Michigan group and an adolescent therapy group for children of
State Police Department’s Behavioral Science Section, resficers, who, she said, frequently act out, are depressed, or
port that over half of their clients come to them because fre either violent or extremely sensitive to violence. Ander-
family difficulties. John Carr, Director of the Rhode Island son also evaluates children and confers with their teachers

Centurion Program, says that 75 percent of his cases involyggarding problems related to their parents’ law enforcement
“a broken heart, not a broken head,” and the director of thggrk 2

Washington, D.C., Metropolitan Police Department EAP
calls family and marital difficulties “our number-one prob- critical Incident Debriefing
lem.™
Critical incidents can traumatize the relatives and partners of

Although counselors often treat only the officer for a relathe officers involved just as severely as the officers them-
tionship problem, many mental health practitioners recomselves. Family members’ fear and shock are compounded by
mend joint Counse”naWhen an Ofﬁcer comes to discuss their ignorance of the event since they were not on the scene.
marital difficulties with Nancy Bohl, Director of the Coun- According to one observer, “Recognizing that families are
seling Team in San Bernardino, she encourages the persorffegatively impacted by traumatic events and that significant
bring his or her spouse to the next session, because she fedfers have akey role to play in the recovery of the distressed
this is the best way to mediate the confusion and discor@fﬁcer] is not sufficient. Itis also importantto reCOgniZe that
between them. The Washington, D.C., Metropolitan Policdamilies may at times be so seriously overwhelmed by the

Department EAP provides marital counseling and coordistress response of their loved ones that they are unable to
nates couples’ groups and retréats. assume their appropriate roles in facilitating the recovery of

the hurting [officer]."® As critical incident debriefing has

Not all family counseling focuses on relationship problemsPecome more common (even mandatory) among law en-
William Garrison, Director of the Metro-Dade (Florida) forcement agencies, attention is now turning to the needs of
Police Department’s Health Services Section, not only courfamily members after an incident.

seled an officer whose father was suffering from brain

cancer, he also went to the home of the officer’s parents @rogram staff and independent law enforcement clinicians
talk with them, to counsel the officer’'s mother, and to advis@rovide critical incident debriefing for family members by
the family on how to care for the father and themselves duririgcluding them in the debriefing provided to officers in-
the difficult time. Garrison later attended the funeral for thevolved in the incident, by providing a separate debriefing
officer’s father. Garrison counseled another couple whattended only by family members, and by coordinating peer
needed assistance after the husband, an officer, was involvedgpport. In Modesto, California, services for spouses of
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Preventing and Treating Domestic Violence

A relatively large percentage of law enforcement officers may be involved in domestic violence, to some
extent because of the nature of their work and the organizational stresses they face.” In the past, officerswho
battered their partners were often ignored by fellow officers who knew them personally or felt the behavior
was acceptable. This tolerance is disappearing in many departments 2in part, perhaps, because of lawsuits
that battered spouses have brought against law enforcement agencies for allegedly violating their civil
rights by failing to discipline, supervise, and monitor officers who abuse their spouses.’

e According to police psychologist Claire D’Agostino, the Atlanta Police Department’s written policy
covering domestic violence committed by members of the department requires the internal affairs unit
to suggest to an offending officer’s deputy chief that he send the officer a letter requiring the person
to meet with D’ Agostino at the city’s Bureau of Employee Assistance Services. D’ Agostino then sends a
written evaluation to the officer and the deputy chief that includes recommended actions. The deputy
chief usually accepts the clinician’s recommendations and directs the officer in writing to comply with
them. Recommendations may include attendance at group counseling sessions with the city’s
contracted employee assistance program or individual counseling with the EAP, with a Bureau of
Employee Assistance Services clinician, or with an independent therapist. Internal affairs learns about
officers with problems either after an arrest or through an early warning system used to identify officers
who appear to be having personal or professional problems that need intervention.

e AccordingtoSergeant Mark Wynn, the Nashville, Tennessee, Police Department’s policy isto investigate
criminally every act of domestic violence committed by an officer. Furthermore, to avoid having officers
who are friends with the offender conduct the investigation, the department’s 34-person Domestic
Violence Division, headed by Wynn, takes responsibility for doing so. A Domestic Violence Division
supervisor then notifies the department’s internal affairs division and the officer’s bureau commander
and sergeant so that the information does not remain buried at the precinct level. If there is probable
cause, the officeris arrested at the Domestic Violence Division’s precinct house. At that time, the officer
meets with a social worker to consider counseling, something in which the division encourages arrested
officers to participate. The officer is then booked, relieved of his or her service revolver, and placed on
administrative leave or desk duty until the case has been adjudicated. The department’s internal affairs
department conductsits own parallelinvestigation at the same time that the Domestic Violence Division
conductsits criminal investigation. Wynn estimates that the division investigates about 20 officers a year
for domestic violence.

e According to Michael McMains, police psychologist fo the San Antonio Police Department, commmand-
ers send each officer arrested for domestic violence a letter discussing the stress associated with police
work and the risk that family violence may escalate unless they receive help. The letter suggests that the
officer visit the department’s Psychological Services program and warns the officer to anticipate a
follow-up telephone call in a week checking on whether he or she has done so. A lefter encouraging
counseling is sent to the officer’s spouse.

With early detection, it may be possible for stress programs to intervene through individual counseling, family
counseling, and training programs in time to reduce the likelihood of confinued violence. However,
because batterers rarely volunteer to accept counseling, it may be necessary fo mandate participation'®
as, forexample, the San Antonio Police Department attempts to do. Stress programs can also try to prevent
domestic violence by addressing the “conditions and coping skill deficits that put officers af risk . . . in
mandatory training incorporated into existing schooling and in-service training programs.“!
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Families of Officers Killed in the Line of Duty: Services
Immediately after the Incident—and Beyond

The death of an officerin the line of duty does not happen often, and is especially rare in small departments,
but law enforcement counselors emphasize that program staff need to be prepared—and train other
department personnel to be prepared—to assist the officer’s family after this fragedy. According to a 1987
report from the National Institute of Justice (NIJ):

Many departments have no formal procedures for completing required paperwork and
assisting family members with funeral plans and requests for benefits. Most departments do not
consider the emotional and psychological needs of survivors to be a part of their responsibility
.... (Furthermore), relatives of slain police officers offen endure psychological distress for long
periods of time and do not seek help or discuss their problems because they feel embarrassed
or wish to avoid seeming weak. They may refuse existing community services because they
believe that only other members of the ‘police culture’ can understand their problems.'

In an NIJ-sponsored survey of survivors, many reported feeling abandoned by the police departments: *The
spouses wanted some type of formal and informal contact to continue. Most reported that contact ended
soon after the funeral.”' Stress program staff can assist survivors in a number of ways, including

e providing crisis intfervention and critical incident debriefing immediately after the incident and assisting
with practical matters, such as funeral arrangements;

e encouraging officers and their families to talk about the possibility of the officer’s death and to make
practical plans in case death occurs (e.g., prepare wills, organize personal documents);

e encouraging the agency to implement policies concerning notification procedures, provision of long-
term emotional support and informal contact, and provision of benefits and compensation;

e providing counseling for survivors (including parents, siblings, and children) even after the crisis period
is over, when they still may be suffering the effects of post-fraumatic stress disorder or other emotional
problems, and, if the department will not pay for such services, encouraging the department to change
its policies; and

o referring the survivors to support groups and other local service providers.

Local chapters of Concerns of Police Survivors (COPS), a national support group, provide peer support for
survivors, national counseling and training programs, psychological counseling for children of slain officers,
assistance to agencies in the development of procedures for line-of-duty deaths, and educational grants
for spouses and children. Call COPS at (314) 346-4911 in Camdenton, Missouri.

officers involved in a critical incident used to amount only todepartments in the area, to contact them after a critical
the sensitive delivery of the news of the incident. After thencident so that they could provide support to the spouse of
creation in the early 1990s of a support group for officershe officerinvolved. Now, after a critical incident, Trompetter

involved in shootings, several spouses of these officersncourages the officersinvolved to invite their spousesto the
began meeting informally to address their common concerrstress debriefing. Trompetter writes, “The presence of the
and needs. The group eventually encouraged Philippouses during this initial debriefing has been extremely
Trompetter, a police psychologist serving several smakhelpful in providing practical coping strategies for potential
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conflicts, misunderstandings, or other disruptive variable©ther Peer Support

that could impair the familial relationship. One of the factors

thought to contribute to the success of initially involving Peer support can be a valuable service for law enforcement
spouses is that such debriefings facilitate a sense of havifgmily members not only after critical incidents but also for
shared a stressful experiené&The spousal support group dealing with general problems and providing camaraderie.
helps arrange for child care for the officer and his or heBoth officer and spouse peers can provide these services. Six
spouse and invites the spouse to the group’s next Suppéﬁicersinamedium-sized departmentin Texas were trained
meeting. Spouses of other officers not directly involved in—as Peer supporters with special instruction on work-related
yet still adversely affected by—the incident are invited to &nd general family problems. The peers have helped family

second, larger debriefing.

members cope with divorce, alcoholism, child care difficul-
ties, long-term ilinesses, financial planning, the death of a

Although some clinicians report that peer support for famif€lative, spouse abuse, and crime victimization. Peers ac-
lies is a beneficial service after a critical incident, onecompany the family to an outside expertif areferral has been

observer offers a warning:

In group process meetings with spouses, care
should be given as to the composition of the
group. It may be extremely upsetting for the
spouses of officers who have just died to meetin
an intense group process with spouses whose
husbands and wives are still living. The sensi-
tivities of the situation and the judgment of
responsible professionals and command offic-
ers are much more reliable indicators about what
should be done than the prescriptions of any
general model for critical incident debriefing
.... Atthe time of the critical incident, one of the
most sensitive things that a department may do
is to activate the natural support system sur-
rounding an officer and his or her famify.

madet®

Some stress program staff warn that setting up and maintain-
ing a support group for family members can be difficult
because of the limited time that spouses may have for
meeting together or that staff may have for coordinating the
group. Family members’ different expectations and the ten-
dency for some group meetings to turn into gossip sessions
may also limita group’s value. One wife, for example, joined
aninformal group of spouses from her husband’s department
but was dissatisfied with their traditional viewpoints and lack
of interest in addressing difficult questions faced by her
generation of spouses. In fact, officers may be the largest
source of resistance to family peer support groups because
they fear their “dirty laundry” will be aired in public. One
officer told his wife to avoid the spouse support group that
departmentwives had formed “because all they do is gossip.”
Although the group arranged for invited speakers, the wife

In addition to debriefing family members, program staff carfound her husband’s criticism to be valid.

arrange for practical assistance that can do much to alleviate

the family’s difficulties. After one critical incident, Counsel- According to Suzanne Sawyer, Executive Director of Con-
ing Team director Nancy Bohl arranged for peer supporterserns for Police Survivors:

to bring food to the hospital and the officer's home, and to

look after the officer’s children.

Peer support may be most helpful after the immediate crisis
is over and the family is learning to adjust to the aftermath of
the incident. One family member of an ATF agent involved
in both the burning of the Branch Davidian compound in
Waco, Texas, and the bombing of the Federal building in
Oklahoma City said the family never talked about Waco at
home until they experienced peer intervention in Oklahoma
City. “Until then it was not okay to talk about or even feel

anything about these incidents,” she said.

Some officers have actually forbidden their
spouses to become involved in support organi-
zation work. They label these support groups as
‘hen parties’, ‘coffee-clatches’. And as long as
spouse support groups are willing to serve
cookies at police department and police organi-
zation functions, these spouse groups are ac-
ceptable, bearable. Family support groups know
the issues—substance abuse within law en-
forcement, spouse and child abuse, extramari-
tal affairs, the need for the family to know what
their officers confront on the streets—and we
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know they need to be addressed. But we are them howto recognize and understand the effects of stress on
kept from addressing these issues because mere  the officer, and how best to offer help and encourage the
mention of them will only bring more criticism officer to seek help.
to bear on our organizatioffs.
Family members, along with their officers, also can benefit
Stress program staff recommend that if a peer support grodigpm training and assistance with general family issues, such
is established, it is essential to as financial planning, housing-related problems, parenting,
illness, and dual careers. As one police psychologist noted,
» inform officers about the group and its goals and activi“Police departments have virtually ignored these general
ties (that is, that it wilhot be a forum for gripes and family issues, which are more frequent and can be more
gossip); detrimental to marital and family harmony than officer-
instigated issues.” Yet, an “examination of spouse training
» advertise the group effectively to family members; andorograms and peer support team training curricula reveals a
noticeable absence of training to deal with general family
» for each meeting, establish an agenda of issues to covissues. Even comprehensive employee assistance programs
within a specific time period to eliminate gossiping anddo not cover these issued 3tress program staff and inde-
griping. pendent practitioners may feel that given their typically
limited training time they need to focus on topics more
directly related to stress. However, they can still encourage
Training officers and family members to talk about general family
issues, provide helpful literature that discusses them, and
Law enforcement stress experts agree that training for famitnhake referrals to other sources of information and assis-
members can help prevent and reduce stress-related difficgignce.
ties. Anecdotal information from family members inter-
viewed or surveyed for this and other publications indicateStress prevention training usually includes an introduction to
that most family members who receive stress-related traininge law enforcement organization and the stages and duties
find it extremely worthwhilé® Participants in a separate of alaw enforcement career. Many family members find that
academy for spouses coordinated by the Colorado Springise most useful benefit of training is simply learning about
Police Department made such comments as, “Listening t@hat law enforcement work involves. As a captain and the
stories told by officers’ wives who had ‘been there’ had echief of the Colorado Springs Police Department observed:
calming effect,” and, “It was very reassuring to know that
someone was concerned about us wives. | don'tthink any of  Historically, the police wife [or significant other]
us realized what kind of job our husbands were getting has been left to fend for herself when it comes to

into.”2 understanding just what it is her husband does
when he puts on his uniform and goes out the
Training Topics door at midnight or 4 p.m. This has been espe-

cially true of the recruit wife. All too often, she
Training for family members usually covers the same three is left to her own devices to figure out this

general topics as does training for law enforcement officers: strange new “profession” in which she now finds
sources and manifestations of stress, individual prevention  herself enmeshed. These devices usually in-

and coping strategies, and the department’s stress program  c|yde television shows (a poor source at best),

and other sources of assistance. (See Chapter 8, “Preventing news broadcasts (focusing on the unusua'), or
Stress and Stress-Related Problems,” for a review of these  her own imaginatio?

training topics.) Some information, of course, is tailored to

thg unique circgmstances of being a family member qf a‘Training at the Academy

officer. These circumstances can vary from officer to officer

(e.g., the family of a female officer may face some differenfraining for family members is most commonly provided
sources of stress than the family of a male officer). Besideduring the academy. While family training is not new—the
educating family members about how to recognize and cofdens Angeles County sheriff’s office established an eight-
with their own individual problems, program staff can teachweek program for spouses of recruits in 875t is becom-
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many women at discussion groups suggests that
they clearly view this level of programming as
inadequaté®

ing increasingly common and far-reaching, targeting not
only officers’ wives and husbands but also children, parents,
and other individuals with whom officers have close rela-
tionships. As mentioned in chapter 8, training at the academy
offers perhaps the best opportunity to introduce familyDepartments that provide a comprehensive stress program
members to the program and other available resources andtw family members usually recruit a variety of instructors,
begin to inoculate them against—or at least prepare themcluding an expert in each field being addressed. The
for—stress-related difficulties during the officer's law en- Rochester Police Department’'s Stress Management Unit
forcement career and even during the academy itself. At tregranges for the recruits’ firearms instructor to give family
very least, academy training can increase family membershembers a tour of the firearm range and to let them fire a
awareness and understanding of the job the recruit is abosgrvice revolver under close supervision. A New York State
to undertake. Police chaplain counsels recruits and their spouses for three
and a half hours about police officer relationships, interper-
sonal communication, domestic violence, and other stress-
and family-related topics. Veteran officers and their family
members can be indispensable co-trainers because they can
speak from personal experience and are therefore likely to be
credible and capture family members’ attention. According

to one law enforcement stress expert, “Wives tell us that they
want much more than a lecture by a veteran police academy
instructor, who from his position of authority talks down to
them. Many would prefer to participate in panel discussions
Training atthe academy ranges from a brief orientation to theith older police wives, who from their years of experience
stress program, to a “family night” consisting of speakers anid coping with the job could communicate their strategies of
socializing, to a “spousal academy” consisting typically ofadjustment and disseminate their practical guide for survival
several weeks of courses on police work and stress manages a police wife?

ment and involving ride-alongs and weapons practice. A

minimal effortto involve family members may be inadequate
and even counterproductive:

Often neglected are those men and women who
marry or become seriously involved with an of-
ficer after he or she has gone through the acad-
emy. Program staff should consider reaching out
to new spouses, for instance by offering periodic
trainings and get-togethers.

Even before the academy, the Michigan State
Police Department trains family members. Some
departmentrecruiters ask applicants to bring their

partners or spouses to the orientation program

before even taking the tests or completing the
application. One recruiter has on occasion talked

with a wife alone because he could tell she was
afraid to talk freely around her husband.

[A spouse orientation] may be as superficial as
holding a reception for the wives with a tour of
the academy and perhaps showing a film (that is
usually shown to grade school students) entitled,
What Is a PolicemantP other cases, the orien-
tation is a formal briefing by personnel represen-
tatives giving the spouse an overview of the pay
system, benefits and so forth—oftafter the

new officer has had to make choices about
insurance plans and other benefits—as well as a
lecture from a psychologist on police stress.
Although well meaning, such programs often
tend to exacerbate the problem rather than alle-
viate it by further frustrating the spousé.”

... [A] police department may provide a one- or
two-hour evening orientation session for recruit
officers’ wives which is loaded with informa-
tional material about insurance programs, retire-
ment benefits, and some caveats from more
experienced wives. However, feedback from

Michael McMains, Director of Psychological Services for
the San Antonio Police Department, conducts a Saturday
workshop for recruits and their significant others. In the
morning, different police couples who are at different stages
of their careers spend time with the group, with the police
officer member of each couple first talking about the prob-
lems of policing from his or her perspective and then the
spouse talking from her or his perspective. In the afternoon,
the recruits and their partners split into work groups to plan
social activities for the first six months of recruit school. The
program also maintains an ongoing voluntary group for
partners at the academy that meets weekly and typically
attracts about a dozen of the 40 recruits’ spouses.
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Tips on Training Officers’ Family Members

Law enforcement stress program staff and officers’ family members offer the following fips for training
family members. (Some of these tips are similar to those presented in the box in chapter 8 concerning
fraining for officers; others are unique to family training.)

o Use other spouses and significant others as instructors or facilitators of discussion.
e Allow ftime for questions and answers.
e Have an agenda so the session does not turn intfo a gripe session.

e Arrange for actual participation in or observation of basic law enforcement activities, such as ride-
alongs.

o Do not glorify the job; instead focus on its readlities and potential difficulties.
e Conduct fraining at night so that working spouses can attend, and arrange for child care.

o Make attendance “mandatory” or as close to mandatory as possible—one program has the
academy commander issue a formal invitation to family memibers and tell recruits they have to
bring a significant other to the fraining—otherwise wives might never find out about the fraining or
might be too infimidated to come.

e Use insfructors who are genuinely concerned about helping spouses.
e Distribute or mail an evaluation form.

e Conduct a “graduation” ceremony for family members who complete the training.

The Rochester Police Department’s Stress Managemegether. At the final session, other department personnel
Unit coordinates seven training sessions for significant othprovide information about the union and department ben-
ers during the academy. On the first night of the academy, thedits.

director of the program usually presents an overview of law

enforcement work, introduces program and training staﬁTraining Throughout the Officer’'s Career

and asks family members to introduce themselves and dis-

cuss their concerns and expectations. Two weeks later, th$ 10ng ago as 1978, Martin Reiser, former director of
director uses prepared overheads outlining these expecfdehavioral Science Services for the Los Angeles Police
tions to stimulate discussion about stress, life changes, afRgpartment, was recommending that departments provide
family support. At the third session, family members observétress training for officers and family members together six
demonstrations of unarmed defense techniques and use8@nths, twoyears, and four years after the academy, and then
firearms. The fourth and fifth sessions review aspects oftother significant developmental points at which conflicts
officer training, law enforcement work and career progrescan be predicted.” Reiser also suggested an initial psycho-
sion, and emotional issues to be aware of at different stagkgical “checkup” for the couple and then another one
of a career in policing. The sixth session consists of a full da§ggularly every three years to determine if any underlying
of discussions with the family members and officers toProblems require attentigh Although not as common as
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training during the academy, some stress programs offé&.
periodic training for families of experienced officers through-
out the year.

After noticing that a large majority of the police cases
she was handling involved marital or other relationship
problems, a counselor serving law enforcement agers.
cies in Colorado developed officer/spouse workshops
in late 1992. The workshops were offered at various

times and days, including evenings, to accommodate the

different schedules of officers and their family mem-

bers. Some officers brought their children. The counse-
lor and other presenters provided a handout on law
enforcement as an occupation and “high-risk” relation.
ships. During the workshop, presenters reviewed job
stresses, relationship difficulties, and ways of prevent-

ing and resolving them. The presenters tried to use
lighthearted and humorous examples and to provide
practical—not “touchy-feely"—advic&. 6.

On a quarterly basis throughout the year, the Denver
Police Department’s stress program conducts a oné-
night marital and family stress class for officers and their

spouses. Presenters discuss types of stresses, why police

marriages can be high-risk relationships, personalitﬁ-
changes often experienced by officers, and related is-
sues. Officers and spouses are informed of the class
through a notice sent to their homes.

As mentioned at the beginning of this chapter, many pro-

grams are able to provide only limited services to officers’

families because of limited time and expertise. By referrin@'
family members to other mental health professionals and
service providers in the community, however, program staff - .
can ensure that they receive needed assistance (see chapter 50rcement Familie®27-229; Neidig, H., H.E. Russell,
“Establishing a Referral Network”).
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Chapter 12
Monitoring and Evaluating the Program

Key Points

e  Many program administrators and independent practitioners have a variety of concerns about monitor-
ing and evaluating service delivery, from finding fime to maintaining confidentiality. However, program
assessment is critical fo maintain or increase funding and to improve program operations and effective-
ness.

e Programs typically use three record-keeping forms:

— aclient intake form,
— a case control card, and
— atreatment record form.

These forms will be most useful if they are kept simple, formatted as checklists, and result in the data
clinicians need to assess their services.

e A process evaluation, which involves measuring how well a program functions, requires

— establishing program operations objectives,

— assessing client satisfaction with program services,
— analyzing the data, and

— reporting the results.

e Animpact evaluation, which involves measuring a program’s effectiveness, requires

— establishing outcome measures,

— securing the data from personnel records and specially designed questionnaires,
— selecting a research design,

— analyzing the data, and

— reporting the results.

e [tmay also be useful, and enhance the credibility of the evaluation, to obtain the assistance of someone
experienced in conducting evaluations, such as a local professor or graduate student.

e Animpact evaluation needs to be designed to establish that it is the program, not other events, that is
responsible for improvements in officer performance.
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Many program administrators and consulting mental health  documentthe program'’s effectiveness because no other
practitioners consider monitoring and evaluating program  assessments had been conducted that could be brought
activities a low priority. This chapter suggests how adminis-  to the officials’ attention.

trators and independent counselors can benefit from both

activities and how they can perform them with the least ack of Expertise

amount of work.
Some administrators feel they can assess their program’s

effectiveness accurately by relying on their experience,

Concerns and Responses common sense, and intuition, or by using anecdotal evidence
and testimonials. However, while sometimes accurate, sub-

Administrators of every type of program, as well as indepeniective impressions are often wrong, and general impres-
dent practitioners, are often reluctant to monitor or evaluatéions are unlikely to impress most police administrators, who
their efforts. There are a number of understandable reasofiee interested in knowing what they are getting for their
for this aversion, but there are even more compelling reasofgoney.
to keep certain records and assess program performance.

Administrators and independent practitioners may also feel
Finding Time they do not have the research experience necessary to imple-

ment formal monitoring and assessment procedures. As one
Most administrators, and most independent praCtitionerﬁrogram director Commented, “l haven’t done any evalua-
who consult to law enforcement agencies, have little time tﬂon; | just monitor numbers of clients. I'm not a research
design and implement monitoring and evaluation proceperson.” However, as in the case of the Tulsa police and fire
dures. Frequently—and understandably—they would rathejepartments, outside consultants can be hired to evaluate
devote their limited energies to direct service deIiVery.an agency’s stress program, and1 in some jurisdictionS,
HOWeVer, administrators sometimes overestimate the amo%gram directors have found C"nicianS, C0||ege professorS,

oftime required to design record-keeping forms, ensure thegy graduate students who are willing to provide free or low-
proper use, and aggregate and analyze the information. Moggst assistance.

importantly, administrators need information about program

activities in order to identify flaws in program design, The recommendations in the remainder of this chapter, along
implementation, and operations and then to correct thesgith materials in the appendixes and from other cited publi-
defiCienCieS.And,OfCOUI‘SG,theyal‘elikelytO need ObjectiV@ations and programs, may be all a program director or
documentation of program activities and effectiveness tghdependent practitioner needs in order to implement basic

convince police departments to continue or expand prografonitoring and assessment procedures.
funding. Finally, in addition to being concerned about the

well-being of their officers, most law enforcement adminis-

trators will want concrete proof that the program will con- ‘I can find no single project which did our orga-
tribute, or is contributing, in a cost-effective way to a  nization more good than the evaluation. I strongly
productive police force. recommend it as a way to . . . increase the effec-

tiveness of a . . . program . . . [and] increase the
credibility and good working relationship between

* It was only after outside consultants evaluated Tulsa’s Y
the department and the program.

Psychological Services and recommended thata second
psychologist be hired that the police and fire depart- — Douglas Gentz, Director,
ments increased the budget to support the position. The Psychological Services, Tulsa
Tucson Police Department’s stress program was threat=

ened at one point because its lack of records rendered it

unaccountable to the department; the department cou@oncerns About Confidentiality

not determine whether one officer or 100 officers had o o _
used the program during the previous year. Some program administrators and clinicians refuse to main-

tain any written program records, or keep only the barest of
«  When city officials began to consider shutting off fundsrecords, because they fear that collection of any type of data

for one police department’s stress program, staff had t#ill reinforce officers’ concerns that the program will not
scramble to hire an outside evaluator to assess arfhsure confidentiality. Counselors are also usually con-
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cerned that written records may be subpoenaed in a court the forms must be simple to use. Even so, a senior
case. However, as discussed in chapter 6, “Dealing with counselor or the program administrator needs periodi-
Confidentiality,” program administrators and independent  cally to review selected completed forms to make sure
practitioners can address this concern by maintaining anony- that they are being thoroughly and accurately filled out.
mous records only, publishing data from records only in
aggregate form, and describing the program’s confidential2) The forms should make use of checklists (either alone or
ity guidelines to officers and clients both in writing and to supplement open-ended questions) so that informa-
verbally. tion for several clients can be aggregated quickly and
accurately. Using checklists also minimizes the record-
The director of Tulsa’s Psychological Services observesthat keeping burden for counselors and expedites assess-
maintaining records and then using them to evaluate the mentinterviews. Police officers often find it difficult to
program can confirm, rather than cast doubts on, the program’s  seek counseling in the first place. They are unlikely to
commitment to confidentiality: see the value of lengthy intake procedures.

The evaluation process can send a very positive (3) Theforms should be designed to collect the information
message to the police department about the degree that program staff will need in order to answer the
of openness to scrutiny, as well as confirming the guestions posed in their process and impact evaluations.
limits of confidentiality. A well-thought out evalu-
ation can say very clearly, “We want you to exam- Forms can befilled in as hard copy or on computer. However,
ine the amount of time and energy spent [by pro-  unauthorized persons may be able to gain access to computer
gram staff] . . ., our priorities, and our goasd records. As a result, program administrators need to pay
you maynothave access to confidential materfal.” close attention to preventing unauthorized access to com-
puter records by devising access passwords or keeping
Given these considerations, some kind of monitoring andomputer records only on diskettes under lock and key.
evaluation involving formal procedures for collecting and
analyzing information needs to be an integral part of the€lient Intake Form
activity of every stress program and individual clinician. The
Sections belOW discuss monitoring and eva|uation unde?\ clientintake form is used to record information offered by
three headings: developing record-keeping forms, conducteferral sources and by officers and family members them-

ing a process eva'uation’ and performing an impact eva|u§.elves during the initial assessment interview. Information
tion. on this form not only refreshes the counselor's memory but

also documents the types of clients the program is serving.
The box “Possible Intake Information to Collect” lists the

Developing and Mainiaining information a client intake form might include.

Record-Keeplng Forms Appendix M consists of the intake form the Erie County Law

Police stress programs vary in the types of services thﬁqforcementEmployee Assistanc_e Program uses. Although
offer, the professional backgrounds of their staff, and th&iS sample form requests the officer or family member's
information their departments or other funding sources ex@Me, address, and phone number, most program directors
pect. As a result, it is not possible to develop forms fofécommend that the client’s name not appear anywhere on
recording client information that can meet the needs of evertjlﬂe.form, in order to ensure confidentiality. Ins';tead: identifi-
program. Instead, this section suggests the types of inform&ation numbers are used and a record matching client names
tion that can be included in record-keeping forms. Howeve@nd ID numbers is kept in another, secure file.

most programs normally use three forms: a client intake

form, a case control card, and a treatment record form. Case Control Card

In designing these forms, three points can be kept in mind® case control card helps protect client confidentiality. As
noted above, to afford extra protection, neither the client’s

(1) The forms may be used by different counselors. T&ame nor the names of the client's immediate supervisor or
make sure every counselor records similar informationt,he referral source should be listed on the intake form. A case
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control card, keptin a secure file as hard copy or on computer — psychiatric evaluation
diskette, can be used to record this information and to match

the client’'s name with a case identification number. — alcohol/drug detoxification
Treatment Record — hospitalization
Treatment records are intended to document the client's __ gther inpatient treatment (specify)

treatment plan, compliance with the plan, and final case
diSpOSition. The fOIIOWing treatment Options canbeincluded referral outside for Outpatient treatment:
on the checklist:
— Alcoholics Anonymous
» referral outside for:
— Al-Anon
— medical examination
— counseling (individual, group, family, marital)
— psychological testing

Possible Intake Information To Collect

e Client identification number.

e Client’s rank , number of years in the department and in law enforcement, and present duties or
assignment (e.g., field, dispatch, administration).

e  Demographic information, including, at a minimum, age, sex, marital status, and number of children.

e Date of referral, source of referral (e.g., self-referral, top command staff, immediate supervisor, union
president, spouse, other family member), and descriptfion of presenting problem according to the referral
source. To protect the client, the name of the referral source should not be listed on this form.

e Client’s description of presenting problem. A checklist of typical presenting complaints can be devel-
oped (e.g., work-related stress, post-shooting frauma, marital or family problems, problem drinking, drug
use, financial frouble, gambling, legal difficulty). The counselor may wish to add a brief narrative
description for each complaint.

e Job performance record (e.g., absenteeism, tardiness, on-the-job accidents, citizen complaints, disci-
plinary actions). Important changes over time can be highlighted.

e Present physical condition (e.g., rating of overall health, height, weight, blood pressure, list of physical
complaints), present use of medication, and very brief medical history.

e Present level of alcohol use. The Michigan Alcoholism Screening Test (MAST) is designed to provide a
simple, quick, and effective means of identifying alcoholics.® While the MAST has only 25 yes/no questions,
a briefer version with 10 questions has also been developed.

e Clinical assessment. The intake counselor’s final diagnosis should be indicated. Again, to supplement a
narrative description, a checklist could be used to allow easy data aggregation.
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» referral outside for social, legal, or health services tional guidelines for keeping progress notes in a manner that
maintains maximum confidentiality.

» in-house counseling or clinical services
Program staff can also develop treatment record forms for

» special in-house services: peer supporters to use in tracking contacts with other offic-
ers. Chapter 4, “Choosing Among Staffing Options,” pro-
— physical fitness program vides additional information for monitoring the activities of
peer supporters. In addition, many programs have monitor-
— post-shooting trauma program ing forms which they may be willing to share with new or

established progranis.
— chaplaincy services.

The checklist can include space to record information aboqmoniioring Performance:
the prescribed treatment (e.g., name of outside facility o . :
service, total length of stay, number of sessions per weeE‘?onducnng a Process Evaluation

total nL!mber ofsesgions, special conditions). The form neeg$nen information gathered by program monitoring is used
to provide space to list the name, address, phone number, agdy,qge the quality, adequacy, or appropriateness of pro-
other information about outside services to which the C“enéram operations, the assessment is referred tpaxass

has been referred. The client should be identified only by ag, 51uation The focus of a process assessment is the imple-

assigned number. mentation and operation of the program, not program im-
pact. By developing well-specified, quantified process ob-
The second part of the treatment record form documents thectives (e.g., to deliver well-received stress management
officer's or family member’s compliance with the treatmenty aining sessions for 75 sworn personnel every 6 months), a
plan. The first column can list the specifics of the treatmentcess evaluation can compare program expectations with
regimen (e.g., outside marital counselor, one session pgEyal performance. Furthermore, if the program director has
week for eight weeks; physical fitness program, two sessiongeq specific tasks for each staff member under each pro-
perweek for 12 weeks). Subsequent columns can indicate thgss objective (e.g., 80 percent of officers attending counse-
client’s compliance or noncompliance with certain aspectgyr o's training sessions report satisfaction with the training),
of the treatment regimen at weekly or monthly intervals. Ify yrocess evaluation can easily lead into a review of staff

the client is referred outside the department, the counselgfq ik performance, the distribution of program resources,
needs to follow up to determine his or her level of compli-5ng possible corrective actions.

ance. At the end of treatment, tabulations can be made of all
services used by that client. Program staff can then aggregate
this information across all clients for inclusion in any reportProcess Objectives
describing service delivery.

When program staff or independent practitioners undertake
The third part of this form can provide space to indicate finalo monitor and evaluate their services, the first step is to
case disposition. A narrative description of the dispositiorflescribe what they hope to accomplish. As noted in chapter
can be accompanied by a checklist (e.g., officer refused: @ needs assessment is usually extremely helpful in estab-

further assistance, treatment successfully completed, officéihing program objectives because the findings suggest
retired or resigned, officer terminated from force, officerwhere staff need to concentrate their efforts. For illustrative

given disability pension). purposes, a variety of process objectives are listed in the box
“Sample Process Objectives.” The objectives have been

The treatment record form is not used to record case note$l&ided according to the principal components of a typical
program counselor makes during the course of treatmerfttress program:

Counselors, ifthey keep progress notes at all on the treatment

record form, typically record innocuous information, suchas  program administration,

“making progress,” in case the notes are ever subpoenaed.

Chapter 6, “Dealing With Confidentiality,” provides addi- = marketing program services,
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e treatment,

“Sample Process Objectives”) can be reported “raw"—that
is, as simple tabulations—or with inferences drawn from the

e training, and

. program assessment.

data about program effectiveness and needed program change.

Simple tabulationsMost programs contacted for this study

assemble compilations of their monitoring data.

Once staff have established their objectives, they need to
develop appropriate indicators of performance. For process
objectives, the indicators are simply the documented perfor-
mance of specified levels of program activity (e.g., 60
officers and 18 family members received individual counsel-
ing in the past 6 months). Ideally, these program objectives
are spelled out when the program is first organized, but it is
never too late to develop objectives. Itis also important that
command staff, union leaders, and program administratoss
agree on the program’s objectives and how to measure their
achievement.

Client Satisfaction Surveys

In addition to collecting data associated with the process
objectives listed in the box, clinicians can ask clients to rate
their overall satisfaction with the program’s services and the
impact of treatment, if any, on a number of areas of their lives,
including their physical health, emotional health, job perfor-
mance, job enjoyment, drinking behavior, and marital satis-
faction. Client surveys can also request opinions about the
contribution of individual service providers, including both
program counselors and outside agencies, in terms of the
quality of services delivered and staff availability and acces-
sibility, sensitivity to the demands of police work, trustwor-
thiness, ability to maintain client privacy, and follow-up. San
Bernardino’s Counseling Team hands out “consumer satis-
faction” forms to clients once or twice a year, covering a
period of a few months at a time, to be mailed back anony-
mously. About 25 percent of the officers and family members

The Michigan State Police Department’'s Behavioral
Science Section prepares statistics every year that in-
clude total number of new patients for the year and for
each year since the program began, along with a break-
down of patients by rank and other characteristics (see
appendix N).

Periodically, Tulsa's Psychological Services collects
and tabulates data on officers’ and family members’
satisfaction with its counseling services using a one-to-
ten rating scale (see the box “Sample Client Satisfaction
Survey Form and Results”). The program’s annual re-
port provides bar graphs that show, for each year of
program operation, the number of staff hours spent on
each program activity (direct counseling, management
consultation, research, education and training) and on
new cases and active cases (see appendix O for an
example).

Each enforcement agency within the U.S. Department
of Justice (e.g., Drug Enforcement Administration) pro-
vides the EAP program director with data on program
costs, number of program staff, and number of supervi-
sory training hours offered, as well as number of clients
by problem category, current status, and referral source
(e.g., manager versus self). The Department of Justice
then reports total agency data to the Office of Personnel
Management.

who have used the program return the forms.

San Bernardino’s Counseling Team hands out
“consumer satisfaction” forms to clients once or
twice a year covering a period of a few months at
a time, to be mailed back anonymously. About 25
percent of the officers and family members who
have used the program return the forms.

Analyzing the Data

Process EvaluatiarAt a simple level, if the data tabulations
show that very few family members are appearing for treat-
ment, or almost no female officers report satisfaction with
program services, program staff know they need to improve
their outreach or treatment services to these populations.
Even better, staff can compare the number of family mem-
bers who have used the program with the number the pro-
gram expected to serve to determine whether there is a
program deficiency in this area that needs fixing.

Atamore complex level, program staff or an outside consult-
ant can examine the data systematically (ideally in conjunc-
tion with staff and client interviews) and report on the entire

The data collected on monitoring forms and the progrargange of program strengths and weaknesses. For example, in
documentation related to the process objectives (see th@gs the director of Tulsa’s Psychological Services ar-

154 Developing a Law Enforcement Stress Program for Officers and Their Families



Sample Process Objectives

Administration

(1) Develop job descriptions for all program staff.

(2) Develop activity reporting system for staff to record how much time they spend on various tasks.
(3) Develop policy statement, rules, and procedures to cover all aspects of program operations.

(4) Develop and distribute confidentiality guidelines to all department employees. Develop consent-to-
treatment forms for clients.

(5) Enlist support of top command staff and union officials (see chapter 7, “Marketing the Program®).

Marketing Program Services
(1) Distribute memorandums from the chief on department policies and procedures regarding the stress

program.

(2) Produce information brochures and flyers on the program and distribute them to members of the
department.

(3) Present information on stress issues and the stress program during roll calls.

(4) Conductregularly scheduled meetings with supervisors to answer questions and review case findings and
program policy.

Treatment

(1) Deliver program services. As described above, the freatment record can be used to document the
actual execution of a prescribed plan. Compliance with each aspect of the treatment regimen can be
noted.

(2) Develop formal agreements with outside agencies to accept client referrals from the stress program (see
chapter 5, “Establishing a Referral Network”).

(3) Develop a procedure for monitoring the quality and cost of treatment services. One important index of
treatment quality is the percentage of clients who successfully complete their freatment regimens. The
costs of using outside resources should be monitored; treatment agencies vary fremendously in the cost
of their services.

Training
(1) Develop curriculums for recruit, in-service, and supervisor stress training (including detailed outlines of

covered material) in consultation with subject matter experts. If a program uses peer counselors, a
curriculum for training those counselors is also needed.

. .. continued on page 156
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Sample Process Objectives (Cont’d)

(2) Delivertraining. A list of participants can be used for documentation. A record of questions asked during
the sessions can be kept to help revise the curriculum.

(3) Determine the quality of delivered fraining. Ask participants to indicate their overall satisfaction with the
fraining and the extent to which their expectations for the training were met. Further ratings can be made
on

o satisfaction with each of the training modules;
e the quality of instruction provided by each trainer;
e the usefulness of films, other visual aids, and handouts; and

o the effectiveness of the fraining in increasing awareness of stress issues, promoting use of the stress
program, promoting use of techniques for stress reduction (e.g., exercise), and improving supervisors’
case finding skills.

Open-ended questions caninclude: What aspect of the training was the most informative? What aspect was
least informative? Of everything learned, what was of greatest value? How can the training be improved to
better meet frainee needs? The trainees can also be given a brief test to assess what they learned.

Assessment

(1) Conduct intake interviews.

(2) Deviseindividualtreatment plans. The first portion of the treatment record, described above, can be used
to document prescribed treatments.

Information from both the intake form and freatment record can also be aggregated to provide a description
of the types of clients handled, their presenting problems, and recommended freatments. Certain cross-
tabulations will also be of interest. For example, a table could be constructed to show the types of problems
presented by officers with varying lengths of police experience. Such information could be used in revising
the curriculum for awareness training sessions or to refine case finding strategies.

ranged for three outside experts—one police psychologisurvey to police department administrators. The evaluators
each from the Memphis and Dallas police departments, argpent three days interviewing police officials, academy staff,
the Denver police chief—to conduct an on-site processfficers, and other pertinent individuals, and reviewing the
evaluation. In advance of the visit, the program directodata from the client satisfaction surveys. The evaluators’
mailed anonymous satisfaction surveys to all clients seen thieport to the program’s board of directors made five princi-
previous year (to be returned by mail in a pre-stamped, pr@al recommendations:

addressed envelope to the Dallas psychologist for tabula-

tion), distributed assessment formsto academy recruits (whg® The program should become an in-house operation.
the program ran some sessions), and sent an assessment
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Sample Client Satisfaction Survey Form and Aggregate
Results from All Respondents

Tulsa Psychological Services

Which psychologist did you work with at Psychological Services?
Dr. Gentz 55% Dr. Taylor 36% Both 9%

Do you feel that you have made progress on resolving the issues or problems that you have been
discussing at Psychological Services?

No Progress Some Progress Great Progress
X
0 1 2 3 4 5 6 7 8 9 10
(7.5)

Would you refer a coworker or relative who you thought might benefit from seeing a psychologist to
Psychological Services?

Yes 95% No 5%
How did you become aware of Psychological Services?

Coworker 19% Relative 29% Brochure  12%

Academy Class 22% Friend 8% Other 10%

How would you rate the way in which you were treated at Psychological Services by the Administrative
Assistant (Ms. Tracy Moore)?

Very Poorly OK Very Well
X
0 1 2 3 4 5 6 7 8 9 10
9.4

Please rate your overall satisfaction with the services received.

Very Unsatisfied Moderately Very Satisfied
X

0 1 2 3 4 5 6 7 8 9 10
(8.8)
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2) The board of directors should hire a second psychologist. .
) Py g The Palo Alto Police Department posts the

quarterly reports prepared by its stress program

3) Th houldnol tfit -for-dut .
(38) The program should no longer carry out fitness-for-duty for the entire department to read.

evaluations because they conflict with its role as an
employee service.

(4) Better efforts were needed to make command StaEvaquting Effectiveness:
aware of the services that the program could offer. Conducting an Impact Evaluation

(5) The program needed a clearly written statement oA impact evaluation (sometimes also called outcome or

purpose for the organization. summative evaluation) is designed to show what effects a
. ) program has had onits clients and the department as awhole.
The board carried out all the recommendations, except fdqram staff should not conduct an impact evaluation until
the first one. “In looking back over all the varied activities ofi o program has been properly implemented and appears to
our program,” Douglas Gentz, the program director, latepg on jts way to achievingits process objectives. Ittakes time
wrote, “I can find no single project which did our organiza-tor 5 program to get started, for deficiencies to become
tion more good than the evaluation. | strongly recommend &y parent, and for corrective actions to be put in place. As a
as away to (1) increase the effectiveness of a . . . programygt, an impact evaluation can normally begin during a

(2) increase the credibility and good working reIationshippmgram:S second or third year and then be updated every
between the department and the program; (3) clarify ang,, years thereafter.

refine the program goals; (4) enhance the general well-being
of the service delivery and clerical staff; and (5) provide dmplementing an impact evaluation requires the develop-

benchmark for future evaluations.” ment of outcome measures and the design of an evaluation
methodology, which usually require considerable expertise.
Reporting the Data While program staff are often qualified to conduct process

evaluations, this may not be the case with impact evaluations.
Distributing copies of the report to key commanders (e.g., abutside help is likely to be essential.
the SWAT team) and agency units (e.g., personnel) can help

d_evelop or increase awareness of the program gnd its sfyutcome Measures
vices. The Palo Alto Police Department posts its stress
program’s quarterly reports for the entire department tdé-or impact objectives, the indicators measure a result or
read® The reports provide monthly tallies for, among otheroutcome that the program is designed to accomplish (e.g.,
program activities, consultations to line staff, supervisorsgdecrease in the number of days that personnel are absent this
and management (and whether the consultation was worlear compared with the number for the previous year). Staff
related or dealt with personal matters); meetings, includinglso need to identify where the needed data may be found and
debriefings, staff meetings, and watch meetings; ride-alongsggotiate obtaining them (e.g., gain accessto the department’s
and field training officer contacts. The bargaining agreemergersonnel records for data on absenteeism). Listed below are
between the Michigan State Police troopers’ association argkveral outcome measures that staff can use to assess the
the department includes the following sentence: “[N]othingorogram’s impact on clients. The measures are divided into
herein is intended to prevent the departmental psychologist/o sets according to where the data will come from: (1)
from compiling statistical records, or making general reportpersonnel records and (2) specially designed survey ques-
with reference to the types of problems and the needs tibnnaires. Both types of outcome measures have their limi-
departmental employees, as long as copies of said reports saons. Personnel records, for example, may be incomplete
simultaneously provided to the Association.” By contrastor inconsistently filled out, while specially designed surveys
Miami’s Metro-Dade program deliberately does not publishcan be ignored by the people who need to fill them out,
its monitoring reports to avoid giving the media an opportuguestions that are phrased improperly can yield inaccurate
nity to misuse the data to criticize the department. data, and baseline data are needed for before-and-after
comparisons (see the box “Writing Evaluation Questions”).
As aresult, the most useful evaluations employ both types of
measures.
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Data from Personnel Records

When available, personnel records can provide valuab
information about program effectiveness, such as data fo

absenteeism and tardiness (e.g., total number of days

sick leave, total number of unexplained absences frofndence can be suggestive of program impact, espe-

detail, tardiness to roll call or detail),

number of on-the-job accidents,

job performance (e.g., failure to respond, failure to us
good police procedure, violation of department ruleg
and regulations),

civilian grievances or complaints (e.g., inappropriate
brandishing of weapons, excessive force, civil rightg

violations),

disciplinary actions (e.g., suspensions, fines, job termi
nations), and

premature retirements or disability pensions.

Specially Designed Questionnaires

While treatment records already in use can provide son
information that can indicate program effectiveness, pro

gram staff must often develop and administer questionnairgBy contrast, when officers credit the program with

to obtain truly useful information, such as data on

medical examination results (e.g., height, weight, body
fat, blood pressure, heart rate, and number and type

Anecdotal Evidence Can
Sometimes Be Useful

D

DiwVhile always suspect, some types of anecdotal evi-

cially when they involve a pre/post comparison or a
matched group comparison. For example, a Bureau
of Alcohol, Tobacco, and Firearms (ATF) agent in-
X volved with both the Waco conflagration and the
[ Oklahoma City bombing told of how his family never
talked about the Waco events at home unfil after
they had participated with an ATF peer support
group in Oklahoma City. Unftil that time, he reported,
*It was not okay to talk about or even feel anything
about these incidents.” Furthermore, the peer sup-
port group visited the school this agent’s children
- attfended. As a result, the children, who previously
had considerable anxiety about goingbback tfoschool,
became more comfortable returning. This anecdote
is indicative of the program’s effectiveness because
it suggests that the improvements in the agent’s
family were probably due to the intervention of the
goeer supporters (although something else in the
L family’slife could conceivably have beenthe cause).

having enabledthemtoremain onthejob, thereisno
way of knowing whether they would have actually
quit had they not participated.

Df

physical complaints),

present levels of alcohol and drug use,

reported level of job satisfaction (including morale and
satisfaction with supervision and hierarchical and cros
functional communication),

reported level of job-related stress and frustration (e.g

Questions devised for these instruments must be phrased in
a balanced way that permits accurate measurement of re-
spondents’ true opinions (see the box “Writing Evaluation

%uestions”).

Selecting a Research Design

ratings of stress generated by certain types of situationgyseful impact evaluation involves much more than record-

encountered on and off the job),
supervisor ratings of job performance, and

reported level of family-related stress.

ing changesin clients’ work performance, job satisfaction, or
general health. Knowing that changes occurred is important,
but insufficient. Beyond that, there must be a demonstration
that the program was thmuseof those changes. Such a
demonstration requires a comparison between those clients
and another sample of similar police officers who did not
receive program services.
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With limited staff, time, money, and expertise, few program#s a result, most program directors settle for what are called
can conduct the type of experiment that can unequivocalliquasi-experimental” research designs (see the box “Two
prove program impact—randomly assigning some officerg\cceptable Research Designs”). While not perfect, quasi-
and family members in need of counseling to a “control’experimental research designs can still yield extremely use-
group that is refused program services so that this group c&un information if their findings are approached and evalu-
be compared with clients who did receive services. Furtheated with caution. The studies reviewed below are examples
more, most program staff would consider it unethical to dengf this type of research.
services to any officer or family member who seeks help. In
addition, many of the individuals assigned to the controb  Nancy Bohl, Director of San Bernardino’s Counseling
group might seek counseling elsewhere, with the result that Team, compared a group of 40 male officers from
they could no longer be considered “controls.” several police departments who had received a 1-1/2-
hour group debriefing after a critical incident with a
group of 31 officers in departments that received no

Writing Evaluation Questions

The manner in which a question is worded may affect how the respondent uses the rating scale. Consider this
example: "To what extent do you find the department’s handling of officers involved in a critical incident to
be asource of stress?” Clearly, this phrasing strongly suggests that the respondent should agree that the typical
handing of a critical incident is a stressful experience. This alternative wording would be better: *Do you find
the way your department handles officers involved in a critical incident to be stressful?”

The response alternatives provided on a rating scale must be balanced, as well. This example fails fo achieve
that balance: “On the whole, how would you rate your satisfaction with your job—very satisfied, satisfied, not
at all satisfied?” This set of response alternatives would be better: “very satisfied, mostly satisfied, neither
satisfied or dissatisfied, mostly dissatisfied, very dissatisfied.”

Questions must also be worded in a way that avoids potential “social desirability” effects. Respondents are
often motivatedto avoidlooking foolish and will give what they think are socially desirable responses. Consider
this example: "Have you made asincere effort inthe past several months to improve your relationship with your
immediate supervisor?” Regardless of what effort they have in fact made, some officers willindicate that they
have done so. Similarly, even if ronclad confidentiality can be guaranteed, many officers will be reluctant to
admit to wrongdoing (e.g., alcohol abuse, violation of department regulations).

Respondents may also provide answers they think the questioner wants or expects to hear. Consider the
following question: “Since your involvement with the stress program began, has your level of job satisfaction
increased, decreased, or stayed the same?” If the questioner is on the stress program staff, some respondents
may be reluctant to admit that their satisfaction has actually decreased orremained the same, not increased.
To avoid this bias, questions must be phrased in a way that does not betray the questioner’s real motivation
in posing them.

Since these kinds of biases can be intfroduced in subtle ways, project staff inexperienced in designing and
administering questionnaires may want to ask a professional researcher to review both the phrasing of alll
questions and the project’s plans for their administration.
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Two Acceptable Research Designs

One Group Pre-Test/Post-Test Design

With this design for measuring the impact of a stress program, outcome measures are taken for program
participants both before and after tfreatment, but there is no comparison group. Because it can be
implemented easily at low cost, this design is the most commonly used—the Philadelphia Police Department
study reviewed in the text is an example of this type of research design. The objection to this designis that other
events that occur while the officers are in freatment may be the actual causes of any observed changes,
rather than the program itself. For example, department rules and regulations or their enforcement may
change; a supervisor who has never been liked or respected by line officers may retire; labor-management
relations may improve. Without information from a comparison group, the contribution of these other factors
cannot be completely excluded.

Nonequivalent Control Group Design

This design involves choosing a group of officers or family members who, for whatever reason, did not
participate in counseling or training sessions and comparing their experiences with those of officers and family
members who did receive these services. The San Bernardino study summarized in the text is an example of
this type of research design. This design makes it easier to determine whether some external change is
responsible forimprovement in the treated officers and family members (such as a change in command staff)
because, if so, the matched group should show improvement, too. The limitation of this design is that the
officers or family members who do not seek counseling may differin some important respects from those who
do. The problem of noncomparable groups can be reduced if it is possible to select officers and family
members for the matched comparison group who are as similar as possible to the counseled group, for
example, in terms of years of service, gender, marital status, rank, and type of stress-related problem. The only
way to eliminate this problem completely, however, would be to assign officers and family members seeking
counseling or training randomly to one group that gets counseling and one that does not, which programs
obviously cannot do.

debriefing. Written data were collected from the 71  This study cannot prove with certainty that it was the
officers three months after their critical incidents. The  program that produced the favorable results; perhaps
results showed no difference between the groups in  many of these officers would have improved without
terms of the measure of anxiety. However, the officers  inpatient care. Nevertheless, the evaluation illustrates
who participated in the debriefing were significantly how three key measures of program effectiveness (sick
(statistically) less depressed and angry, and had signifi- leave, injury, and suspension days) can be used to
cantly fewer stress-related symptoms, thanthe untreated suggesstrongly that a program is effective. The results
officers? also illustrate another important feature of doing a
process or impact evaluation: the desirability of con-
A study of a Philadelphia Police Department program  verting the benefits into dollars so that department
for alcoholic officers found that the typical officer in administrators see that their expenditure of agency funds

inpatient treatment cut his or her sick leave days from  for the stress program pays off—literally.
nearly 21 to under 10 days per year, reduced injury days

from just over 4 to just over 2 days per year, and reducederhaps the most useful information an impact evaluation
suspension days from over 2 to just over 1 day pefyearcan yield, in addition to suggesting the need for program
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improvements, is that the program is cost-effective. Thifndnotes

means that the program saves the department more money
1. Goolkasian, G.A., R.W. Geddes, and W. DeJQugp-

than it costs to run it.

* The Philadelphia study described above enabled the
department to conclude that it had more than recovered
the costs of running the program in the three years of the
program’s operation. The department expected to save2.
over $50,000 per year in the future because of the

program’s activities.

» Two of 27 inspectors in the Postal Inspection Service
who had sought counseling in 1993 with police psy- 3.
chologists under contract to the agency reported that the
program was an alternative to their taking disability
leave. The average salary and benefits for an inspector
total about $85,000 peryear. Typically, disability leaves
are taken for at least a year, and it is not uncommon for
inspectors to resign or take disability retirement. The 4.
total cost to the Inspection Service for paying psycholo-
gists to counsel the 27 inspectors was $13,070. Had
even one inspector taken disability leave (let alone early
retirement), there would have been additional medical
bills associated with the disability. Based on these data
alone, the counseling program appears to have been

very cost-effective.

The checklist on the following page summarizes the stepss.
involved in implementing an impact or process evaluation
regardless of the design chosen. For additional information
about different evaluation designs and the evaluation pro-
cess, program staff can consult two standard works in the

field:

 T.D., Cook, and D.T., CampbelDuasi-Experimental
Design and Analysis: Issues for Field Settingand
McNally, 1979.

* P.H.,Rossi, and H.E., Freemdtyaluation: A System-
atic ApproachThird Edition. Beverly Hills, California:
Sage, 1985.

ing with Police Stres¢ssues and Practices, Washington,
D.C.: U.S. Department of Justice, National Institute of
Justice, June 1985.

Gentz, D., “Benefits of Program Evaluation for Law
Enforcement Psychological Services,” Unpublished pa-
per presented to the Consortium of Policy Psychologists,
Miami, Florida, 1986.

Hurrell, J.J. Jr., and W.H. Kroes, “Stress Awareness,” in
Job Stress and the Police Officer: Identifying Stress
Reduction Techniqugsd. W.H. Kroes and J.J, Hurrell,
Washington, D.C.: Government Printing Office, 1975:
234.

See, for example, the forms provided in Gentz, D., “A
System for the Delivery of Psychological Services for
Police Personnel,” ifPsychological Servies for Law
Enforcemented. J.T. Reese and H.A. Goldstein, Wash-
ington, D.C.: U.S. Department of Justice, Federal Bu-
reau of Investingation, 1986: 257-282.

. Gentz, “Benefits of Program Evaluation.”

Kirschman, E., E. Scrivner, K. Ellison, and C. Marcy,
“Work and Well-Being: Lessons from Law Enforce-
ment,” in Stress and Well-Being: Assessments and
Interventions for Occupational Mental Heald. J.C.
Quick, L.R. Murphy, and J.J. Hurrell, Hillsdale, New
Jersey: Lawrence Erlebaum, 1995: 178-192.

. Bohl, N. “The Effectiveness of Brief Psychological

Interventions in Police Officers after Critical Incidents,”
in Critical Incidents in Policingrevised, ed. J.T. Reese,
J.M. Horn, and C. Dunning, Washington, D.C.: Depatrt-
ment of Justice, Federal Bureau of Investigation, 1991
31-38. Seealso, Bohl, N., “Professionally Administered
Critical Incident Debriefing for Police Officers,” in
Police Psychology Into the 21st Century, ed. M.I. Kurke

However, even with these aids as guides, most programs and E.M. Scrivner, Hillsdale, New Jersey: Lawrence
should engage the help of outside research specialists in Erlebaum, 1996: 169-188.

conducting any type of impact evaluation both to ensure

objectivity in the findings (and, equally important, the ap- 8. Unkovic, C.M., and W.R. Brown, “The Drunken Cop,”

pearance of objectivity in the findings) and to bring the
necessary expertise to bear on the technical issues involved

in this type of assessment.

The Police Chief45 (1978): 18—20.
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Checklist of Steps for Evaluating a Program or a Program Activity

1.

Decide on the evaluation’s goals—why it is being
conducted”

Identify the evaluation’s audience(s)

program staff
department

union or association
general public
other

SO

Decide who will conduct the evaluation

¢ program staff?
O outside consultant?
O both collaborate?

Decide on type of evaluation®

O process evaluation?

impact evaluation?

¢ select research design
(e.g., quasi-experimental)

<

Select measures of program performance
and effectiveness, based on program goals and
objectives”

direct observation of behavior?

objective indicators of behavior change?
both?

quantitative?

qualitative?

SO

Select types of respondents

line officers

administrators and managers
civilian staff

family members

S OO O

10.

11.

12,

13.

Select measurement methods*

O survey?
O records analysis?
O inferviews?

Develop data collection instruments and estab-
lish methods of administration”

Decide how many respondents to contact or
events to observe

¢ all eligible respondents (universe)
¢ random sample
O non-random sample

Decide when to collect the data*

¢ collect data prior to program participation
(baseline)?

¢ collect data after program participation
(post-intervention)?

Collect the data

O take steps to obtain a high response rate
O ensure respondents’ anonymity
¢ use trained data collectors

Analyze the data”

O use descriptive statistics (e.g., what percent
of eligible officers participated in the pro-
gram?)

O use inferential statistics (e.g., were officers
who participated in program training less
likely to require disability leave due to stress-
related problems?)

Interpret and report the results

¢ clarify the evaluation’s limitations
¢ tailor the report or reports to the intended
readership

O conclude with recommendations

See text for more detailed information about these steps.
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Chapter 13
Managing Program Costs and Funding

Key Points

e Stress programs and consulting mental health professionals need to estimate the costs of their services.
This estimation involves identifying cost elements, such as personnel and rent, and calculating unit costs,
such as cost per client or counseling hour.

e Clinicians have found a variety of ways of saving money, including

— securing in-kind contributions,

— increasing their use of relatively inexpensive staff,

— referring some clients to outside sources of help,

— devoting less time to high-cost services,

— serving other agencies, such as correctional departments,
— putting in uncompensated overtime.

e Programs and independent consultants have been able to tap a variety of funding sources besides the
law enforcement agency, including

— officer unions and associations,
— State and local governments,
— private funding sources.

e Program staff increase their chances of securing or increasing funding from the department if they
increase police chiefs” motivation to provide funds by

— offering to improve the department’s image,

— showing how the department can save money,

— offering to improve the department’s efficiency and morale,
— documenting stress among department personnel.

e Managed care plans may limit programs’ and individual counselors” ability to provide services because
of screening requirements and restrictions in mental health coverage.

Due to fiscal constraints, law enforcement executives ar® keep costs to a minimum and for program staff and
reluctant to fund department activities, especially non-linendependent mental health professionals to present strong
law enforcement services such as stress programs, that lgaktification for initial and continued funding. This chapter
visibility in the community. For this and other reasons, newdiscusses the basic elements of program costs, options for
law enforcement stress programs tend to have difficultyeducing or containing costs, possible outside sources of
obtaining funding, while existing programs usually remainsupplemental funding, and strategies for convincing man-
underfunded. These realities heighten the need for prograragement to support the program adequately.
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Estimating Program Costs Calculating Unit Costs

Most programs have incomplete cost information because éfalculating unit costs can be useful for monitoring costs over
the difficulty of estimating their expenses. Separate budgétme, identifying Increases or decrease_s In program or indi-
line items for the operation of in-house programs generallyidual counselor efficiency, and showing funding sources

do not exist; staff, office space, and equipment may be shar8@w inexpensive the program is on the basis of some unit of
with other department units; and in-kind contributions ofservice delivered. The most common measures are likely to

space, supplies, and personnel are often used. be cost per officer or family member counseled, cost per
counseling session, and cost per participant in training ses-
Identifying Cost Elements sions. These figures can be calculated easily by dividing total

program costs by the total number of clients, counseling
Many programs, however, share certain cost elements: hours, or training participants. Of course, this calculation
cannot be validly made by programs or counselors that

«  personnel, including staff salaries and benefits, whictperform several activities—for example, counseling, super-

account for the bulk of total costs in programs with paidvision of a peer support component, and stress management
staff: training—unless staff keep track of the number of hours they

devote to each activity. If they do keep such arecord, they can
«  consultants, who may be used in addition to or in placfetermine the percentage oftime they spend on each activity,

of in-house staff: multiply that percentage by their total expenses, and divide
the resulting figure by the per-unit measure. For example,
« rentand utilities; assume a counselor spends 40 percent of her time counseling

officers and has bottom-line expenses of $100,000 per year

« vehicles (or mileage reimbursement if personal cars ar@r all the services she provides the department. This means

used) for responding to emergencies and meeting clienffdat approximately 40 percent of her $100,000 in expenses,
away from the program’s Offices; or $40,000, are devoted to client Counseling. If she treats 20

officers and family members in the year, her cost per client
- equipment and supplies, such as beepers, paper, bodksb2,000.
and periodicals, business cards, program brochures,

training materials, and coffee; By estimating the number of officers and family members
likely to need counseling, and the number of sessions they
» telephone, fax, and postage; and could be expected to need on average, the director of Erie

County’s Law Enforcement Employee Assistance Program

» travel, for example to conferences and training seminegotiated contracts with each participating agency accord-
nars. ing to which the agency pays $14 per officer or nonsworn

employee in its department per year. Of course, this amount
In addition, programs that are just starting will incur someof money could be inadequate or excessive depending on
one-time start-up costs that staff of established programesctual program utilization. Furthermore, the harder program
typically need not consider, such as the purchase of officgtaff work to recruit clients, the lower the program’s per-
furniture, computers, and duplicating machines, and possélient reimbursement will be. The director of Tulsa’s Psy-
bly the development of a peer support component. chological Services tries to solve this dilemma by negotiat-

ing a total budget with the police and fire departments that
Independent mental health professionals who consult to laglightly exceeds anticipated program usage and then revert-
enforcement agencies may also have difficulty estimatinghg any unused funds to the city. As a result, between $4,074
their costs because officers may constitute only a part of theand $22,273 has reverted to the city each year, or between 2
practice, reimbursementwill vary according a given officer'sand 15 percent of the program’s budgeted amount.
insurance coverage, and the practitioners may provide sig-
nificantpro bonoservices to the departments they serve in
the way of free counseling, crisis intervention, and training.
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Ways of Saving Money Change Services Mix

Program staff and independent practitioners have found Brogram directors and independent practitioners who are

variety of strategies for minimizing costs. considering or are already providing different types of ser-
vices can consider reducing or eliminating one or more of
Secure In-Kind Contributions these activities in order to save money or to devote additional

resources to the remaining types of services. For example,
Some programs receive in-kind contributions of space ofulsa’s Psychological Services, which provides counseling,
supplies, such as rent-free or less-than-market-rate offic@nsultation to department supervisors, education and train-
space. In Boston, the police stress program at one timeg, and research and development, has steadily reduced the
occupied offices rent-free on city-owned hospital groundspercentage of staff hours devoted to providing consultation
For over a decade, the Catholic Archdiocese has provided police managers and has increased the percentage of hours
the San Francisco Police Department’s stress unit with fregevoted to counseling officers and family members. Whereas
office space at a seaman’s mission owned by the church.7 percent of staff time was spent on consultative services in

1987 and 79 percent on counseling, by 1994 the percentages

Devise Alternative Staffing Configurations were 1 and 86 percent, respectively.

There is the potential for considerable cost savings inthe aregarye Other Agencies

of program staff, since salaries and fringe benefits typically

account for most program costs. The use of consultant®rograms can sometimes achieve economies of scale if they
volunteers, student interns, and peer supporters, insteadintrease the number of agencies they serve. For example,
regular paid staff, can sharply reduce program costs. “It i§ulsa’s Psychological Services serves the city’s fire depart-
assumed that mental injuries require the services of highljent as well as its police department. The Rhode Island
paid mental health professionals,” one observer writes, b@enturion Program and San Bernardino’s Counseling Team
the same observer concludes that “in the few studies that exisintract with correctional facilities as well as law enforce-
regarding effective coping skills, peer support appears tment agencies.

provide the treatment of choice for traumatic sequelae [after-

effects].” However, staff need to weigh carefully the sav-p\;t |n Overtime

ings gained by this approach against the benefits of hiring

licensed professionals and in-house staff. See chapter 8taff in most programs contribute uncompensated overtime
“Choosing Among Staffing Options,” for a discussion of thein order to get the job done, conducting trainings or treating
benefits of hiring licensed professionals as well as theome clients for free or at reduced rates. The director of the
advantages and disadvantages of using volunteers, interi@ounseling Team in San Bernardinois able to make up partly

and peer supporters. for the way hempro bonotreatment of clients lowers her
average hourly counseling fee by requiring full compensa-
Network tion for the training she conducts around the country.

Programs may be able to save money by referring some or

even all officers and family members to independent ment?oumes of Funding

health professionals, group practices, and agencies, and by

limiting the number served by in-house clinicians. Anothemany programs are funded entirely by a single law enforce-

option, used by several programs, is for program staff tenent agency. However, even if the department provides

conduct only short-term counseling (for example, for up to @omplete or core program funding, supplemental funding

year) and to refer long-term clients to outside practitionersrom other sources may still be needed. In addition, small law

Chapter 5, “Establishing a Referral Network,” discusses thenforcement agencies, which constitute the vast majority of

advantages and drawbacks to using consultants to provigelice and sheriffs’ departments in the country, can rarely

some program services. afford in-house stress programs. Mental health professionals
who serve these departments have to supplement their in-
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come with some combination of private clients, teaching, or
contracts with a number of law enforcement or correctional
agencies.

The Adams County, Colorado, Sheriff's Depart-
ment secured a $26,000 annual grant from a local
victim/witness assistance and law enforcement
board to hire a psychologist in part by explaining
that the stressful nature of the work makes police
personnel “victims” of crime.

The following are funding sources that programs, group
practices, and independent practitioners can try to tap:

Unions and associationd=or many years, the San
Francisco police officers’ association contributed as
much as $2,000 each year (obtained from membership
dues) to the department’s stress unit. The association
still pays the unit's telephone bills. The Teamsters
Union, which represents Erie County sheriff's deputies,
covers the cost of the beeper used by the director of the
Erie County Law Enforcement EAP. The Metro-Dade
police officers’ association sometimes provides finan-
cial assistance to officers who do not have insurance
coverage that covers mental health treatment. The Dade
County Chiefs of Police Association established a Po-

(POST) agency, for example, by securing reimburse-
ment to pay POST-certified instructors for providing
stress-related training to personnel or peer supporters.
The Adams County, Colorado, Sheriff's Department
secured a $26,000 annual grant from a local victim/
witness assistance and law enforcement board to hire a
psychologist. The department won the grant by explain-
ing that officers and nonsworn personnel, because of the
stressful nature of their work, were themselves “vic-
tims” of crime?

Private funding sourcesuch as community-based or-
ganizations and foundations. As noted, the local Catho-
lic Archdiocese provides the San Francisco stress unit
with free office space. Such sources can be useful not
only for underwriting program costs but also for helping
to pay for treatment for officers who require outside
assistance that their insurance does not cover. For ex-
ample, the director of the Erie County program was able
to convince an inpatient facility to treat an alcoholic
officer for free. Interphase 911, a treatment center for
law enforcement officers in Florida, has also occasion-
ally offered “scholarships” for officers who lack finan-
cial resources. (Such a strategy can work to the advan-
tage of the treatment center if it later obtains referrals of
insured officers.)

lice Officers Assistance Trust to help defray the costs oProgram staff who have secured grants stress the importance

counseling and other needs associated with catastropto€ writing detailed, comprehensive proposals that include a

events such as an officer’'s or family member’s deathstatement of objectives, an explanation of the specific ways

Money is raised through fundraising events like golfthe money will be used, and a detailed line-item budget.

tournaments and stock car races. Fraternal Order of

Police fundraisers provide modest support for the Rhode

Island Centurion Program; however, John Carr, thgh—qtegies for Securing Funds

program director, warns that “because taking union

money may lead management to regard the program &hapter 9, “Reducing Organizational Stress,” suggests a

being in bed with labor, itis best to try to secure financianumber of approaches to motivating top administrators to

or administrative support, with clear policy guidelines,change the way their department is run in order to reduce

from both labor and management.” stress among personnel. As discussed below, with slight
variations several of these strategies can also be used to

State and local governmeniBhe county provides the obtain funding, or additional funding, for the stress program.

Metro-Dade program with second-dollar funding through

the Law Enforcement Trust Fund, made up of moneyOffer To Improve the Department’s Image

and proceeds from the sale of goods confiscated during

drug seizures. The Psychological Services Division ofProgram staff and independent practitioners can suggest how

the Prince Georges County (Maryland) Police Departestablishing or expanding services designed to reduce of-

ment, established in 1979, was maintained until 198&cer stress can simultaneously improve the department’s

with grants from the Governor's Commission on Lawimage. It was eight officer suicides in five years, three of

Enforcement. Some departments obtain funds fromthemin 1994, that prompted the Philadelphia police depart-

their State’s Peace Officer Standards and Trainingn€nt to create the agency's first stress manager position.
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Show How the Department Can Save Money The department estimated that it would save $50,094
each subsequent yé€ar.
Early identification of critical incident stress and prompt
intervention can result in significant department savings in ~ The police psychologist for the Palo Alto Police Depart-
reduced d|Sab|I|ty and early retirement ClaimS, absenteeism, ment estimates that the stress program cost iS absorbed
trauma-related medical COStS, and ||t|gat|0n when officers many times over W|th the prevention Of one stress-
mistreat citizens. related disability retireme#t.Before the Palo Alto
stress program began in 1980, there had been a dozen
*  The Barrington Psychiatric Center in Los Angeles esti-  recent stress-related retirements; between 1980 and
mated that the average cost of intervention and relief 1996 there was only one.
with cases in which post-traumatic stress disorder was
detected soon after the event totaled $8,300 per victim, The San Bernardino Sheriff's Department estimated
whereas the average cost of cases in which detectionand that over a six-year period it reduced its psychological
treatment were delayed amounted to almost $46,000. In  stress retirements from eight to zero at a saving of
addition, employees who received prompt treatment  $1,500,000 for each officer, or $12 million total, in
averaged 12 weeks of recovery before returningtowork  retirement funds alone.
compared with 46 weeks in the delayed treatment group.
“Clearly, the expense of a few sessions for all involvedQuantifying the benefits of a stress program can serve as a
especially if conducted as a group, would be signifi-convincing tool for budget planning and justification. Ap-
cantly less than long-term treatment and/or disabilityproaches for conducting program evaluations that can yield
leave of a significantly involved few.” cost-effectiveness data are discussed in chapter 12, “Moni-
toring and Evaluating the Program.”
» There were fewer stress-related disability claims by San
Diego officers after the San Ysidro McDonald’s massa-
cre in 1988, when immediate intervention programs
were implemented, than stress-related retirements fol-
lowing the Pacific Southwest Airline crash in 1978. — Robert Peppler, Assistant Sheriff,
San Bernardino Sheriff's Department

“A dollar in psychological services now can save
us hundreds of thousands down the road.”

» Acost-benefit study of a program for alcoholic officers
in the Philadelphia Police Department found that by
cutting down on the officers’ sick leave days, injury Document Stress Among Department Personnel
days, and suspension days, the department more than

recovered its costs three years after the program begdrrogram planners and independent practitioners can summa-
rize the literature cited in chapter 1 of this report to use as

Other Ways To Motivate Police Executives To Provide Funding

e Alfer the planned or existing program’s service mix to include more visible types of services, such as
training and critical incident debriefings that, unlike individual counseling, which goes largely unseen,
may help the chief conclude that the program is doing something tangible.

o  Work with legislators to have dedicated funding or added funding infroduced into the law enforcement
budget.

e Obtain a professional legal opinion regarding the possibility that administrators who ignore the psycho-
logical aftereffects of critical incidents among their personnel risk suits alleging negligent officer
supervision, retention, or training if mental injuries contribute o work actions that injure citizens.°
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evidence to help convince police administrators of the neeBehavioral Science Section. At the other extreme are offic-
for establishing or expanding stress services. Chapter 2rsin hundreds of small law enforcement agencies that have
“Planning the Program,” suggests how program planners ama in-house stress program and whose medical insurance—
staff can conduct a needs assessment that will document tifithey have any at all—provides no outpatient mental health
particular stresses and their severity in an individual lavbenefits. Most plans offer something in between these ex-
enforcementagency. These agency-specific findings may lieemes. One preferred provider organization (PPO) allows
more persuasive than the results of studies reported in tiseven free visits without prior approval if the counseloris on
literature about other jurisdictions. the organization’s list of approved providers, and then a total
of 20 visits after case manager approval. Another PPO
reimburses only three visits and only for group therapy. After
one free session, if an officer’s or family member’'sinsurance
does not cover treatment or runs out, Rhode Island’s Centu-
rion Program accepts direct payment or, if necessary, offers
a sliding scale of payment or even free service.

“Clearly, the expense of a few [critical incident
debriefing] sessions for all involved, especially if
conducted as a group, would be significantly less
than long-term treatment and/or disability leave
of a significantly involved few.*!

Before authorizing payments for mental health services,
many managed care plans require insured individuals to have
Medical Insurance Issues an independent screening to determine eligibility. Some
health maintenance organizations (HMOs) and PPOs re-
The nature of mental health services coverage available guire two screenings: first by an internist and then by a case
the medical insurance policies of law enforcement officersnanager. Counselors and officers alike report that many
and nonsworn personnel, and their families, can have gsotential clients are unwilling to be screened because of the
enormous impact on the extent to which these individuals useconvenience and their concerns about confidentiality. One
stress programs. At one extreme, Michigan State Policeounselor talked about an unnamed officer who paid out of
officers and family members pay nothing and need n@ocketfor severalvisits rather than go through an assessment
insurance coverage to receive treatment with the departmengsreen; the officer would have—and, according to the coun-

Insurance Limitations Can Change a Program’s Plans

Washington, D.C.’s, Metropolitan Police Employee Assistance Program (MPEAP) “provides short-term sup-
portive counseling/crisisintervention. Most clients” needs fallinto this category. Sometimes, such asinthe case
of death, divorce, critical incidents, post-shooting stress or other situational life crises, long-term therapy is not
needed. However, in some cases individuals” problems are very deep-rooted, as in cases of child abuse/
neglect, childhood frauma, clinical depression, etc. These situations may interfere so greatly with an
individual’s ability to function that long-term therapy is necessary. In these extreme cases, referrals are made
to an outside therapist.”

“Although our initial plan for counseling was less than or up to six months, that plan has been
abandoned. Infact, many of our clients have been with us for over ayear. Why the change? The cost
for counseling nowadays averages $80.00 per session. The recommended freatment is usually one
session per week. Unfortunately, most police officers do not have insurance coverage to pick up this
cost or they have HMOs that may pay little or nothing towards the cost of freatment. Therefore, the
chances that an officer/family memiber will follow up on a referral are very poor due to the financial
burden posed by weekly therapy on the outside.”

— Beverly J. Anderson, Clinical Director/Program Administrator, and Officer Jeffrey A. King, Peer
Counselor Coordinator, Washington, D.C., Metropolitan Police Employee Assistance Program.'?
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selor, should have—remained in treatment but had to stofndnotes

coming because ofthe expense. Another counselor treated an

officer who remained in therapy for many months, paying 1. Dunning, C., “Mitigating the Impact of Work Trauma:

$90 a session out of pocket rather than accept screening that Administrative Issues Concerning Intervention,” in

would allow the hundreds of employees at his insurance Critical Incidents in Policingrevised, ed. J.T. Reese,

company—and perhaps his supervisor—to find outhe wasin J.M. Horn, and C. Dunning, Washington, D.C.: U.S.

therapy. Department of Justice, Federal Bureau of Investigation,
1991: 73-82.

In addition, managed care providers may not cover certain

conditions for which officers need counseling. Because one2. Kirschman, E., E. Scrivner, K. Ellison, and C. Marcy,

officer's preferred provider organization did not provide “Work and Well-Being: Lessons from Law Enforce-

benefits for marriage counseling, he came for counseling by ment,” inStress and Well-Being at Work: Assessments

himself for depression for two sessions but then stopped and interventions for Occupational Mental Healéu.

coming because continued treatment seemed pointless if his J.C. Quick, L.R. Murphy, and J.J. Hurrell, Hillsdale,

wife could not join him. New Jersey: Lawrence Erlebaum, 1995: 178-192.

Finally, HMOs and PPOs limit the officer's options for 3. Fuller, R.A., “An Overview of the Process of Peer
choosing a counselor because the therapist has to be a Support Team Developmen€titical Incidents in Po-
member of the provider organization. As a result, many licing, 99-104.

officers are prevented from selecting a therapist with an

understanding of law enforcement and its stresses, since few. “Tired? Stressed? Burned Out? Panel Seeks Answers
mental health workers associated with HMOs and PPOs have for Philadelphia Police Officers,Law Enforcement
this type of background. News 22 (1995): 1, 10.

When collective bargaining is not involved in selecting 5. Dunning, “Mitigating the Impact of Work Trauma,” 78.
health insurance coverage, the department, or the county or
city budget director, may seek to purchase the least expeng. Ibid.
sive policy. However, if insurance is a bargaining issue,
unions can negotiate for policies that provide good mental7. Unkovic, C.M., and W.R. Brown, “The Drunken Cop,”
health coverage, perhaps even reallocating some coverage The Police Chief45 (1978): 18-20.
(e.g., foreyeglasses or dental care) to psychological services.
In addition, unions can try to obtain an indemnity plan, not a8. Kirschman et al., “Work and Well-Being,” 190.
managed care plan.
9. Nunn, J., “One Department’s Experience,” Unpublished
Despite increasing retrenchments among city and county Report, San Bernardino County Sheriff's Department
funding sources and greater restrictions in insurance cover- and Seventh Member, Board of Retirement for San
age for mental health conditions, stress program staff and Bernardino County.
individual mental health practitioners are finding ways to
begin, maintain, or even increase services to law enforcd:0. Dunning, “Mitigating the Impact of Work Trauma,” 79.
ment agencies. Doing so, however, requires constant vigi-
lance, good record keeping and program assessment, ahtl. Ibid., 78.
periodic knocking on doors to solicit additional money.
12.“On the Front Lines: Police Stress and Family Well-
Being,” Testimony by B.J. Anderson and J.A. King,
Hearing Before the Select Committee on Children, Youth,
and Families, House of Representatives, 102nd Con-
gress, 1st Session, May 20, 1991, Washington, D.C.:
U.S. Government Printing Office, 1991.: 66.
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Chapter 14
Tapping Other Resources

Key Points

Information regarding law enforcement stress and stress programs is available from

agencies and organizations,

publications and videos,

program materials, and

individuals with experience in law enforcement stress programming.

This chapter presents several resources for informatioBoncerns of Police Survivors (COPS)
about law enforcement stress programming. The list i®.0. Box 3199
based on a limited search and is therefore not compreheRorth Highway 5
sive. Camdenton, MO 65020
(314) 346-4911
(314) 346-1414 (fax)

Agencies and Organizations . , o
COPS is a national support organization, with many local

American Psychological Association (APA) chapters, for families of law enforcement officers who have
Division of Psychology and Public Services died in the line of duty. Members provide peer support and
Police and Public Safety Section practical assistance to newly bereaved surviving families,
750 First Street, NE conduct national counseling and training programs for sur-
Washington, DC 20002 vivors, and help law enforcement agencies develop a plan
(202) 336-5500 or (800) 374-2721 for dealing effectively with line-of-duty deaths. The orga-
(202) 336-5502 (fax for order department) nization distributes a number of free publications on support

for surviving families.
The APA's Police and Public Safety Section consists of
approximately 300 psychologists who can provide expertisEederal Bureau of Investigation (FBI)
on a variety of police psychology issues. Also, atthe APA'8ehavioral Science Services Unit
national convention each year, the section sponsors a orieBl Academy
day “mini-convention” on police psychology. Audiotapes Quantico, VA 22135
of presentations made at the conventions are available. C&no3) 640-6131
the APA’s 800 number and ask the Continuing Educatiorf703) 640-1354 (fax)
Department for an audiotape catalog.
The FBI Behavioral Science Services Unit has sponsored a
Scott W. Allen, chair of the section, can be contacted at: number of conferences on law enforcement stress and police

Health Services Section psychology, several of which have been compiled into
Metro-Dade Police Department publications (see “Publications and Videos,” below). For
8525 Northwest 53rd Terrace additional information about the unit or to inquire about the
Suite 215 opportunity for attending the next FBI police psychology
Miami, FL 33166 conference, contact Tony Pinizzotto, Program Manager for
(305) 591-1106 Police Psychology, at the above address, or call

(703) 640-1710.
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International Association of Chiefs of Police (IACP) Foundation staff travel around the country offering an

Police Psychological Services Section intensive course on emotional trauma and how to respond
515 North Washington Street effectively to individuals who have experienced a critical
Alexandria, VA 22314-2357 incident. One-to two-day courses cover such topics as “Peer
(703) 836-6767 or (800) THE-IACP Counseling Techniques,” “Advanced Critical Incident
(703) 836—4543 (fax) Stress,” “The Family Factor,” and “Traumatic Stress Man-

agement.” Chevron Publishing Corporation, a publisher
The Police Psychological Services Section, established iffiliated with the foundation, offers a number of training
1985, is made up of approximately 70 police psychologistguides, books, videotapes, and other materials about pre-
who contribute articles to the IACPBhe Police Chief venting and treating stress among emergency services per-
magazine, present training programs at the annual confesennel.
ences, and schedule in-service training for police psycholo-
gists at each annual conference. The section has also be¢ational Association of Police Organizations (NAPO)
instrumental in the development of guidelines regarding50 First Street, N.E.
peer support, fithess-for-duty evaluations, dealing with of-Suite 1020
ficers involved in on-duty shooting situations, andWashington, D.C. 20002-4241
preemployment psychological evaluation services. Mem¢202) 842-4420
bership in the section is open to any active or associa{@02) 842—-4396 (fax)
member of the IACP.

NAPO is a coalition of 3,500 police unions and associations
In addition to the section’s activities, the IACP has develfrom across the United States organized for the purpose of
oped “model policies” related to post-shooting incidentadvancing the interest of America’s law enforcement offic-
procedures and employee mental health services, as welles through legislative advocacy, political action, and edu-
brief “training keys” on job stress in police work, frustra- cation. Police Research Education Project (PREP), NAPO’S
tions with and adjustment to police work, coping with stresstesearch and educational arm, is currently conducting a
alcoholism in law enforcement, post-shooting service, poresearch study on support programs for law enforcement
lice work and family life, and post-traumatic stress disorderofficers. The National Law Enforcement Officers Rights
The training keys provide an overview of the topic, aCenterwas established under PREP to protect officers’ legal
discussion guide, and suggested readings. The organizatiand constitutional rights. The Rights Center filed@icus
also offers training courses to law enforcement agencies auriae brief in the U.S. Supreme Court supporting the
critical incident management. Descriptions of these andonfidentiality of statements made by a police officer to a
other training courses, as well as where and when the courdeensed mental health practitioner (see chapter 6, “Dealing
are offered, are presented in the IACP’s annual trainingVith Confidentiality,” for a discussion of the case).
catalog. Agencies can also contract with the IACP to have
instructors come to their jurisdictions to provide training. National Criminal Justice Reference Service (NCJRS)

Box 6000
Stephen F. Curran, chair of the section, can be contacted Bockville, MD 20849—-6000
Greenside Psychological Associates (800) 851-3420
660 Kenilworth Drive (301) 251-5212 (fax)
Suite 101 askncjrs@ncjrs.aspensys.com
Towson, MD 21204
(410) 823-0555 NCJRS is a reference service provided by the National
(410) 823-2677 (fax) Institute of Justice, the research arm of the U.S. Department
of Justice. Information specialists conduct literature searches
International Critical Incident Stress Foundation, Inc. on subjects related to law enforcement, including law en-
5018 Dorsey Hall Drive forcement stress. The reference service distributes many
Suite 104 Federal Government documents free of charge and sells or
Ellicott City, MD 21042 obtains others through interlibrary loan.

(410) 730-4311
(410) 730-4313 (fax)
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Publications and Videos This book’s examination of the law enforcement family
contains information still relevant today. The book includes

Ayres, R. M. Preventing Law Enforcement Stress: The a discussion of sources of stress for officers and their family

Organization’s Role.Washington, D.C.: U.S. Department members, including children, and descriptions of some

of Justice, Bureau of Justice Assistance, 1990. departments’ efforts to address stress-related problems among
officers and their families. The book is out of print but may

In contrast to the “person-centered” approach to occupde available in a local library.

tional stress, this book examines law enforcement stress

using the “organizational health model.” It reviews organi-On the Front Lines: Police Stress and Family Well-Being

zational sources of stress, the implications of higher educ#dearing Before the Select Committee on Children, Youth,

tion on law enforcement stress, and management strategiasd Families, House of Representatives, 102nd Congress,

for developing a healthy law enforcement workplace. 1st Session, Washington, D.C., May 20, 1991. Washington,
D.C.: U.S. Government Printing Office, 1991.

Contact the National Criminal Justice Reference Service,

described above in “Agencies and Organizations.” This publication provides transcripts of testimony presented
to a congressional hearing on law enforcement stress for

Blau, T. Psychological Services for Law Enforcement officers and their families. The statements of psychologists,

New York: John Wiley and Sons, Inc., 1994. other experts, and officers and family members are in-
cluded.

Written by a police psychologist and former president of the

American Psychological Association, this book provides a he publication can be purchased on microfiche for $15.80

comprehensive review of police psychological servicespr on paper for $35.10 from the Congressional Information

including crisis intervention, critical incident counseling, Service in Bethesda, Maryland, at (800) 227-2477. The

the prevention of stress, individual and family counselingpublication’s order number is 1992—-H961-7. The publica-

management consultation, and training. An extensive bildion also may be available through interlibrary loan.

liography is included.
Reese, J.T., and Goldstein, H.A., edé&sychological Ser-

Contact John Wiley and Sons, Inc., in New York City, atvices for Law Enforcement Washington, D.C.: U.S.

(212) 850-6000. Department of Justice, Federal Bureau of Investigation,
1986.

Goolkasian, G.A., Geddes, R.W., and DeJong,Gliping

with Police Stresslissues and Practices. Washington, D.C.Thisis a 543-page collection of papers presented atthe FBI's

U.S. Department of Justice, National Institute of Justicel984 National Symposium on Police Psychological Ser-

June 1985. vices. The papers are grouped into: (1) police officer
selection and assessment; (2) counseling: issues and prac-

This book is part of the Issues and Practices in Crimindices; (3) organizational issues; (4) psychological services;

Justice publication series of the National Institute of Justicgb) critical incident reactions; and (6) stress and stress

Based on a review of the literature and interviews with lawmanagement.

enforcement stress program staff, the book provides an

overview of law enforcement stress and guidance on th€ontact the FBI Employee Assistance Unit at the address

development of a stress program, including planning, orgaand phone number below or the National Criminal Justice

nization, services, training, and monitoring and evaluationReference Service, described below in “Agencies and Orga-

nizations.”
Contact the National Criminal Justice Reference Service,
described above in “Agencies and Organizations.” Reese, J.T.; Horn, J.M.; and Dunning, C., e@xitical

Incidents in Policing Revised. Washington, D.C.: U.S.
Niederhoffer, A., and Niederhoffer, Ehe Police Family:  Department of Justice, Federal Bureau of Investigation,
From Station House to Ranch Housed_exington, Massa- 1991.
chusetts: Lexington Books, 1978.

This is a collection of papers presented at a conference

sponsored by the FBI Behavioral Science Services Unit.
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Papers address the nature of critical incident trauma, efforfsvailable for $79.95 from the

by stress programs to address the emotional effects @falifornia Commission on POST

critical incidents, and approaches to providing debriefingd601 Alhambra Boulevard

and counseling. Sacramento, CA 95816-7083
(916) 227-4889

Contact the FBI Employee Assistance Unit

J. Edgar Hoover Building By Their Own Hand: Suicide and the Police Officer:
10th and Pennsylvania Avenue, NW Getting Help Before It's Too Late

Washington, DC 20535 New York City Police Department and the New York City
(202) 324-5244 Police Foundation

Reese, J.T., and Scrivner, E., edgw Enforcement Fami-  This package, consisting of a 40-minute video and accom-
lies: Issues and AnswerdVashington, D.C.: U.S. Depart- panying 23-page trainer’s guide, requires one-and-one-half
ment of Justice, Federal Bureau of Investigation, 1994. hours to present. Through interviews with officers and
family members, the video presents the histories of three
This publication consists of papers presented at an FBNew York City police officers, two of whom seriously
conference, grouped into the following categories: (1) lavconsidered committing suicide, and one who of whom did
enforcement’s impact on families, (2) family problems, (3)commit suicide. The trainer’s guide presents lecture mate-
factors unique to law enforcement and their effect on famirial and discussion topics, as well as reviews the key points
lies, (4) trauma in the law enforcement family, (5) organizain the video. The package'’s objectives are to enable officers
tional culture and the family, (6) counseling issues, and (Ap identify common risk factors and warning signs that
professional issues. indicate someone may be thinking about suicide, get help
when having life problems, recognize when other officers
Contact the FBI Employee Assistance Unit at the addressay be having life problems and intervene to help get them
and phone number above or the National Criminal Justicassistance, and identify community and departmental re-
Reference Service, described above in “Agencies and Orgaeurces available to the officer who needs help with both
nizations.” major and minor emotional problems. A before-and-after
evaluation of the package conducted by the Columbia Uni-
Scrivner, E. and Kurke, M., edBolice Psychology Into the  versity Graduate School of Social Work with over 4,000
21st Century Hillsdale, New Jersey: Lawrence Erlbaum, New York City police officers found that six months after
Inc., 1995. the session there were increases in use of the department’s
Psychological Services and Counseling, the likelihood of
This book includes chapters on “Employee Assistance Prafficers seeking help for themselves and others, and aware-
grams in Police Organizations,” “Professionally Adminis-ness of their own and others’ major and minor emotional
tered Critical Incident Debriefing for Police Officers,” “Law problems.
Enforcement Families,” “Counseling Issues and Police Di-
versity,” and “Organizational Management of Stress and\vailable for $75 from the

Human Reliability.” New York City Police Foundation
345 Park Avenue

Contact Lawrence Erlbaum, Inc. New York, NY 10154

20 Industrial Avenue (212) 751-8170

Mahwah, NJ 07430
(201) 236-9500

_ Program Materials
Stress Management for the Law Enforcement Family
California Peace Officers Standards and Training (POST)Dynamics of Fear”

Michigan State Police Department Behavioral

This 90-minute video provides comprehensive informatiorScience Section
on law enforcement stress for both officers and their
families. Police psychologists, officers, spouses, and chiln this 35-minute video, produced by the Michigan State
dren are interviewed. Police Department’s Behavioral Science Section, six offic-
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ers describe critical incidents in which they were involvedThe Counseling Team
illustrating six separate phases of fear that police psychold-881 Business Center Drive
gist Roger Solomon has found officers often pass througBuite 11
during the incident. The video suggests how officers caan Bernardino, CA 92408
prepare for dealing with fear. A training manual accompa¢909) 884—0133
nies the video. Available for $15.
“Stress Management for Supervisors” Training Cur-

Michigan State Police Behavioral Science Section riculum

2510 Kerry Street Rochester Police Department Stress Management Unit

Suite 106

Lansing, Ml 48912 This 11-hour training curriculum has been used and revised

(517) 334-7745 for 20 years at the Rochester Police Department and other
police departments in New York State. It reviews topics

Peer Support Training Manual such as drug and alcohol use, dealing with problem employ-

The Counseling Team ees, stress and managers, and post traumatic stress syn-
drome.

Prepared by The Counseling Team in San Bernardino,
California, this 160-page manual provides extensive inforAvailable from the Rochester Police Department Stress
mation on peer supporter services, basic support methoddanagement Unit
listening skills, critical incident stress, grief and bereaveCivic Center Plaza
ment, assessment and referral, and suicide. The Counselih§0 South Plymouth Avenue
Team distributes the manual free of charge. Rochester, NY 14614
(716) 428-7540

Individuals With Experience in Law Enforcement Stress Programming

The following individuals have agreed to respond to telephone calls for technical assistance with law enforcemgnt stress
programs. The individuals are members of the project advisory board, program staff who were interviewef in the
preparation of this report, or both.

Name Title or Position Address Telephone and Areas of Experience
Fax Numbers

Atkins, Jeffrey Counselor Behavioral Science (517) 334-7748 e peer support
Section (517) 334-6684 fax | * alcohol abuse
Michigan Department * statewide
of State Police program
2510 Kerry Street
Suite 106
Lansing, Ml 48912
Bohl, Nancy Director The Counseling Tean] (909) 884-0133 * services for
1881 Business Center | (909) 384-0734 fax small depart-
Drive, Suite 11 ments
San Bernardino, CA * peer support
92408 * organizational
change
* critical incident
debriefing

* peer training
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Name Title or Position Address Telephone and Areas of Experience
Fax Numbers
Carr, John Executive Directoy  Family Service (401) 723-2124 * services to smal

Society

(Rhode Island
Centurion Program)
33 Summer Street
Pawtucket, Rl 02860

(401) 729-0098 fax

departments

* peer training ang
supervision

« critical incident
debriefing

Conner, Yvonne A

Administrator

Drug Enforcement
Administration
Employee Assistance
Program
600 Army Navy Drive
Arlington, VA 22202

(202) 307-8158
(202) 307-4705 fax

 Federal progran

 coordination of
nationwide
program

* needs assessme

Delprino, Robert P

Assistant Profesq

Department of
Psychology

oBuffalo State College
1300 Elmwood
Avenue
Buffalo, NY
14222-1095

(716) 878-6669
(716) 878-6228 fax

* needs assessme

« family issues

 organizational/
personnel
psychology

« critical incident
debriefing

Firman, John

Coordinator for
Research and

International
Association of Chiefs

(703) 836-6767
(703) 8364543 fax

» research and
evaluation

Analysis of Police * model policies
515 North Washington * psychological
Street committee of
Alexandria, VA the IACP
22314-2357 * training

curricula
Garrison, William Sergeant/Supervi{ Metro-Dade Police (305) 591-1106 « funding sources

sor, Health Department (305) 597-7812 fax | * legal issues

Sciences Section | 8525 Northwest 53rd « dealing with
Terrace environmental
Suite 215 and other
Miami, FL 33166 disasters

Gentz, Douglas

Chief Psychologi
and President,
Psychological
Services

5t Open World Garden
5515 South Lewis
Tulsa, OK 74105

(918) 749-0034
(918) 749-5179 fax

* needs assess-
ment

e program
organization

* critical incident
response groups
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Name Title or Position Address Telephone and Areas of Experience
Fax Numbers
Goss, Cindy Director Erie County Law (716) 858-7714 * serving several

Enforcement Employee
Assistance Program
Erie County Office
Building

95 Franklin Street
Buffalo, NY 14202

(716) 858-8072 fax

departments
« referral network
« critical incident
debriefing
* training
* peer support

Johnson, William J

General Counsel

National Associatior]
Police Organizations
750 First Street, N.E.
Suite 1020
Washington, D.C.
20002-4241

0f202) 842-4420
(202) 8424396 fax

* legal issues
(labor, criminal,
critical incidents

* labor issues

* legislative issues

* stress manage-
ment education

Kaufmann, Gary

Director

Behavioral Science
Section

Michigan Department o
State Police

2510 Kerry Street
Suite 106

Lansing, Ml 48912

(517) 334-7745
(517) 334-6684 fax

* organizational
change

» critical incident
debriefing

* statewide
program

Kirschman, Ellen

Coordinator

Health Resources
Coordinator Program
Palo Alto Police
Department
275 Forrest Avenue
Palo Alto, CA 94301

(510) 530-3072
(415) 329-2551
(510) 530-3071 fax

« family issues
* organizational
change

Langston, Elizabet

I

Executive Directgr

Center for Criminal
Justice Studies
Fraternal Order of
Police
309 Massachusetts
Avenue, NE
Washington, DC 20002

(202) 547-8191
(202) 547-8190 fax

e union issues

* suicide

» domestic abuse
among law
enforcement
officers

Mastin, Peter B.

Ombudsman

Bureau of Alcohol,
Tobacco, and Firearms
Room 8430
650 Massachusetts
Avenue, NW
Washington, DC
20026

(202) 927-8023
(202) 927-7943 fax

» Federal progran
« critical incident
debriefing
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Name

Title or Position

Address

Telephone and
Fax Numbers

Areas of Experience

Prietsch, Christine

Deputy Director

Employee Assistancg (202) 616-5519

Program

Justice Management
Division

U.S. Department of
Justice

Pennsylvania Avenue
and 10th Street, NW
Room 1262
Washington, DC 2053(

(202) 514-8797 fax

» Federal prograni
* peer support

Scrivner, Ellen

Deputy Director
for Training and
Technical
Assistance

Office of Community
Oriented Policing
Services

U.S. Department of
Justice

1100 Vermont Avenue,
NW, 11th Floor
Washington, DC 20004

(202) 514-9002
(202) 616-9613 fax

« family issues

* peer training

* critical incident
debriefing

* training of
police psycholo-
gists

e community
policing

* program
planning

Scully, Robert

Executive Director

National Association
of Police
Organizations
750 First Street, N.E.
Suite 1020
Washington, DC
20002-4241

(202) 842-4420
(202) 842-4396 fax

e union issues
* legislative
issues

Wildman, Len

Counselor

Stress Management
Unit

Rochester Police
Department

Civic Center Plaza
Rochester, NY 14614

(716) 428-7540
(716) 428-6565 fax

* training for line
officers and
mid-level
managers

180

Developing a Law Enforcement Stress Program for Officers and Their Families



Appendix A
Peer Support Counseling Guidelines
San Bernadino County Sheriff’s
Department Program Guidelines

Infroduction Section |

Almost everyone has experienced, or will experience, Paer Supporf Progrqm
stressful situation in his/her lifetime. Itis during these times

that family and friends come to the rescue. They are able Oni

: . nit 1
provide needed support and understanding that help over-
come life’s problems. The Peer Support Program is one of
those “friends” who is available to every San Bernardind?€finition

County Sheriff's Department employee. The Peer Support Program is a program that offers assistance

] B o and appropriate support resources to employees when per-
This handbook has three specific objectives: sonal or professional problems negatively affect their work
performance, family unit or self. This assistance is confiden-

* It provides a background for understanding th&ja|, providing it does not violate any law or department
department’s Peer Support Program. regulation.

» Itprovides practical guidelines for management ofThis program is designed to:
the program.
» Provide emotional support during and after times of
» It provides the peer supporters with guidelines for personal or professional crisis to other employees
assisting their peers. who express a need for assistance.

This handbook is divided into two sections. Section One < Promote trust, allow appropriate anonymity, and

contains a description of the program, including the roles of preserve confidentiality for persons using Peer

the organizational components. In addition, it contains an Supporters within the guidelines of the program.

outline of the information and a listing of procedures for

practical administrations of the program. » Develop peer supporters who can identify personal
conflicts and provide guidance or referral to

Section Two describes the skills and techniques that may be professional\alternate resources as required.

used by a Peer Supporter to assist persons who are faced with
stressful situations. Each Peer Supporter must comply with ¢ Maintain an effective peer supporter training and
the policies and procedures outlined in this handbook. response program.

As the Peer Support Program matures, policy and procedure «  Support those who have had family tragedies.
changes are inevitable. The program coordinator, advisory

board and the peer supporters shall be required to keep open «  Check on status of illnesses and IOD’s and provide
lines of communication to facilitate this maturation process. support where desired and needed.

Effective, honest communication in a caring environment,

balanced by the program protocol, will greatly enhance the

opportunity for a successful program.
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Mission Statement » Peer Supporter will agree to be contacted and, if

. . ractical, respond at any hour.
The San Bernardino County Sheriff's Department has recog- P P y

nized the value of providing a way for their employees and
their family members to deal with personal and\or profes-
sional problems. A successful approach to this problem has
been to provide a program which offers a non-professional

(peer) support program in addition to The Counseling Teaml.he peer supportés not exemprom federal, state, local

The peer support program is composed of a group of peel%s, or the rules and regulations of the Department. When

who have volunteered to make .ther_nselvels available to arHécessary, contact the Peer Support Program Coordinator
member of the department. This will provide a way for th%r assistance and guidance

San Bernardino County Sheriff's Department employees to
talk out personal and\or professional problems confidenR
tially with someone who understands and cares.

» Attend annual 8 hours of updated Peer Support
Program training provided by The Counseling Team,
and attend bi-annual meetings.

ole of the peer support advisory committeehe Peer
Support Advisory Committee acts as the policy setting board
for the program’s operation and future direction, subject to
The San Bernardino County Sheriff's Department’'s mosteview and approval by the Sheriff. The committee also
valuable resource is its employees. The peer suppoparticipates in the selection process of peer supporters.
program’s goal is to assist peers with stresses caused by

personal and\or professional problems and help them coMembers are selected by current peer supporters, except
tinue to be a productive member of the San Bernardinthose from The Counseling Team. Three Peer Support

County Sheriff's Department. Advisory Committee members will be selected by the Peer
Supporters. The Peer Support Advisory Committee will be
Unit 2 peer supporters who will answer directly to the coordinator

who is appointed by the Sheriff.
Duties and Responsibilities Membership consists of representatives from:
Role of peer supporter$he peer supporter provides sup-
port and assistance to employees in time of stress and crisis. * The Counseling Team
Peer supporters responsibilities are as follows:
» Peer Supporters from the San Bernardino County

» Convey trust, anonymity, and assure confidential- Sheriff's Department
ity within guidelines to employees who seek
assistance from the Peer Support Program. » Program Coordinator who is appointed by the
Sheriff

* Attend the Peer Support 3-Day Training Seminar:
“Listening and Helping Techniques.” Additional
training will be required during the maturation of Role of program coordinator.The Peer Support Program
this program. Coordinator acts as the primary liaison between the peer
supporters, Peer Support Advisory Committee, resource
» Provide assistance and support on a voluntarpersons, and the department. The Program Coordinator
basis. serves as the link to ensure that the Peer Support Program is
being managed by the peer supporters in accordance with
» Assist the employee by referring him\her to thethe goals and objectives established for the program.
appropriate outside resource when necessary. Major duties of the Program Coordinator’s include:
» Beavailable tothe individual for additional follow-
up support. *  Supervising the Program on a daily basis.

* Maintain contact with the Program Coordinator » Serving as a member of the Peer Support Advisory
regarding program activities. Committee.
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Recruiting and coordinating the screening of theProspective peer supporters must be willing to meet the
Peer Support applicants. following criteria:

Coordinating training of peer supporters. » Agree to maintain confidentiality within the
guidelines provided in this handbook.

Developing resources to assist individuals when

problem areas are identified.  Be empathetic and possess interpersonal and
communication skills.

Maintaining only statistical data of reported

contacts by peer supporters. * Be motivated and willing to manage time effec-
tively. This will allow minimal impact on their
Offering guidance to peer supporters when normal duties.

problems occur.

» Must successfully complete the selection process.
Coordinating follow-up response of peer
supporters when referrals are made to The <« Must attend and successfully complete the 3-day
Counseling Team. training program.

Off duty emergencies must be approved through

the Program Coordinator or his designee in order to

be compensated. The Peer Support Advisory Committee will recommend
candidates suited for appointment as a peer supporter to the
Sheriff for final approval.

On-going training.

Role of San Bernardino County Sheriff's Department psy-
chological services in the peer support prograrithe  Any employee may seek support from any of the named
Counseling Team shall: supporters and do not have to stay within their work groups.

Unit 3

Peer Support Selection Process

Provide a permanent member on the Peer Suppo

lgeerSu ort Training Program
Advisory Committee. PP g g

The peer support training program will be coordinated by
Design peer support training curriculum and teachiThe Counseling Team. The major emphasis will focus on
peer supporters basic and continuing (updated3kill development for conducting peer assistance. The main
curriculum. areas covered include:

Be on-call and available to supervise peer ¢ Effective listening
supporters if necessary.
* General assessment skills

*  Problem-solving skills

» Relationship termination (death, divorce, etc.)

All interested employeesho choose to volunteas a peer
supporter must submit their request through their chain-of- ¢  Referral and follow-up.
command to the Peer Support Program Coordinator.

Follow-up training and workshops will be scheduled to

Any member of the San Bernardino County Sheriff’'s Departenhance problem solving skills, provide group sharing, and
ment may also submit the name of a peer to their chain-o&llow an exchange of experiences. The mandatory 8 hours
command or to the Peer Support Program Coordinator for

consideration as a peer supporter.
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of updated Peer Support training will be offered 3 times per Members and approval from the peer supporter’'s

year and all Peer Supporters will be required to attend one of immediate supervisor. No hames or personal iden-
the eight hour courses. tifiers will be given to the supervisor.
Rules and Regulations Unit 4

Service assignment:

Confidentiality

Peer supporters may voluntarily withdraw from The acceptance and success of the San Bernardino County
participation at any time. They are, however, re-Sheriff's Department Peer Support Program will be deter-
quired to notify the Program Coordinator. mined, in part, by observance of confidentiality. It is

imperative that each peer supporter maintain strict confiden-
Peer supporters will be removed from participationtiality of all information learned about an individual within
in the program for conduct inconsistent with pro-the guidelines of this program.
gram policy and objectives.

The policy of the San Bernardino County Sheriff's Depart-
All peer supporters serve at the direction andnent Peer Support Program is to maintain the confidential-
pleasure of the Advisory Committee and canity. Communication between the peer supporter and a person
beremoved at any time for any cause. is considered confidentiakceptfor matters which involve

the following:
Peer supporters will be removed from participation
in the program if up-dated training is not attended «  Danger to self.
(annual) at least once per year.

» Danger to others.

Organization resourcesT he following guidelines provide *  Suspected child abuse.
the peer supporter’'s formal authority to obtain certain

organizational resources and support he\she needs to assist

Narcotic offenses.

peer employees:

. : . Domestic violence.
Lodging and per diem expenses may be provided

for training, workshop attendance, and assignment
referrals to a work location outside the peer
supporter’s currently assigned location. All such
activity is subject to prior authorization by the
commander.

Factual elderly abuse.
In cases where law requires divulgence.
»  Where divulgence is requested by the peer.

The peer supporter is authorized to use departmewt general principle for peer supporters to follow is inform

facilities to meet with employees, with appropriatethe person, prior to discussion, what the limitations and

prior approval as necessary. exceptions are regarding the information revealed. In those
cases where a question or any question regarding confiden-

The peer supporter is permitted to consult withtiality arises, the peer supporter must immediately contact a

employees off duty with advance notice to themember of the Peer Support Advisory Committee and\or

Program Coordinator and\or Advisory Committee The Counseling Team who will take appropriate action or
contact the Program Coordinator.
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Section ll * Helping peers relax and be comfortable in the

interview.
Field Management of the Peer .
Support Progrqm . Foste'rlng trust of the peer supporter and a sense of
security.
Unit 5 * Enabling the peer supporter to draw more accurate
inferences about the peer.
Discipline
* Assessment The process of making a judgement
Internal investigationslt may occur that a peer supporter is about the information gathered during the inter-
assisting an individual who is or becomes the subject of a view. Several factors must be considered. They
disciplinary investigation. The peer supporter should be are.

guided by the confidentiality policy of the Peer Support . ] ]
Program. He should not volunteer any information received *  Assess whether the problem s one with whichyou
in confidence; however, peer supporters may not hamper or can ass.lst the peer or one that should be referred to
impede the actual investigation nor may they attempt to professional resources.

shelter the individual from the department’s investigation. )

» Assesswhetherthe problem needs urgent attention.
The peer supporter’s role in disciplinary situations should be
one of support and assisting individuals through the stress «  Referral— The process of directing the peer to the

they may face during the disciplinary process. If peer appropriate professional service(s) available.
supporters have any questions or concerns regarding these

situations, they should consult with the Program Coordinator

for guidelines and assistance. New Policy Regarding the Peer Support Program

Unit 6 Peer support prograni.he Department recognizes the need
for a Peer Support Program. This is a self-help program

Peer Support Program Skills and Techniques designed to assist employees who desire advice or support

from a peer. Itis designed to assist employees during times
The purpose of this section is to provide the peer supportef grief, stress or other personal problems
with a summary of the guidelines to be followed when

dealing with situations under field conditions. These guideScope of the peer support prograMembers seeking peer
lines are the basic tools for providing assistance. UsegtPportand peer supporters are not exempt from laws, rules,
properly, they will help boost peer supporter confidence aniegulations, directives or orders that govern them. Peer
will reduce the risks of mismanaging emotional problemsSupport is, however, intended to be a support system for
For more detailed guidelines, the peer supporter should reféepartment personnel and family members seeking their
to the material contained in the Peer Support Trainingl€lp. The assistance provided and the dialogue between
Manual provided by The Counseling Team. supporter and peer is deemed confidential providing it meets
the requirements of this section.
» Listening —Listening techniques are fundamental
to the use of all other interviewing skills. The Duties/Responsibilities of the Peer Supporter
purpose of effective listening include:
» Advise peers seeking assistance that peer support-

* Encouraging self-expression. ers are not exempt from laws, rules, regulations,
directives or orders; but any exchange of informa-
» Allowing peer opportunity to direct the interview. tion not in violation of this statement will be confi-
dential.
* Giving peers a sense of responsibility for what
happens. * Provide all assistance and support on a volunteer
basis.

Appendix A 185



» Conveytrust, anonymity and assure confidentialityDuties of the Program Coordinator and Peer Support Advi-
to peers who seek assistance from the Peer Suppatry CommitteeThe Peer Support Advisory Committee
Program. acts as the policy setting board for the program. It directs the

program’s operation and provides direction for the future.

» Assist peers by referring them to appropriate andrhe program coordinator is responsible for the policy and
viable referral resources when necessary; i.edirection offered by the committee. The program coordina-
Alcoholics Anonymous, The Counseling Team, tor is Errol Bechtel and the Peer Support Advisory Commit-

etc. tee members are Doug Williams, Ed Ripley, Greg Kyritsis,
Nancy Bohl and Bonnie Spitzer approved by the Sheriff
* Be available for follow-up support. from volunteers within the Department.

* Maintain contact with the program coordinator
(Errol Bechtel assigned by the Sheriff) regarding
the program and report statistical information.

186 Developing a Law Enforcement Stress Program for Officers and Their Families



Appendix B
Police Association Peer
Recruitment Notice

Member Units

Amberst

Bawvia

Buffaio
Cheektowaga
Depew

Dunkirk

East Aurora
Evans

Fredonia
Hamburg Town
Hamburg Village
Jamestown
Kenmore
Lackawanna
Lancaster Town
Lancaster Village
Leroy

Lewiston
Lockport

Medina

NFTA

Niagara Town
North Tonawanda
NY State Park Police
Olean

Orchard Park
Silver Creek
Tonawanda City
Tonawandas Town
West Seneca

Legal Counsel
Anthony J. DeMarie

Chaplain
Rev. William Kay

Western New Pork Police Association, Inc.

P.O. BOX 180 « KENMORE, NEW YORK 14223

Edward Ott James Loga Michael Thorp
President Vice President PRO.
Lockport PBA West Seneca PBA Town of Tonawanda PBA
Joseph Genco Anthony Pulei
Secretary Treasurer
Jamestown PBA Fredonia PBA

Did you know...

"That 63 percent of officers involved in shootings suffer some
significant signs of post shooting trauma?"

"Th:t 20 percent of officers involved in a shooting are divorced
within one year?"

“That 70 percent leave law enforcement within 5 years of a
shooting incident?"

"That if an officer who has been involved in a shooting is not
afforded counseling and he/she is involved in a similar

- situation, 70 percent will be wounded or killed in the line of

duty?"

The Western New York Police Association, Inc., with the
assistance of the County Sheriff’s Foundation are sponsoring a
training conference to discuss the development of a policy to
implement a Critical Incident Stress Debriefing Program for the
law enforcement personnel working within Western New York.

Through the efforts of the Western New York Stress
Reduction Program, Inc., we have just successfully trained and
certified over 30 iaw enfurcemeat officers from varicus potige

departments in Western New York as Critical Incident Stress Peer

Debriefers. Our goal is to be prepared to respond on a 24 homr
emergency basis to any law enforcement officer(s) who may become
involved in a critical incident.

We would like to cordially invite you to join us for this
special training event scheduled for Friday December 9, 1994
from B:30 to 4:00 at the Central Police Services Training
Academy located at.the Erie Community College South Campus, 4140
Southwestern Blvd., Bldg. 3, Orchard Park, New York.

LUNCH WILL BE PROVIDED.

Thank you for you time and efforts on behalf of the law
enforcement officers of Western New York. PleaS8e R.S.V.P. no
later than 12/2/94 to Cindy Goss, Director of e Erie County
Employee Assistance Program at 858-7714. éﬂp

Affiliated with Police Conference of New York ® National Association of Pa’(c Organizations
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Appendix C
Sample Peer Supporter
Application Form

The Counseling Team
1881 Business Center Drive, Suite 11
San Bernardino, CA 92408
(909)884-0133

Becoming a Peer Counselor

Why do you want to be a Peer Counselor? .
/ré Lc.+ w,> co-worKers knouO ‘de—
\M-e;tg Can Ftiust me 4 Htax 2 Su«ﬁf&r’r Vo

Does your significant other support you volunteering your time?
Ll
%fzs :

Are you aware that there is not any monetary compensation?

%,Q%.

What is your experience iq counseling or helping others? ( >
i hauve (ST)"H’—OP L&mdlj Su.‘afcr‘*‘ Wq,)‘{as Rlaron

a"'\p hq,k){ "PDL&,V\J \L/L\q/r :E Lbno(ﬂ.qgw C’\L"-Ms- 4 %u/u

Sotuatcens | ccauwar of My Pevsenal xperonces .

What do you expect to receive from being a Peer Counselor?
_ﬁf hoye QCDW\«D Vet When L can ASyel
S'G/W\e W‘M)F,‘Swofzfnr-i- Sene Crie o Wep)

+ Selps me -
Explain what confidentiality means to you?

4+ wweans Wicmw\//w;j/ Com /Q*EC;/W wo hadt
vt T Rave Sac(or hoord) 5 Ke prsetwen b

PonYeo involrad — o peou. ® bwé i
Have you ever volunteered before for anything? 6 bemﬁ—cd/lot) m
_ =T .

Yes, as & parens, T have ‘
Ut i teared 05 Rovgr o, hald of foes
at fw, é W becorne a ‘5(014:7"[%.
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Have you ever been involved in a Critical lnudcn(’

k?'e‘} /r ’B‘CL,U-"— WLJ’”Qzé’O/ & 6LOC&JC,\Q{

Have you ever talked to anyone who has been involved in a Critical Incident? If yes,

explain. ‘Oec ~CL oke to & ?—'a,w,% dthat los+ & men e~
lbwre, Ju/{denl«) -6)74;4”\ A her-and-run .

What do you remember most that was emotionally helpful?
I+ helps o Ko w Ytrat 11 A re not

ale ne we What o~ are €X /\A.Cn(’,..vx,g ke e Li

oAz s Lwho have ex (RLer ;ewced e Same W%
Have you, or are you presently being investigated by Internal Affairs? If yes, explain.

no.
Name three qualities that you possess that would most benefit you as a Peer Counselor.
f) T ntwhpencss @ Senschv, %z)

3) SjM{JMLMCL{o
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Appendix D
Peer Supporter Solicitation Memorandum

San Bernardino Counseling Team

Memorandum
TO: All Personnel

FROM: Administrative Services Division
SUBJECT: Peer Support Program

The Department is implementing a Peer Support Program in the very near future. The purpose of the program is to provide
all employees with personal, one-to-one support and referral during times of personal or professional difficulty.

Peer supporters are comprised of volunteers, department employees who express an interest, agree to maintain confiden-
tiality regarding peer contacts, are empathetic and possess strong interpersonal and communication skills, and are willing
to attend professional training courses.

All Department members are asked to submit up to twenty names who you feel would make a strong peer support committee
member regardless of rank or assignment. From these forms will come a list of proposed members who will be contacted
for further participation. Please complete the attached list and forward it to:

This program will be coordinated by the Department’'s Peer Supports Committee comprised of members the employees
select. This will be an excellent program that will be of great benefit to all membmrs @épartment.

Nominations for Peer Support Committee

Quialifications

1. Someone you feel you could go to with a problem.
2. Would agree to maintain confidentiality.
3. Is empathetic and possess strong interpersonal skills.

Selections are from all employee groups, assignments, and rank. (Dispatcher, Clerk, Police officer, Lieutenant, etc. ) Please
nominate as many as you feel would perform well, up to 20.

Name Name
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

Coom~Nourwnp

=
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Appendix E
Sample Peer Supporter Contact Form

San Bernardino Counseling Team

PEER SUPPORTER:

CASE #:

CONTRACT

MALE (M) - FEMALE (F)

FAMILY MEMBER

CO-WORKER

ISSUES:

DATING

CO-WORKER -

MARITAL

PARENTS

STEP-CHILDREN

SUPERVISOR\SUBORDINATE

BEREAVEMENT

CAREER CONCERNS

CHILDREN\CHILD CARE

CRITICAL INCIDENT\TRAUMA

DISABILITY

DISCIPLINARY ISSUES

FINANCIAL CONCERNS

MEDICAL PROBLEMS

RETIREMENT CONCERNS

SPIRITUAL\RELIGIOUS

STRESS ISSUES )

SUBSTANCE ABUSE

SUICIDE

PHONE CONTACTS

OLD (0) - NEW (N) CASE

NUMBER OF REFERRALS

NUMBER OF CONTACTS

TOTAL HOURS OF CONTACT
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Appendix F
Sample Peer Supporter Contact Form

Erie County Law Enforcement Employee Assistance Program

Sample Peer Supporter Contact Form

Erie County Law Enforcement
Employee Assistance Program

OFFICER OFFICER FAMILY
( ) TELEPHONE ( ) TELEPHONE
{ ) FACE TO FACE INTERVIEW ( ) FACE TO FACE INTERVIEW
( ) WRITTEN ( ) WRITTEN
Mare _____ FEMALE MALE FEMALE
AGE AGE

TYP F _ASS
( ) ALcoHOL ( ) DRuGs ( ) ALC/Drucs ( ) EMOTIONAL/PSYCH
( ) MARITAL ( ) FAMILY RELATED ( ) JoB RELATED ( ) MepicarL
( ) LEG-GEN ( ) Lee-Jup ( ) MepicaL ( ) GENERAL INFO
( ) CRISIS INTERVENTION ( ) CISD DEBRIEFING: How MANY?
( ) OTHER
DID YOU MAKE A REFERRAL(S)? YES No
IF YES, WHERE?
YES No

DID OFFICER/OFFICER FAMILY ACCEPT REFERRAL(S)?

WAS ANYONE ADMITTED FOR INPATIENT ALCOHOL/DRUG RELATED, OR- MENTAL HEALTH PROBLEM?

YES No

IF SO, WHERE?

DID THAT PERSON COMPLETE HIS/HER PROGRAM? YES No

IF NOT, WHY?

DID YOU FOLLOW-UP ON ACCEPTED REFERRALS? _____ YEs No

YES No

WAS THE OFFICER/OFFICER FAMILY SATISFIED WITH REFERRAL(S)

ADDITIONAL COMMENTS:

DATE:

OFFICER:
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Appendix G
Program Agreement
With Outside Service Provider

PSYCHOLOGICAL SERVICES INCORPORATED
5515 South Lewis
Open World Garden Office Complex
Tulsa, Oklahoma 74105
(918) 749-0034
Date
Name of Consultant

Address

Dear

I am writing a letter to follow-up on your earlier indication of interest in providing consultation services that would be
referred from Psychological Services (PS). PS is a private non-profit corporation contracted to the City of Tulsa to perform
psychological services for the police and fire personnel and their immediate family members. All costs are reimbursed by
the city and not borne by the clients. Because of a small in-house staff there will be times when referrals to subspecialists
(consultants) will be indicated, and it is therefore necessary to develop agreements with subspecialists in our area. Because
of the direct funding of our program by the City of Tulsa, it is necessary that special understandings and agreements be
achieved between PS and consultants. We are therefore asking you to agree to the following understanding:

1. You will agree to see PS clients on referral from the Chief Psychologist of PS.

2. The initial appointment between the PS referral and your office will be made by the PS Program Administrator. The
referral client should, however, present a Referral Request (see example) to you or your staff upon arrival for the first
appointment. This form serves the dual purpose of documenting the referral from PS and also indicating the service we
are requesting. If the patient does not have a Referral Form, a phone call should be placed to the offices of PS to see if
indeed the office visit has been authorized by our Chief Psychologist.

3. We askto be consulted prior to proceeding with any evaluation or procedure beyond that which was initially authorized.
Testing, if not done prior to the first visit in your office, should be referred back to PS for completion.

4. We ask that you complete a consultation report on each patient that we refer to you and return that note to us for inclusion
in our patient records. This report would be due upon completion of authorized services (noted in Referral Request).

5. PS, a community service organization, will pay $60.00 per full treatment hour. We understand that this is just below
prevailing office rates. Reimbursement will take approximately thirty days from receipt of your statement in our office.

6. We ask that you submit your statement directly to us. We ask that you do not seek payment at any time from a PS client.
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10.

It is important to remember that a PS client must present an appropriate signed referral form to insure payment through
PS. If service is rendered to a PS client without the appropriate signed referral form, this should be considered an
unauthorized visit, and you should bill the patient directly in that circumstance.

You may bill for a no-show appointment (notice not given of cancellation or reschedule less than 24 hours in advance
of appointment). After three no-show appointments (the limit you may bill per client) the case should be considered
terminated.

Your billing statement to P&ustinclude the following information for each case:

a. ClientCase Number (as noted onreferral fortd3-BILLING STATEMENT SHOULD CONTAIN CLIENT NAME
b. Date of appointments

c. Number of people seen per appointment (couples, family members, etc.)

d. Length of appointment (standard 50 minute session would equal 1 hour)

No-show clients should be noted by date for clients not providing the necessary 24-hour notice of cancellation or
reschedule. The bill should conclude with the total number of hours and the rate of $60.00 per hour.

You may submit statements on a monthly basis or at the end of the authorized treatment period. Your consultation report
would then be included with your final statement.

This Letter of Agreement represents an understanding between PS and its consultants and can be severed by providing
the other party with written notice.

I sincerely hope that the above Agreement is acceptable to you. It provides us with the mechanism by which we can maintain
a cost effective program; provide a high quality of care; and assure our consultants that his/her fee will be paid promptly
and in full. There may be parts of the Agreement that are confusing to you, and | would certainly be glad to meet with you
upon your request to discuss this personally at any time. If you should have any questions regarding the Agreement, please
do not hesitate to give me a telephone call and we will discuss this further. If, however, you find the Agreement acceptable,

| would appreciate your signing at the bottom of this letter and returning the original to my office for filing. The copy is

for your own records for future reference. We are looking forward to working with you on numerous occasions in the future.

Sincerely,

Chief Psychologist

| hereby agree to the above understanding and will accept referrals from Psychological Services according to the terms as
outlined above.

Signature

Date
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Appendix H
Stress Counseling Policy Plan

Rochester (New York) Police Department

1. What Information Will Be Deemed To Be Privileged?

The Departmental Advisory Committee views the Stress Project as primarily a training effort. In the area of peer counseling,
however, It is the Department’s policy to allow the Stress Program to function beyond the reach of the discipline system,
because it is our belief that individual officers must be free to express themselves about the job-related problems. The
records and recollection of designated peer counselors shall not be admissible in Departmental hearings, and the peer
counselor will not be ordered to give information to the Department concerning the content of peer counseling sessions.
The Department will not invoke Section 75 of the New York State Civil Service Law in order to procure information as to

an officer’s involvement in the Stress Counseling Program. In the event that an officer accepts a voluntary referral for
outside professional assistance, the same privilege would apply to these records and discussions.

It is the Department’s policy to protect the confidence of any employee who voluntarily seeks help from the project in
dealing with a stress-related problem that might subject him or her to ridicule or embarrassment. There are, however, two
specific exceptions to this policy plan. Nothing in this policy plan or the subsequent special order should be construed as
in any way allowing the staff of the project to withhold information as to events in which they themselves are directly
involved. Secondly, as required by the Rules and Regulations of the Rochester Police Department, any crime pursuant to
the laws of New York State which is reported to the peer counselor shall be reported by the peer counselor to the Rochester
Police Department.

Information given by officers participating in the program will, for Department administrative proceedings, be privileged.
Records of counseling will be treated by the Department as privileged information, and no information given to counselors
can be made available for use in administrative or disciplinary proceedings, except that information given to peer counselors
which constitutes the admission of a crime in violation of the laws of New York State.

At no time during the life of this grant shall said policy plan be made mandatory.
2. Program Information

The substances of this policy plan, if acceptable to DCJS, will be part of a special order describing the project. This order
will be distributed to all Departmental sworn personnel.

The Locust Club will make the operation of the project an item of discussion at their first scheduled regular meeting after
the receipt of the grant award and will forward to the Advisory Committee for discussion and resolution any problems or
guestions raised at the outset of the project.

3. Project Records
The Director of the Stress Program will keep only those records of participation that are essential to the orderly

administration of the program. All records will be anonymous. The Project Director will see that all records and files are
kept secure and confidential at all times.
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The records kept on the peer counseling component will serve three (3) purposes:
a. Systematically record the nature and incidence of stress-related problems that come to the attention of the project.
This is a necessary descriptive phase of any exploratory project.
b. To measure the number and type of contacts between project personnel and the type of service or referral offered.
c. To document the expenditure of both City and LEAA funds for approved grant purposes.

The following personnel will have access to the project records for the above purposes: the Project Director and project staff,
the Inside evaluator, and financial and internal audit personnel.

The contact's records will include a case number, date, and location of the peer contact and a short description of the problem
or problems discussed and any recommendation or referral that was made. The case number will be substituted for the name
of the participant in the project. Records will be maintained by numbers only and at no time will a person’s name be part
of any record-keeping process.

The Project Director will keep financial records of the time spent by project staff and consultants in a manner that will allow
financial audit without violating the confidence of the officers who receive counseling.

Thomas F. Hastings Date

Robert J. Coyne Date
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Appendix |
Sample Consent to Treatment Form

STATE OF MICHHGAN

(Sxvmm.,
AR
)\,_. i BEHAVIORAL SCIENCE SECTION
:n N 2M0KERRY STREET
> SUITE 106
X LANSING, MICHIGAN 48912

PHONE: 517334.74S
JOIIN ENGLER, GOVERNOR

DEPARTMENT OF STATE POLICE

COL. MICTAI. 1. ROBINSON, DIKECTOR

CONSENT TO TREATMENT

This form is to document that I, , give my permission and
consent to Gary Kaufmann, Psy.D. or Richard G. Smith, Ed.D., Licensed Psychologists of the Behavioral
Science Section, Michigan Department of State Police, to provide psychotherapeutic treatment to me. ~

While I expect benefits from this treatment, I fully understand that because of factors beyond our control,
or other factors, such benefits and particular outcomes cannot be guaranteed.

I understand that because of the counseling or therapy, I may experience emotional strains, feel worse
during treatment, and make life changes which could be distressing.

T understand that the psychologist is not providing an emergency service, and I have been informed of
whom to call in an emergency or during weekend and evening hours.

I understand that regular attendance will produce the maximum benefits, but that I am free to discontinue
treatment at any time. If I decide to do so, I will notify the psychologist at least two weeks in advance
so that effective planning for continued care can be implemented.

I understand that conversations with the psychologist will almost always be confidential. I further under-

stand that the psychologist, by law, must report actual or suspected child or elder abuse to the appropriate
authorities. In addition, the psychologist has a legal responsibility to protect anyone I may threaten with .
violence, harmful, or dangerous actions (including those to myself), and may break the confidentiality of

our communications if such a situation arises. I understand that the psychologist will make reasonable

efforts to resolve these situations before breaking confidentiality.

I acknowledge that the Behavioral Science Section staff will not give testimony, supply records, or
participate in disciplinary, criminal, or civil proceedings, unless directed by a subpoena.

I know of no reason I should not undertake this therapy, and I agree to participate fully and voluntarily.

SIGNATURE: DATE:

-
A PROUD tradition of SERVICE through EXCELLENCE, INTEGRITY, and COURTESY. O
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Appendix J
Stress Program Brochure
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Appendix K
IACP Administraive Guiidelines for
Dealing With Officers Involved in On-Duty
Shooting Situations

(Police Psychological Services Section—International Association of Chiefs of Police)

Administrative Guidelines for 2.

Dealing with Offlicers Involved in
On-Duty Shooting Situations

Adopted by the MCP Psychological Services
Section at the 1988 Annual Section Meeting

In the past, officers involved in on-duty shootings were
often subjected to a harsh administrative/ investigative/
legal aftermath that compounded the stress of using deadly

force. A “second injury” can be created by insensitively 4.

and impersonally dealing with an officer who has been
involved in a critical incident* Due partly to such treat-
ment, many officers have left law enforcement prema-
turely, as victims.

To minimize emotional problems, the Police Psychologi- 5.

cal Services Section of IACP has adopted guidelines for
dealing with officers involved in a shooting. The guide-

lines were first submitted to the section by the author in 6.

1987 at the section meeting at the IACP conference in
Toronto. After discussion and the making of some changes,
the guidelines were preliminarily adopted. At the 1988

section meeting, they were approved as presented below.

7.

The goals of these guidelines is to provide information on
how to constructively support the officer(s) involved in a

shooting in order to diminish emotional trauma. Extensive
field experience has shown that following these guidelines
reduces the probability of long-lasting emotional prob-

lems resulting from a shooting. However, these guidelines
are not meant to be arigid protocol. Itisimportant to apply

these guidelines in a flvdble manner that is appropriate to8.

the situation.

1. Atthe scene, show concern. Give physicalmental
first aid.

*Roger M. Salomon, “Post-Shooting Trauma,” The Police Chief, October 1988, pp. 40-44.

Create a psychological break; get the officer away from
the body and some distance from the scene. The officer
should remain with a supportive peer or supervisor and
return to the scene only if necessary. This break should
be of a non-stimulant nature, with discretionary use of
drinks with caffeine.

Explain to the officer what will happen administratively
during the next few hours and why, so he does not take
the investigation as a personal attack.

Ifthe gun is taken as evidence, replace itimmediately or
when appropriate (with the officer being told it will be
replaced). This guideline can be modified depending on
how aggravated the circumstances are and how stressed
the officeris, e.g, very depressed, agitated, suicidal, etc.

The officer should be advised to consider retaining an
attorney to watch out for his personal interests.

The officer should have some recovery time before
detailed interviewing begins. The officer should be in a
secure setting, insulated from the press and curious
officers.

Totally isolating the officer breeds feelings of resent-
ment and alienation. The officer can be with a support-
ive friend or a peer who has been through a similar
experience. (To avoid legal complications, the situation
should not be discussed prior to the preliminary inves-
tigation.) It is important to show concern and support to
the officer during this time.

If the officer is not injured, either he or the department
should contact the family with a phone call or personal
visit and let them know what happened before rumors
from other sources reach them. If the officer is injured,
a department member known to the family should pick
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10.

11.

them up and drive them to the hospital. Call friends,
chaplains, etc., to make sure they have support.

Personal concern and support for the officer involved in
the shooting, communicated face-to-face from a high-
ranking administrator, goes a long way toward alleviat-

ing future emotional problems. The administrator doed 2.

not have to comment on the situation or make any
premature statements regarding legal or departmental

resolution, but can show concern and empathy for thé3.

officer during this very stressful experience.

The officer should be given somé@ministrative leave

(not suspended with pay) to deal with the emotionall4.

impact. (Three days, more or less as the situation dic-
tates, is usually sufficient.) Some officers, however,
prefer light duty to leave. Depending on the situation
and the officer'sreactions, it may be bestto keep him off
the street temporarily and avoid the double-bind situa-

tion of the officer's going back to work and facing the 15.

possibility of another critical incident before the inves-
tigation, grand jury hearing, coroner’s inquest, and
district attorney’s statement have been completed.

16.

All personnel atthe scene (including dispatchers) should
be screened for their reactions and given leave or the rest
of the shift off, as necessary.

To defuse the stigma of seeking counseling, there should
be amandatoryconfidential debriefing with a licensed
mental health professional experienced with the law
enforcement culture and trauma, prior to returning to

duty. This debriefing should be held as soon after th&8.

incident as practical Return to duty and/or follow-up
sessions should be determined by the mental health
professional

17.

officer(s) who did the shooting may or may not want to
be includedinthe group debriefing, as actually doing the
shooting creates different emotional issues. Follow-up
sessions for other personnel involved in the shooting
may be appropriate.

Opportunities for family counseling (spouse, children,
significant others) should be made available.

If the officer's phone number is published, it may be
advisable to have a friend or telephone answering ma-
chine screen phone calls, since there are sometimes
threats to the officer and his family.

An administrator should tell the rest of the department
(or the supervisor, the rest of the team) what happened
so the officer does not get bombarded with questions
and rumors are held in check. Screen for “vicarious

thrill seekers.”

Expedite the completion of administrative and criminal
investigations and advisement of the outcomes to the
officer.

Consider the officees interests in preparing the media
releases.

The option of talking to peers who have had a similar
experience can be quite helpful to all personnel at the
scene. Peer counselors are an asset in conducting group
debriefings, in conjunction with a mental health profes-
sional, and in providing follow-up support.

Allow a paced return to duty, that is, the officer can ride
around with a fellow officer or perhaps work a different
beat or shift.

To prevent such incidents in the first place, train all officers
Everybody at the scene, including the dispatcher, should critical incident reactions and what to expect personally,
have a debriefing with the mental health professionatiepartmentally, and legally.

within 72 hours. While this can be a group session, the
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Appendix L

IACP Model Policy, Post-Shooting

Incident Procedures

POST-SHOOTING

INCIDENT PROCEDURES

Model Policy

Effective Date Number
May 1, 1990
Subject
Post-Shooting incident Proced
Reference Special Instructions
Distribution Reevaluation Date No. Pages
April 30, 1991 2
1. PURPOSE the scene of the incident. A peer counselor

The purpose of this policy is to provide guidelines
that shall be uniformly applied following any officer-
involved shooting incident that has resulted in death
or serious bodily injury, in order to minimize the
chances that involved personnel will develop or suffer
from post-traumatic stress disorder.

1. POLICY

Law enforcement duties can often expose officers and
support personnel to mentally painful and highly
stressful situations that cannot be resolved through
normal stress coping mechani Unless ad t
treated, these situations can cause disabling emo-
tional and physical problems. It has been found that
officer-involved shootings resulting in death or
serious bodily injury to a citizen or a fellow officer
may precipitate such stress disorders. It is the
responsibility of this law enforcement agency to
provide personnel with information on stress
-disorders and to guide and assist in their deterrence.
Therefore, it shall be the policy of this agency to take
immediate action after such incidents to

the continued good mental heaith of all involved

personnel.

1L DEFINITIONS

A. Post-Traumatic Stress Disorder: An anxiety
disorder that can result from exposure to short-
term severe stress, or the long-term buildup of
repetitive and prolonged milder stress.

8. Officer-Invoived Shooting Incident: A line-of-
duty incident where shooting causes death or
serious bodily injury to an officer or other person.

IV. PROCEDURES
A. Handling of Officers at Scene of Shooting incident
1. A supervisor shall be dispatched to the scene
of the incident, and shall assume primary
responsibility in caring for involved person-
nel.
2. The supervisor shall make appropriate

arrangements for all necessary medical

treatment.

3. During any period where the involved officer
is required to remain on the scene, but has
no immediate duties to fulfill the officer
should be taken to a quiet area away from

or other supportive friend or officer should
remain with the officers, but shouid be advised
not to discuss details of the incident.

. The supervisor should arrange for the officers

directly involved in the incident to leave the

scene as soon as possible, and be taken to

a quiet, secure setting.

Where possible, the supervisor shall briefly

meet with the involved officers.

a. No caffeine or other stimulants or depres-
sants should be given to the officers unless
administered by medical personnel.

b. Only minimal, preliminary questions
should be asked about the incident. The
officers should be advised that a more
detailed debriefing will be conducted at
a later time.

c. Any standard investigations that will
occur concerning the incident should be
discussed with the officers.

d. The officers should be advised that they
may seek legal counsel

e. The officers should be advised not to
discuss the incident with anyone except
a personal or agency attormney, union
representative, or departmental investiga-
tor, until the conclusion of the preliminary
investigation. )

. The supervisor shall determine whether the

circumstances of the incident require that the
officer’s duty weapon be taken for laboratory
analysis. Where the duty weapon is taken, the
supervisor shall:
a. Take custody of the officer’s $ weapon in
a discrete manner; and
b. Replace it with another weapon, or advise
the officer that it will be returned or
replaced at a later time, as appropriate.
Invoived officers shouid notify their families
about the incident as soon as possible. Where
an officer is unable to do so, an agency official
shall personally notify his family, and arrange
for their transportation to the hospital.
At all times, when at the scene of the incident,
the supervisor should handle the officer and
all involved p lin a that

The development of this model policy was supported under funding by the US. Depmmcmb;l Justice’s Bureau of Justice Assistance under Geant No. 87-SN-CX-|

The points of view or opions stated in this document are the results of work

reflect the official poaition or policies of the U.S. Department of justice.

K077
of Chiefs of Police and do not necessandy
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Appendix M
Erie County Employee Assistance
Program Intake Assessment Form

: ERIE COUNTY EMPLOYEE ASSISTANCE PROGRAM

INTAKE ASSESSMENT FORM
DATE: COUNSELOR .
TIME: OAM JPM O NEWINTAKE (O READMIT
NAME: D.OB.
ADDRESS: SS#:
SEX: 0 MALE O FEMALE
PHONE: ;

EMPLOYMENT INFORMATION

EMPLOYER: DATE OF HIRE:
ADDRESS: JOB TITLE:
WORK HOURS:
PHONE: EXT. O UNION O NON-UNION
SUPERVISOR: NAME OF UNION:
PHONE: EXT. PHONE:

HEALTH INSURANCE INFORMATION

.J BC/BS g HA 0 CHOICE CARE
g cB O APA 0 MEDICAID

g GHI 0 EMPIRE 0 MEDICARE
0 HCP 0 HMO 0 OTHER:
REFERRAL SOURCE

O SUPERVISOR O SELF O FRIEND

O UNION O FAMILY 0O OTHER:
REFERRAL NAME:

PHONE: EXT.
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TYPE OF PROBLEM

0 ALCOHOL 3J DRUGS 3O ALC/DRUGS g CD siG 3O CD REMISSION

|0 EMOT/PSY O LEG-GEN 0 LEG-JUD O FINANCIAL O MEDICAL
g JOB REL 0 MARITAL O FAMILY-EMOT/PSY O ABSENTEE (O WORK PERFORMANCE
O OTHER:

MARITAL/FAMILY

STATUS: 0O MARRIED O SINGLE O SEPARATED O DIVORCED O WIDOWED O QTHER
HOW LONG? RELATIONSHIP IS: O VERYGOOD O GOOD O POOR

NUMBER OF CHILDREN, IF ANY:

__NAME | sEx LIVING WITH HEALTH

1) |

2) !

3)

4)

5)

6.)

RACEETHNIC BACKGROUND CREED

O WHITE 3 HISPANIC - PR O CATHOLIC O PROTESTANT

O BLACK 3 HISPANIC - MX O ISLAMIC O OTHER

O AM. INDIAN O HISPANIC - CU O JEWISH O NONE
EXPLAIN:

MILITARY INFORMATION:

O YES  BRANCH OF SERVICE:
o NO ENTRY: DISCHARGE: .

STATE ANY RELEVANT INFORMATION REGARDING TOQUR OF DUTY:

EDUCATION

HIGHEST GRADE COMPLETED: TRAINING SCHOOLS ATTENDED:
GRADUATED COMPLETED
YES NO YES NO

O NONE o o 0O NONE a m}

0O ELEMENTARY THRU O a 0 VOCATIONAL a a

3 HIGH SCHOOL THRU a m) 0 BUSINESS o a

O COLLEGE: YEARS O g O TECHNICAL o o

COMPLETED O a O OTHER a )

O PRESENTLY ATTENDING:
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MEDICAL

PRIMARY M.D.

ANY CURRENT/PAST MEDICAL PROBLEMS:

ON ANY MEDICATION: O YES O NO IFYES, WHAT?

COMMENTS:

PSYCH/EMOTIONAL

HAVE YOU EVER BEEN TREATED FOR MENTAL ILLNESS? O YES O NO
IF YES, DIAGNOSIS

DR./OR THERAPIST:
DATES:
ARE YOU CURRENTLY UNDER THEIR CARE? O YES ONO
HAVE YOU EVER HAD ANY SUICIDAL/HOMICIDAL THOUGHTS OR IDEATIONS O YES ONO
IF YES, DO YOU HAVE A PLAN? O YES ONO
DO YOU PRESENTLY HAVE ANY SUICIDAL/HOMICIDAL THOUGHTS OR IDEATIONS O YES ONO
IF YES, DO YOU HAVE A PLAN? O YES ONO
COMMENTS:
LEGAL
HAVE YOU EVERBEENARRESTED? O YES 0O NO
YEAR DESCRIPTION OQUTCOME

IF YES, ARE YOU IN NEED OF LEGAL ASSISTANCE? O YES O NO
COMMENTS:
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FINANCIAL

.|DO YQOU HAVE DIFFICULTY PAYING YOUR BILLS?

0 YES O NO
DO YOU FEEL YOU WOQULD LIKE ASSISTANCE WITH YOUR FINANCES? O YES 0O NO
COMMENTS:

CHEMICAL DEPENDENCY

DO YOU DRINK ALCOHOL? .3 YES O NO HOW MUCH? HOW OFTEN?
DOES YOUR SPOUSE OR SIGNIFICANT OTHER DRINK ALCOHOL? O YES O NO

HOW MUCH? HOW OFTEN?
DO YOU FEEL YOU OR YOUR SPOUSE MAY HAVE A PROBLEM WITH ALCOHOL? 0 YES O NO
HAVE YOU EVER TRIED OR PRESENTLY USING ANY OF THE FOLLOWING? O YES O NO
AGE AGE OF HIGHEST PRESENT DATE
OF REGULAR TOLERANCE AMOUNT AND OF LAST
ONSET USE AMOUNT ROUTE USE
ALCOHOL
COCAINE
MARIJUANA
STIMULANTS
DEPRESSANTS
OPIATES __
HALLUCINOGENS
OTHER :
HAVE YOU EVER BEEN TREATED FOR DRUG ORALCOHOLABUSE? O YES O NO
IF YES, WHERE:
NUMBER OF YEARS SOBRIETY

HAVE YOU, ARE YOU, OR DID YOU EVER ATTEND SELF-HELP GROUPS?
(AA, NA, ALANON, ACOA) O YES O NO
COMMENTS:
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TREATMENT RECOMMENDATIONS

NO TREATMENT INPATIENT
DETOX OUTPATIENT
SELF-HELP SUPPORT GROUP

REFERRED TO:

ADDRESS:

PHONE:

PRIMARY COUNSELOR:

PHONE: EXT:

START DATE:

COMPLETION DATE:

SUMMARY:
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Appendix N

Sample Program Statistics

Michigan State Police Department Behavioral Science Section

Total number of new patients for 1994: 93

Total number of new patients (August 1978 -- December 1994):

Tdtal number of new patients per year:

99 1986: 103 1990: 145
112 1987: 127 1991: 123
120 1988: 125 1992: 113
102 1989: 130 1993: 107

1978:
1979:
1980:
1981:

“37 1982:
118 1983:
91 1684:
57 1985:

1,802

Total number of patients seen by two or more psychologists: _183

BREAKDOWN (1978 - 1994):

ENLISTED PERSONNEL.: 722
Recruits: 12
Troopers: 419
Sergeants: 169
Lieutenants: 111
Inspectors & Higher: 11
Enlisted - Spouse: 320
Enlisted - Children: 135
Enlisted - Retired: 5 1,182
Civ/Uniform Personnel: 52
Civ/Uniform - Spouse: 12
Civ/Uniform - Children: 8
Civ/Uniform - Recruit: 1
Civ/Uniform - Retired: 1 74
Civilian Personnel: 367
Civilian - Spouse: 98
Civilian - Children: 73
Civilian - Retired: 1 539
Misc./Relatives: 7
TOTAL: 1.802

1994: 93
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Appendix O
Program Staff Hours Spent
by Program Activity

Tulsa Psychological Services

IDirsct Service Hours each Fiscal Year

3200
—

30001 — T 4070
. 2949 3004 —
2800 2849

260@’“ L

2400- 2641 2648

2200 4
20004
1800
1600
1400
1200
1000
800
600
400
200

o-J

82/3 83/4 84/5 85/6 86/7 87/8 88/989/9090/1 91/2 82/3 93/4

IEducation & Training Hours each Fiscal Year

444

3331

2224

111

82 B82/3 B83/4 B4/5 85/6 86/7 87/8 B88/9 89/9090/1 91/2 92/3 93/4

Appendix O 217



Index

A protection against problems, 80
publicizing, 81
ACADEMY SeeSERVICES: PREVENTION TRAIN- record keeping, 833
ING reducing liability, 80, 86
strategies for protecting, 84
ASSOCIATIONS SeeUNIONS subpoenas, 83-85

when it begins, 85
C
COSTS $ee alsd-UNDING)
CHAPLAINS, 50-51, 70, 74, 144
elements of cost, 166

CIVIL LIABILITY, 13, 16, 32, 50, 51, 60, 169 estimating, 40, 166
in-kind contributions, 167
CIVILIAN PERSONNEL, 14, 23, 24, 69, 114-115 reducing, 40
start-up, 166
COMMUNITY POLICING unit costs, calculating, 166
of untreated stress, 4, 16, 119
stress, as source of, 12, 13 ways of saving money, 167

stress, as reducer of, 12, 13
CRITICAL INCIDENTS See SERVICES: TREAT-

CONFIDENTIALITY MENT, critical incident debriefing
case notes, 82-83, 153 D
civil suits and, 80
ensuring, methods of DISPATCHERS, 14, 23, 24, 103, 114-115, 126-127
written confidentiality guidelines, 81,
appendix H E
written informed consent to treatment,
81-82, appendix | EMPLOYEE ASSISTANCE PROGRAMS (EAPs), 3, 5,
minimizing client record keeping, 82- 31, 41, 91
83
exceptions to, 80 EVALUATION (see alsdVV'ONITORING)
fithess for duty evaluations, 51, 83
importance of, 79-80 anecdotal evidence, 159
lawsuits, 85-86 client satisfaction surveys, 154, 157
legal assistance, 86-87 and confidentiality, 150-151
legal issues, 80 data analysis, 154, 156-158
mandatory referrals and, 25, 83, 133-135 data collection, 151-153, appendixes N, O
monitoring and, 150-153 data reporting, 158,
peer supporters and, 59, 60, 64, 67-68, evaluation steps checklist, 163
appendix A formative Eeeprocess)
priviledged communication, 80 formulating evaluation questions, 159-160
exceptions, 80 impact evaluations, 158-162
progress notes, 82-83, 153 literature, 162
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need for, 150-151, 158 J
objections to, 150-151

outcome measures, 30 JOB STRESSSeeSTRESS
personnel records, 158-159
process evaluation, 153-158 L
process objectives, 30, 153-154, 155-156
research designs, 159-161 LABOR-MANAGEMENT ISSUESSeeUNIONS
summative ¢eeimpact)
LEGAL ISSUES SeeCIVIL LIABILITY; CONFIDEN-
F TIALITY
FAMILY MEMBERS M
children, 139 MANAGED CARE SeelNSURANCE
counseling to, 138-143
critical incident debriefing, 139, MANDATORY REFERRALS SeeCONFIDENTIALITY
141-142
death of an officer, 141 MARKETING THE PROGRAM
family counseling, 139
peer support, 142, 143 to administrators and mid-level police managers,
definition of, 15 26, 90-94
domestic violence, 140 audiences, 89
dual officer couples, 16 and confidentiality, 96, 99
program planning, 24 to family members, 95-103, 104-105
sources of stress, 15-16, 138-139 importance of, 89
training of, 143-146 to line officers, 26, 33, 96
academy training, 143-145 naming the program, 98
other training, 145-146 need for, 89-90
tips on training, 145 needs assessment as a tool, 26
topics, 143 to nonsworn personnel, 103-104
why provide services to, 5, 15, 137-138, 139 obstacles to, 91, 93, 95-96, 104

to policy makers, 96
strategies, 91-92, 93-95, 97-105, appendix J

FUNDING (see alsaCOSTS) to union officials, 33, 90, 93, 95, 96, 103
estimating need, 32, 43, 166 MEDICAL INSURANCE See INSURANCE
small departments, 167-168
sources, 32, 167-168 MONITORING (see als&EVALUATION)

strategies for securing, 52-53, 150, 161, 168-170
and confidentiality, 150-153
I data to collect, 151-153, appendixes N, O
intake information, 151, 152, appendix M

INSURANCE need for, 150-151
objections to, 150-151
family member coverage, 15 peer supporter activities, 69-70, 153
managed care, 170-171 process evaluatioseeEVALUATION

impact on program services, 133, 170-171
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record keeping forms, 151-153
client intake form, 151
case control card, 151-152
treatment record, 152-153

N
NEEDS ASSESSMENT

funding, to obtain, 26

importance of, 25, 26

as method of securing funding, 92
methods of conducting, 26-29

NETWORKING

agreements with providers, 75-76, appendix G
confidentiality, importance of, 74

criteria for accepting providers, 74
establishing procedures, 76-78

importance of, 73

independent mental health practitioners, 75
inpatient services, 73-74, 77, 78

insurance issues, 74

location of providers, 74

making referrals, 76-78

monitoring, 78

need for, 73

recruiting providers, 74

in rural areas, 75

selecting providers, 73-74

NONSWORN PERSONNELSeeCIVILIAN PERSON-
NEL

o
ORGANIZATIONAL CHANGE

cost of not addressing, 119

field training officer (FTO) training, 120-121
importance of, 117-118

motivating departments to change, 118-119, 123
resistance to, 118-119

shift work, 121-122

shootings, 131, appendixes K, L

staff-job matching, 122-123

supervisor training, 119-121

systemwide change, 118

tips for planning, 122

visiting wounded or injured officers, 120

OUTREACH SeeMARKETING
P
PEER SUPPORT AND SUPPORTERS

advantages of, 57-58, 98
certification, 64, 66
civilians, 63, 70
confidentiality, 59, 60, 63, 67, appendix A
critical incident debriefings, 61, 132
legal liability, 59, 60, 86
limitations, 58-59
management support for, 62, 66
marketing, 70
monitoring, 69, appendixes E, F
off-duty support, 62-63, 68
on-duty support, 62-63, 68
program development

timing, 62

steps, 64, appendix A
recruitment, 64, 66, 67, appendix D
roles, 59, 61-63, appendix A
screening, 63-64, appendixes A, C
small departments, 65
training, 66-69
union involvement, 64, 70, appendix B

PLANNING

funding, 32

getting started, 22-23
importance of, 21-22

needs assessment, 26-29
objectives, formulating, 30-31
planning committee, 29-30
policies and procedures, 32-34
precipitating factors, 23
resources, 23, 24

service mix, selecting, 31-32
sponsorship, 24-25

steering committee, 29-30
target groups, selecting, 23-24

POLICE UNIONS See UNIONS
PROGRAM ORGANIZATION

consortium of departments, 36
external option, 36-38, 40

Index
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hybrid option, 38, 41-42

in-house option, 36, 37, 39

location of program, 38, 42, 44, 84

small departments, 36

sponsors, selecting, 43
PROGRAMS See STRESS PROGRAMS

R

RECORD KEEPINGSee MONITORING
REFERRALSSee NETWORKING
RESOURCES

individuals, 177-180

literature, 6, 17-19, 86, 162, 175-176

organizations, 23, 173-174

program materials, 176-177

RURAL DEPARTMENTS SeeSMALL
DEPARTMENTS

S

SERVICES: FAMILY MEMBERS See&~AMILY
MEMBERS

SERVICES: PREVENTION TRAINING
academy training, 110-112

anger management training, 110
excessive use of force, 115

for family membersSeeFAMILY MEMBERS

in-service training for
civilian personnel, 114-115
line officers, 112
prospective retirees, 114
supervisors, 112-113

recruit training, 110-112

topics, 108-110

why provide, 3-5, 108

SERVICES: TREATMENT
alcoholism counseling, 52, 53, 61

assessment and referral, 126
child counseling, 52, 74

crisis intervention, 132
critical incident debriefing, 28, 126-132
conduct of, 127, 129-132
confidentialityandseeCONFIDENTI-
ALITY
definition of critical incident, 28,
126-127
definition of debriefing, 127
for dispatchers, 126-127, 129
for civilian personnel, 14
importance of providing, 127
legal issues, 127, 131
major disasters, 128
participants, 127-129
peer supporter role, 61, 132
providers, 61
sources of information on debriefing,
130
timing, 127, 129
location of, 38, 42, 44
long-term counseling, 133
mental illness, 74
objections to, 4
resistance to, 4
short-term counseling, 132-133
travel to, 44, 51
why provide, 3-5

SHIFT WORK, 7, 13

SMALL DEPARTMENTS, 36, 38, 43, 44, 65, 75, 119,
167-168

STAFF

burnout, 55

case management, 56

chaplains, 50-51, 70, 74

configurations, 48, 51-53

core functions, 52

female counselors, 53

interns, 50

mental health professionals, 48-50
nonsworn, 48-50
sworn, 49-50

number of, 51-52

options, 48

peer supporterseePEER SUPPORTERS

program director, 54
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qualifications, 31, 48, 50-54, 97-98 women officers, effects on, 10, 13

recruitment, 53-54 STRESS PROGRAMS
supervision, 56
training, 54, 56 acceptance of, 4
volunteers, 51 by age of officer, 4
benefits of, 3-5
STRESS definition, 2
history of, 5
civilian personnel, effects on, 14 objections to, 4
community policing, as source of, 12, 13 prevalence, 5
cultural diversity, as source of, 13 program capsule descriptions, 37-38, 41-42
definition, 5-6 resistance to, 4
dispatchers, effects on, 14, 23, 24, 103, 114-115, rural, 29
126, 129 small departments, 36, 38, 43, 44, 65, 66, 75, 119
emerging sources, 12-13 studied for this report, 3
family members, effects on, 5, 14-16
family members, as source of, 5, 14-16 T

gay officers, effects on, 10-13
increase for law enforcement officers, 6, 12-13 TRAINING See SERVICES: PREVENTION

law enforcement agency, effects on, 16-17 TRAINING
law enforcement officers, effects on, 14 U
literature on, 6, 17-19
minority officers, effects on, 10, 13 UNIONS
sources for law enforcement officers, 6-16
from the criminal justice system, 8, 11 collaboration with stress program, 93-94, 121-
from the department, 7, 8, 61 122
from the job, 7, 9, 10-11 funding of program, 168
from the media, 9, 11 labor-management friction, 16, 21
from personal sources, 11-12 needs assessment sponsorship, 27
from the public, 9, 11 negotiating insurance coverage for psychologi-

cal services, 171
peer support involvement, 64, appendix B
program planning, 29-30, 33
services, 52
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