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ADDRES BN CORRECTIONAL UFFICER STRESS

Foreword

Stress among correctional officers is widespread, according to research studies and anecdotal evidence. The threat of
inmate violence against officers, actual violence committed by inmates, inmate demands and manipulation, and prob-
lems with coworkers are conditions that officers have reported in recent years can cause stress,

These factors, combined with understaffing, extensive overtime, rotating shift work, low pay, poor public image, and
other sources of stress, can bmpair officers” health, cause them to burn out or retire prematurely, and impair their family
life.

This publication is designed to help correctional administrators develop an effective program to prevent and treat officer
stress, Seven case studies Hustrate diverse options for structuring a stress program. The following are arong the seven
programs’ distinguishing features that administrators can consider adopting:

» Run the program in house or contract with external agencies.

« Offer professional counseling, peer support, or both.

« Address chronic stress, stress following a critical incident, or both,
» Conduct academy or inservice taining.

« Serve family members.

In addition to these operational aspects, the report discusses options for staffing a stress program; explores methods of
gaining officers” trust in the program; lists sources of help to implement or improve a stress program; and addresses
monitoring, evaluation, and fonding issues,

The various program models presented in this report provide options from which correctional administrators can select
program features and tailor them to a particular set of needs and resources. The potential payoff attributed to stress
programs-—such as re stress-related costs, improved officer performance, and increased institutional safety-—
more than justifies careful consideration of this report’s observations and conclusions,

Julie E. Samuels
Acting Dirvector
National Instinute of Justice
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xecutive Summary

Addressing Correctional Officer Stress: Programs and
Straregies is intended to help correctional administrators
develop an effective program for preventing and treating
correctional officer stress, The publication describes a
variety of approaches for relieving officer stress that cor-
rectional administrators can implement.

Why Establish—or Expand—
a Stress Program for
Correctional Officers?

A stress program can-—

{13 Save correctional administrators money by reducing
overtime costs incurred when officers take sick tme or
quit because of job-related siress.

A former Peer Stress Program officer, now retired
but still volunteering, drove me to a jail and dragged
out the scheduling sheet for all five of our jails and
a1 700 emplovees and showed me that only 2 were
on stress leave—the first time the number had been
that low in vears,

~an Noelle, Multnomah County (Oregon) sheriff

After inmates killed a civilian employee, 17 officers
took disability leave. Seven never returned, OF

the five who went for individual counseling, four
returned. [The one whoe did not was the officer who
found the body.] The officers who returned fold

me that the counseling helped them to come back.
gty Carlson, Safety Office return-to-work
coordinator, California Youth Authority

(2) Improve officer performance by enhancing staff
morale,

Morale is important-working in prisons is a bigh-
stress job. By its nature, the work is often unpleasant;
we often operate short of staff; and it is very hot
during the summer. People are more productive,

I believe, if their morsle is high, We may also have
less sick time and less attrition if employees feel loy-
alty to the department. It is Important that the staff
know that the department cares about thelr well-
being,

-{ary Johnson, director, Texas Department of
Criminal Justice Institutional Division

(3) Inecrease institutional safety by reducing distractions
caused by stress,

I an officer is stressed out to the point of agitation,
he or she can’t manage inmates as well as if he or
she were more clear minded. Officers can cause a
riot situation or get injured if they come [to work]
with a cluttered mind,

-on Huster, Collier County (Florida) sheriff

(4) Improve relations with the union by working togeth-
er on a program that can mutually benefit both parties,

We hope to see better labor-management relations
as a result of the FOCUS program [the Connecticut
Department of Correction stress program]. There
should be spinoffs from FOCUS that will improve
relations [with the union] in other areas.

~Maria Houser, deputy commissioner for adminis-
tration, Connecticut Department of Correction

(5) Show concern for employees by demonstrating that
the department cares about its staff as human beings, not
just as employees,

With the stress program, things that were never
addressed before get attended tor If there is an accl-
dent or an assault and an officer is hospitalized,
Dick [Gould, a staff member] is there. He makes
sure they are cared for and talks tw the officer’s wife,
A paramilitary organization can get impersonal,

s0 the program gives credence to the fact that the
DOC cares about its emplovees.

~ennis Cullen, deputy director for labor relations,
Massachusetts Department of Correction
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cer Stress!?

A yeview of the literature and interviews with more than
50 knowledgeable individuals make clear that job-related
stress is widespread—and possibly increasing-—among
correctional officers. Many supervisors (leutenants and
captains) also experience considerable job-related stress,

There are many sources of stress for correctional officers,

including—

¢ Organization-related conditions, such as understaifing,
overtime, shift work, and unreasonable supervisor
demands,

s Work-related sources of stress, including the threat of
nmmste viclence, actual inmate violence, inmate demands
and manipulation, and problems with coworkers,

+ A poor public image and low pay.

A few facts Hlustrate the stressful nature of correctional
work:

» Many officers do not answer their home telephones
because i might be the institution calling for overtime,
Some officers get g second, unlisted telephone number
that they keep secret from the department,

« Between 1990 and 1993, the number of attacks on cor-
rectional officers in State and Federal prisons jumped
by nearly one-third, from 10,731 10 14,165, at a time
when the number of correctional officers increased by
only 14 peroent,

+ Hxcept for police officers, the number of workplace
nonfatal violent incidents is higher per 1,000 employ-
ees for correctional officers than for any other profes-
sion, including taxd drivers, convenience store staff,
mental health workers, and teachers, From 1992 1o
1996, there were nearly 218 incidents for every 1,000
correctional officers, for a total of 58,300 incidents.

+ One officer said, “The public hasn't a clue as 1o what
correctional officers do. Someone asked me just the
other day i | beat Inmates all the time.” Another offi-
cer reported she routinely tolls other people, 1 work
for the State,” refusing 1o specify her precise job. The

end result is some officers come 1o feel isolated and
estranged from friends and family,

This report presents seven case studies of well-established
and replicable stress programs, which vary significantly in
their operations and services, The wide variation creates a
challenge for correctional administrators, who must decide
which models to adopt. However, while the choices may
be daunting, the options give commissioners and sheriffs
the freedom to wilor program components to their par-
tienlar department’s needs and resources. In addition,
coordinators of the seven programs are available 1o offer
telephone consultation regarding the sultability of their
structure and services to other departments (see the end
of each case study in chapter 3). A number of correce
tional officer stress experts are also available w provide
assistance in setting up or improving 4 stress program
{(see “Individuals With Experience in Stwess Programming
for Correctional Officers” in chapter 7).

Developing and maintaining 2 successful stress program
is not easy. Correctional and sherdfl”s departments need
to address several considerations to make thewr programs
etfective.

» Appoint talented and dedicated staff who can stand the
stress of helping others who experience stress.

+ (et the wholehearted participation of 1wp administra-
tors, union officers, lne officers, and family members.

» Maintain confidentiality; provide an array of services,
not just debriefings, after oritical incidents; train super-
visors to spot and refer officers who may be experienc-
ing stress; and change the correctional organization
itself in ways that will reduce officer stress.

+ Monitor program activities and evaluate their effective-
ness in reducing stress and saving the department
money.
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What Does a Stress Program
Cost?

Program costs vary tremendously depending primarily
on how much programs rely on volunteers and existing
staft and the services the programs provide. The Post-
Incident Stress Debriefing Program developed by the
MNew York State Department of Correctional Services
costs almost nothing because it relies entirely on officers
who have received training as debriefers at their own
expense or throngh department training funded by Federal
Government grants, Other programs described in this
report have annual budgets ranging from $27,500 1o
587,289,

PRES

Departments should recoup their expenses manyfold by
reducing excessive sick time and officer wrnover. A few
departments have data suggesting their programs may
have saved them money,

We compared the number of stress-related retire-
ments officers and deputies took after critical inci-
dents for a 10-year period before the contract and
found they cost the county $20 million in unfunded
Hability to the county retirement system [see the full
explanation in chapter 7], Six vears after the [stress]
program was in place, there were none. We estimat-
ed that the program saved the department $13 mil-
Hon by avoiding the unfunded lability fee increases.
—Dieputy Chief James Nunn, San Bernardino
Sheriff”s Department






Chapter 1: Why Establish—or Expand—a
Stress Program for Correctional Officers?

Audiences, Purposes, and
Content of Addressing
Correctional Officer Stress

KeY @ﬁsiﬁ%s

This report has been written primarily for—

o

+ State department of corrections commissioners,
*T‘i';zs puﬁimﬁm describes a varfmy ef appmax:ﬁ»

s 1o y@ﬁgﬂﬂg Q‘Fﬁm Stiass that &Qm@@na% . # Fiiﬁility SUPE rintendents or wardens.
administrators can implement, .

#

Sheriffs and jail administrators,

A stress gf@gﬁam , ..
. = Correctional department human resources and training

o Sove covroct i - directors,

Correctional officer union officials, emplovee assistance
program {BEAP) administrators, correctional chaplains,
and mental health professionals may also find this publi-
— Improve officer performe , e cation useful

stafl mmraiz

for officers v
because of jo

. Addressing Correctional Officer Stress is intended
— Increase msz;tumm? mfbty by reducing primarily to—

officer dise \ . .
= Motivate correctional administrators to develop an

effective program for preventing and treating correc-
tional officer stress.

¢ Suggest the options correctional administrators have
for structuring the program.

‘estabiished and replicable stress @r&gﬁms‘

Why a Stress Program Can

This chapter identifies the audiences for whom Benefit Correctional

Addressing Correctional Officer Stress has been written Administrators

and explains the publication’s purposes and content.

The chapter then reviews the reasons many correctional West Virginia Department of Corrections
administrators recommend setting up or expanding a Commissioner Bill Davis locked down the
stress program for correctional officers. Mount Olive Correctional Center last month for
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o five principal sources:

G toeoion
e 58

& days to alleviate stress on overworked staff. | | . stress can have valuable benefits for correctional adminis-
“We've had a significant trnover rate there since rators.

we opened the prison in 1993, The
prison administration was requir-
ing COs to be frozen over [work “A former Peer Stress
%Wz gm% ég;j ??}fg z ° i‘i@ézzi@s« ?mgmm . tors money by reducing staff sick tdme.
] Sas I T dmierest of e out the scheduling sheet for  gegearchers have long reported that

sanity. ... 7 The commissioner -
oI5 made clear o officers that all 5 of our jails and all 700 correctional officers take excessive sick
overtime at the facility was strictly employees and showed me  leave as a means of coping with stress
voluntary.! thot ngﬁf 2 were stress on the job” One Deutenant estimated
leave—the first time the that 20 percent of his officers who

number has been that low call in sick are burned out. A captain

Financial savings

Stress progeams can save sdministra-

Research studies and frsthand accounts

from correctional officers have made . 45 judged that 90 percent of officers

clear that employviment a3 a correctional n years. abuse their sick thme in this manner.
officer can be stressiul—sometimes — Sherf Dan Noelle, Multnomoh  Administrators have W pay overtime
extremely stressful, Chapter 2 docu- County Sheriff’s Deportment tor other officers to cover for personnel
ments the many sources of stress® for who take sick tme. As long ago as
correctional officers (such as the 1978, Californda spent $1.86 million in
mandatory overtime that existed in West Virginia, high- avertime pay (o cover posts for officers on sick leave. A
Hghted above), and the effects of stress can be serious and stress program can reduce sick tme,

widespread, As discussed below and surmarized in the
box “Benefits a Stress Program Can Bring to Correctional
Administrators,” a program that belps prevent and relieve

A former Peer Stress Program officer, now retired
but still volunteering, drove me o a jail and



dragged out the scheduling sheet for all five of
our jails and all 700 employees and showed me
that only 2 were on stress Jeave—the first time
the number had been that low in years,

S herift Dan Noelle, Multnomah County
(Oregon) Sheriff's Department

Many administrators also report that officers offered
stress services after a critical incident or personal orisis
come back to work more quickly than if they had not
been helped, further reducing the need for overtime to
cover their absences,

Staff turnover is also high in many facilivies, The average
turnover in prisons nationwide in 1986 was nearly 12
percent, but in some States—such as Arizona, South
Caroling, and South Dakote—ithe rate was more than
28 percent.® Stress has been implicated as an important
cause of disability retirements.” The cost of stress-related
disabilities among officers exceeded $40 million in
California in 1985 alone” Administrators lose money
recruiting, hiring, training, and orienting new staff w
replace personnel who quit because of stress-related
disability, A stress program can reduce turnover.

After inmates killed a civilian emplovee, 17 offi-
cers took disability leave. Seven never returned.
Of the five who went for individual counseling,
four returned. [The one who did not was the
officer who found the body.] The officers who
returned told me that the counseling helped
them to come back.

- uthy Carlson, Safety Office return-to-work
coordinator, California Youth Authority

Of the eight officers 1 have weated, two would not
have returned to work without counseling, One,
who had witnessed an inmate suicide, began
counseling by saying he could never go back
because he felt guilty that he had let down hig
fellow officers, but he did return and was fine.
--Stevens Huggins, a psychologist who treats
Multnomah County Sheviff's Department officers

Turnover can also increase retirement benefit costs o
the department, In the early 1980s, Deputy Chief James
Nunn of the San Bernardino Sheriff’s Department was
in charge of internal affairs and a member of the county
retirement board. After critical incidents, he would see

3



officers’ names on the retirement

Hist, each one costing $750,000 o

$1 million in unfunded liability 1o the
retirerent fund, Then the department
contracted with The Counseling Team
to provide stress services,

Later, we compared the number of
stress-related retirements officers
and deputies took alter critical
incidents for a 10-year period
hefore the contract and found they
cost the county 520 million. Bix
years after the program was in
place, there were none. We esti-
mated that the program saved the
department $13 million by avoid-
ing increases in its nnfunded lia-
bility 1o the county retirement sys-

s s s

By reducing turnover [due to
stress-related disability], a
stress program can save
administrators money. “We
estimated that the program
saved the [San Bernardino
Sheriff's] department $13
million by avoiding increases
in its unfunded liability to the
county retirement system.”
- Dpputy Chief James Nunn of

the Son Bernording Sheriffs
Department

termn, [Bee the full explanation in chapter 7.1

~-James Nunn, deputy chief, San Bernardino

Sheriff"s Department

Improved officer work performance

According to Multnomah County (Oregon) Sheriff Dan

Doing the job carefully in records is
very important: You don’t want to
let murderers out of jail by mistake
or not let people out when they're
supposed to leave—we get tort
claims and pay fines for every day
we hold someone o long. After we
entered a warrant on an innocent
person, deputies ended up arresting
the wrong person. We ended up
paying the woman $15,000. 8o you
need good staff morale so employ-
ees will do the record keeping accu-
rately. Peers [trained to help their
fellow emplovees] help with keep-
ing morale high.

- athleen Walliker, records
administrator, Multnomah County
Sheriff’s Department

Increased institutional safety

As a result of excessive sick time and turnover, especially

Noelle, “It's not just a money issue: the [stress] program

can improve how the organization
functions: It makes us a can-do organi-
zation,” A stress program can improve
performance by improving morale.

Muorale is important—working in
prisons is 2 high-stress job, By is
nature, the work is often unpleas-
ant; we often operate short of
staff; and it is very hot during the
summer. People are more produc-
tive, I believe, if their morale is
high. We may also have less sick
time and less attrition if employ-
ees feel loyalty to the department.

It is important that the staff know that the
department cares about their well being.
--{3ary Johmson, director, Texas Department
of Criminal Justice Institutional Division

“People are more produc-
tive, | believe, if their morale
is high.We may also have
less sick time and less
attrition if employees feel
loyalty to the department.”

e (aairy Johnson, Director,
Texos Department of Criminol
Justice, Institutional Division

among experienced officers, remaining staff must work
with a larger number of rookies who are least equipped
to handle the work in a manner that avoids conflict with

inmates and ensures safe operation of
the facility. “One day last month, my
entire second shift consisted of rook-
ies,” an anxious 3-yvear “veteran” offi-
cer reported. As a result, by reducing
sick time and turnover, a stress pro-
gram can reduce the risk of ap institu-
tional flareup.

A stress program can also increase
safety by reducing officers’ distrac-
tions with personal and worle-related
SEresses,

1f an officer is stressed out to
the point of agitation, he or she

can’t manage inmates as well as if he or she were
more clear minded. Officers can cause 2 riot situ-
ation or get injured if they come [to work] with a
chattered mind.

- 300 Hunter, Collier County (Florida) sheriff
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Unaddressed stress can result in impaired work
verformance, such as sloppy searches and care-
less counts. By making officers less patient, they
are less able to resolve confrontations peaceably,
so they use more force to get inmates 1o obey.
~-correctional Heutenant

Improved relations with the union
Correctional officer unions generally support stress
programs. Indeed, according to Jess Maghan, editor
of The Keeper's Voice, the journal of the International

Association of Correctional Officers, “The stipulation for

the provision of emplovee stress programs . . . is becom-

ing a permanent feature of collective bargaining contracts

hetween correctional officer unions and correctional
agencies.” As a result, by instituting 2 program in collab-
oration with the umon, administrators have 4 rare chance
o improve labor-management relations.

We hope 1o see better lsbor-management yelations
as a result of the FOCUS program [the Connecticut
DOC’s new stress program], There should be spin-
offs from FOCUS that will improve relations [with
the ummon] in other areas.

-Maria Houser, deputy commissioner for adminis-
tration, Connecticut Department of Correction

Demonstrated concern for employees
By providing stress services, administrators have an
opportunity to demonstrate that they care about their
staff as human beings, not just as employees.

With the Stress Program, things that were never
addressed before get attended fo: If there is an
accident or an assault and an officer is hospital-
ized, Dick [Gould, a staff member] is there. He
mukes sure they are cared for and talks to the
officer’s wife. A paramilitary organization can
get impersonal, so the program gives credence 1o
the fact that the DOC cares about its employees,
—Pennis Cullen, deputy director for labor rela-
tions, Massachusetts Department of Correction

If we expect staff 1o work in these conditions and
we recognize the effects of the working environ-
maent on thern, we owe it to them 1o provide

8

rRE

report o
lighted to tell office
o peer o

resources to cope with the stresses of this setting.
AT, Wall, director, Rhode Island Department
of Corrections

Stress Programs Have
Drawbacks—But They Are
Relatively Minor

Multnomah County Sheriff Dan Noelle—a strong sup-
porter of his department’s stress program—says, T am
strapped for money, and the program does cost money
Imore than $87,000 a vear]. It also takes officers away
from the job to be trained and refrained” Although a
strong believer in her department’s program, 100,
Kathleen Walliker, records administrator Tor the
Multomah County Jail, says:

1t takes time to address these [stress-related]
issues, 5o it wmkes peer supporters away from their
assigned duties. We end up having to cover for
two people (the troubled employee and the peer).
it's a nuisance for me 1o let two people off for an
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hour to talk, And then coworkers can be jealous
about it. Coworkers may have to cover the rou-
bled person’s or peer’s phone while they ik,

A debriefer with the New York Stte Department of
Correctional Services Post-Incident Stress Debriefing
Program felt some officers used the debriefing sessions
after & major riot to get out of work, Bruce Baker, assistant
commissioner, confirms that the only drawback o the pro-
gram is “officers who are only slightly involved and unaf-
fected see it as a day at the beach.” However, Noelle,
Walliker, and Baker all report the benefits of their stress
programs unguestionably outweigh their drawbacks,
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Chapter 2: The Extent and Sources of
Correctional Officer Stress

This chapter examines the evidence regarding the extent
of correctional officer stress and summarizes research
abount the causes of this stress and the effects it has on
officers.

How Bad Is Correctional
Officer Stress?

The available empirical and anecdotal evidence convine-
ingly documents that stress among correctional officers is
widespread and, in many cases, severe.’ Furthermore,
several circumstances may have created increased stress
for correctional officers in recent years:

« Inmate crowding has increased in many correctional
facilities, Furthermore, the ratio of inmates 1o custody
or security employees rose from 4.2 1o 4.6 between
1990 and 19957

o Inmate assaults against correctional staff in State and
Federal prisons have increased. Between 1990 and
1995, the number of attacks jumped by nearly one-third,
from 10,731 to 14,1657 During this same period, the
number of correctional officers increased by only 14
percent,’ resulting in an overall increased risk of assault
for each individual officer at the end of this period.

« Assaults in jails appear to have declined between 1990
and 1996 from 3.2 per 100 prisoners in 1990 0 2.4 in
1996, with a peak of 3.6 in 1992, However, in absolute

‘mmm, 12 midlevel administrators (lieutenants :amd captains), 4 s
14 clinicians who counsel officers, and several other knowledgeable individuals,
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terms, there was an average of 42
assaults by prisoners on jail stafl per
jail systern in 1996, including an
average of 206 assaults in each of
the MNation’s 17 largest juil systems,
representing on average of 4 assaults
per week.”

« Many offenders serving increasingly
longer sentences do not fear punish-
ment or respect the authority of cor-

AMD SOURCES OF

The available empirical and
anecdotal evidence convine-
ingly documents that stress

among correctional officers

is widespread and, in
many cases, severe.

many officers, in particular, under-
staffing, overtime, shift work, and
supervisor demands.

Unde
in many prisons and jails, there are o
few officers available 10 staff author-
ized posts as & result of vnattractive
salaries, high wrnover, and excessive
use of sick thue and disability leave.

Understafling can create several different kinds of stross:

rectional officers.® According 1o one superintendent,
“Inmates today aren’t afraid to assault staff; they don’t « Lack of time to complete required tasks, such as head
counts, searches, and paperwork, ot all or in 2 consci-

care if they get put in segregation.”

entious manner

¢ There are more gangs—and more dangerous gangs-—
in prison.’

« Ogeasionally working at breakneck speed 1o complete
the required work, as well as addressing unplanned
inmate needs and requests,

¢ Apprehension when there are wo few officers available
as backup should inmate viclence ocour,

Many vears ago a researcher observed, “any organization « Inability 1o get time off for special occasions or family

or social structure which consists of one group of people

orises,

kept inside who do not want 1 be there and the other

group who are there 1o make sure they stay in will be an
organization under stress”™ More recently, AT, Wall,
director of the Rhode Island Department of Corrections,
confirmed this observation based on firsthand experience:

“You have a captive population that
doesn’t want to be here and wants (o
be as comfortable as possible for as
iong as they have to be incarcerated.
And correctional officers stand in the
way of those desires, so there's built-
in tension and manipulation.”

Bevond this global source of stress,
it is possible to distinguish among
stresses caused by the correctional

organization, those created by correctional work itself,
and those brought on by factors external to the facility,

rgani

s

ional sources of stress

Many individuals interviewed for this report suggested

Ohvertime

e “organization” is a
major source of stress

for many o
understaf

ers, notably
 overtime,

shift work, and supervisor
demands.

Stalf shortages create the need for extensive overtime
among remaining stafl, According to an intake administra-
tor for a State department of corrections, YAt least 100

officers have wld me they don’t answer
their telephones because 3 might be the
institution calling for overtime.” Some
officers get a second, unlisted wlephone
number, which they keep seoret from
the department. One facility allows
officers 1o refuse overtime assignments
only once a vear; & second refusal
results o g warning: o thind, in a 1-day
suspension; and a fourth, in possible
termination. Some officers welcome

overtime because of the exirs money they can earn. As one
officer said, "Overtime is great—1 worked three OTs a

week for 18 months.” However, she quickly added, "But ]
got burped out, and my supervisors dida’t even acknowl-

that organization-related conditions create stress for

edge my contribution.”



Rotating shift work

Correctional officers consistently
report that rotating shifts create havoc
with famuly life and reduce officers’
ability to perform their work conscien-
tiously because of fatigue and irritabil-
ity. “You can tell when shift work is
getting to officers,” a Hevtenant said,
“Their work gets sloppy, their searches
become careless, their units are filthy,
and they stop following the rules.”

Supervisor demands

Several correctional officers reported that supervisors are
ess because, as one officer said, “They are
always on you 1o do the job right, but you can’t do it
right [because of staff shortages]. There is supposed to
be one officer per tier here, but now they've collapsed

a source of ¢
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“You can tell when shift
work is getting to officers,”
a lieutenant said. “Their work
gets sloppy, their searches
become careless, their units
are filthy, and they gzap

faﬁ;;swmg the mim

the posts, and there is one officer for
gvery two tiers. So there just isn’t
enough time for me o get inmates
awakened, showered, and fed; keep my
log books up to date; do my checks;
and make sure the catwalks have all
been cleaned and disinfected”

Other stress sources

Research studies have consistently
highlighted two other sources of organi-
zational stress that correctional officers

and administrators themselves do not usually identity as

stressfol: role conflic? and role ambiguity.”

# Role conflict. Researchers define role conflict as
the struggle officers engage in to reconcile custodial
responsibilities (maintaining security, such as preventing



escapes and inmate fghts) with their treatment functions

{helping inmates rehabilitate themselves),

* Role ambiguity. Role ambiguity is the uncertainty cre-
ated by supervisors who expect officers to “go by the
book” and follow all rules to the letter when supervi-
sors and Hne officers alike know that officers must be
flexible and use judgment in thelr interactions with
inmates. One study Hlustrates this finding:

While officers work in a paramil-
itary organization marked by
explicit lines of authority and

a host of Tormal regulations,
their task of managing inmates
demands flexibility, the judicious
application of discretionary jus-
tice, and the ability 1o secure
inmate compliance through infor-
mal exchanges which deviate
from written roles. Ambiguous
and conflicting expectations are
a likely result and o potential
source of stress.”

ork-related sources of stress

The research literature and correctional officers agree

that many officers find four conditions of correctional
work stressful

Threat of inmate violence

Correctional officers interviewed for this report identified
the threat of inmate violence against staff as 2 source of
stress more frequently than any other single feature of
their ocoupation,

Inmate violence

Actual violence, including assaults, hostage taking, riots,
inmates killing each other, and lomate suicides, can be a
major source of stress for many officers not only during
the episodes but afterwards: “Sudf anxiety is intensified
fafter critical incidents] by the altermath of recrimina-
tions, scapegoating, blaming, and job insecurity.™
Except for police officers, the number of workplace non-
fatal vielent incidents is higher per 1,000 employees

for correctional officers than for any other profession,
including taxi deivers, convenience store staff, mental

SOURCES

There is a consensus in the
literature and among correc-

G
of inmate violence, actual
inmate violence, inmate
demands and attempts
at manipulation, and
problems wi

are all stressful.

SrnEss

health workers, and teachers. From 1992 10 1996, there
were nearly 218 incidents per 1,000 correctional officers,
for a total of 58,300 incidents.”

Inmate demands and ipu
Many officers find the constant demands and attempts &
manipulation by some inmates 1o be stressful—for exam-
e, requests for cigareties or exira food with an implicit
guid pro quo of promising not to create
trouble or 1o keep other inmates in line.
Parthermore, “When officers are manip-
ulated [successfully] by inmates . .,
they may experience extreme stress”™

Problems with coworkers

One survey found that 22 percent of
staff viewed “other stafl” as creating
more stress than any other single fac-
tor except for dealing with hostile,
demanding inmates.” The following
conditions can precipitate siress
among coworkers:

coworkers

{1} Burned out coworkers repeatedly venting their frus-
frations to their colleagues;

(23 officers competing for Himited, cholce assignments;

{3y apprehension that coworkers will refuse 1o back them
up in o confrontation with inmates, are 00 inexperienced
{e.g., due w high wmover) © keow how to help out, or
do not have the physical or emotional strength 1o be
effective; and

{4} inappropriate officer behavior toward inmates
bringing in contraband, getting too friendly, using vnnece
essary force, and taking questionable disciplinary action,

Sexist attitudes by colleagues (and supervisors) and sexu-
al harassment create stress for many women officers.
Many male officers question whether female officers
have the physical strength and determination w help in

3 confrontation with inmates, However, sexist aititudes
and behavior may have declined as more women have
become correctional officers and, as 2 result, as male
officers have gained the opportunity (o see Grsthand that
women can be as effective as men in dealing with inmate
violence,



According to one researcher, “At this point, there
seems to be no clear %%5&35% as to which factors
’ ; mm&&wﬁ %&:%3 s;fmx n gﬁmﬁ«»

were no captains or deputy wardens supervising them

on the wards, the inmates were usually more

population, the pay was good and
no one else wanted the position—the officers did not

%W%m?i&wmgsm

Stll other conditions can infience stress Eswals
Officers w%m wmr%{ n rural settings may %m re mﬁ o

Stress from outside the system
Two significant sources of stress for some officers
originate outside the prison or jail.

One source is poor public image. According to one
researcher, YA negative image of corrections is regularly
portraved in the media . . . [with officers depicted] as
stupid, animalistic, and senseless abusers of socially

present dilerent probems for correctiona officers

than prison inmates because so many jail detainees
have just come into the facility right off the str
aédi@%am rap*é turnover in sl creates i own set mf

cors stress isw s are aw&ﬁaﬁ% with length of time on
the job, a&mmmz iew% race, and gender have pm»
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wronged individuals.™ As one officer said, “The public
hasn't a clue as to what correctional officers do, Someone
asked me just the other day if | beat inmates all the time”
One officer said she routinely tells other people, “T work
for the State,” refusing to specify her precise job. The
end result is that some officers come to feel isolated and
estranged from friends and family.”
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The second outside source of stress Is poor pay. Many
officers cite low pay as a source of stress. The beginning
salary in one State is 812,000, In another State, officers
start out earning $18,000; the most they can earn after 18
months is 526,400, Swarting pay in one privately operated
facility is $14,000 1o $16.000 a vear.

Excessive stress can result in at least four serious prob-
lems for officers:

« Stress may result in physical inesses, ranging from
heart disease o eating disorders, It may also precipitate
substance sbuse among susceptible individuals”

» Siress can lead to burnout among
officers.”

¢ Stress has been implicated in exces-
sive disability retirements.™ Bven
when physical ailments are the
reason for the disability, the illnesses
may have been brought on by stress,

» Correctional officers experiencing
excessive stress may damage their
family relationships by displacing
their frustration onto spouses and children, ordering
family members around just as they issue comrmands o
inmates {one officer locked his son out of the boy's
room and searched it), and becoming distant by with-
holding information about thelr work that they feel
farnily members will not understand. Shift work and
overtime can create stress by preventing officers from
attending important family functions,

As discussed above, the effects of stress on correctional
officers can degrade their ability to perform their respon-
sibilities in the prison or jail in ways that compromise
wstitutional safety, cost money, and create stress for
other staff. The remainder of this report addresses the
approaches seven stress programs have implemented ©
prevent and treat officer stress with the goals of enbanc-
ing the officers” lives and improving the operations of the
correctional facilities in which they work,

Excessive stress can result
in at least four serious

problems for

impaired hea
burnout, premature
early retirement, and
impaired family life.
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Chapter 3: Program Case Studies

Key POINTS

~ Serve family members,
il into one of three basic

* Conrdinators of the seven
thelr

This chapter provides brief case studies of seven programs
that prevent or treat correctional officer stress. The case
studies concentrate primarily on the programs’ operational
procedures. Details about other aspects of the programs
are presented i the remaining chapters of the report:

¢ Chapter 4 discusses options for staffing a stress program.

« Securing constructive participation from correctional
administrators, union leaders, correctional officers, and
family members is addressed in chapter 5,

» Chapter 6 explores methods of gaining officers” trust in
the program, providing services after critical incidents,
and addressing organizational sources of stress,

« Monitoring, evaluation, and funding issues are covered
in chapter 7.

Exhibit 31 identifies the principal features of each of the
seven programs. As shown, the programs’ most distin-
guishing features are whether they—

» Are independent organizations (with which the depart-
ment of corrections or sheriff's department contracts),
in-house programs, or a combination of the two (see
“Selecting a Suitable Organizational Structure Is
fmportant”),

s Offer professional counseling, peer support, or both.

o Address chronic stress, stress resulting from critical
incidents, or both,

» Conduct academy or inservice training.
+ Offer services to family members,

Some of the seven programs have significant similarities,
while others are very different. Rhode Island’s Family
Service Society and San Bernardino’s The Counseling
Team are both private agencies that provide a full range
of stress-related services—individual counseling, critical
incident debriefing, peer training and supervision, and
inservice prevention training-—under contract 1o correc-
tional agencies, However:
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{Sﬁ%z’z* Peer Support P
upport Program).

« Family Service Society serves only one correctional
agency-—the Rhode Island Department of Corrections-
while The Counseling Team serves three sheriff’s
departments in addition 1o the Califorsia Department
of Corrections,

* The Rhode Island Department of Corrections not only
contracts with Family Service Society for professional
services but also has an in-house peer support unit
supervised by a correctional officer,
As a result, the Rhode Island pro-
gram represents a hybrid approach
to structuring stress services,

The Massachusetts Department of
Correction Stress Unit and the
Multnomah County (Oregon) Peer
Support Program both have a cadre of
traimed in-house peers who support officers experiencing
chronic stress or stress after a oritieal incident. Both pro-
grams refer officers to professional counselors outside
the agency. However:

» Peer supporters in Mulinomah County’s program offer
critical incident debriefings, while the Massachusetts
program was only just beginning in 1999 (o train ifs
peers for this purpose.

» While the Mulinomah County program’s trained peers
are regular correctional officers who are released from
duty 1o provide support to other officers as needed, the
Massachusetts program’s five peer supporters are offi-
cers who have agreed to be reassigned to spend full-
time providing peer support services,

There is considerable
variation in the structure,
rations, and services of

The Texas Institutional Division's Post Travma Staff
Support Program and the New York State Department of
Correctional Services Post-Incident Stress Debriefing
(PISD) Program are both in-house programs that assemble
and send trained officers, along with a clinician, 1o go on
site o provide debriefings after critical incidents, While
available 1o address individual officers” problems with
chronic stress, the two programs are used primarily after
critical incidents. After debriefings, both
programs refer officers in need of pro-
fessional counseling to their respective
emplovee assistance programs (BEAP),

South Caroling’s Post Trauma
Resources (PTR), a private, for-profit
organization, plays two roles. On the
one hand, PTR provides entical inci-
dent debriefing and individual counsel-
ing services to South Carolina Department of Corrections
emplovees. On the other hand, PTR helps departments of
corrections in other States to plan and set up thelr own
stress programs, and it raing their stafl to provide cnitical
incident debriefings and peer support.

Az exhibit 3-1 Hustrates—and the case studies that fol
low explain in detail—there is considerable variation in
the structure, operations, and services of the soven pro-
grams. Differences among the programs bevond the
major contrasts identified earlier include the following:

+ Having one office versus a main office and satellite
offices,
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o

Providing compensatory thme for officers to attend

training a5 peer supporiers.

Referring troubled officers to an EAP or to independent

psychologists,

Paving for a Hmited number of free
visits to independent psychologists,

Making debriefings for affected stalf

mandatory or optional.

Training unlicensed correctional
staff to lead or co-lead debriefings.

Bringing in peer supporters from

other facilities to conduct debriefings
after critical incidents a5 opposed 1o

using peers from the facility in which
the incident occurred,

= Conducting outreach to family members.

The variation in how the programs operate and the services

This programmatic
diversity means correctional
administrators have the

freedom to tailor
components of
program to the particular
needs of their facilities and
employees and to the
characteristics of their

d ent’s structure,

history, size, and resources.

they provide may seem discouraging: The lack of unifor-

mity makes it difficult for corrections
administrators (o easily select common-
v implemented program features
around which they can structure their
own programs, Instead, DOC managers
and sherifls must take the tme 1o pick
and choose among a range of alterna-
tives for designing their own stress
programs, and they need to assess the
benefits and Hmittions of each possi-
ble component. On the positive side,
however, this programmatic diversity
means correctional administrators do
not have to feel they are obligated 1o
follow slavishly any one model or
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approach; they have the freedom 1o tailor the varions
components of their program to the particular needs of
their facilities and employees and to the characteristics of
their department’s structure, history, size, and resources,

While the choices may be daunting, there is expert help
available for making them. Key participants in all seven
programs have agreed to field telephone calls 1o share
information about what works best for them and why.
The names and telephone numbers of these individuals
follow each case study below. In addition, chapter 7,
“Evaluation, Funding, and Technical Assistance,” identi-
fies still other individuals with national experience in
stress programming who are available for consultation.

The Rhode Island Department
of Corrections Stress Unit

ina Uon

RECTIONAL (JFFICER STnrESS

The Rhode Island Department of Corrections has seven
facilities located within a 1-square mile complex. Because
the State has no jails, the DOC also houses pretrial inmates.
The department’s 991 correctional officers and 556 civilian
employees oversee 3,250 inmates,

Family Service Society is a private, nonprofit, outpatient
counseling agency with three full-time clinicians that
began in 1869 as an orphanage, With annual revenuves of
between $230,000 and $250,000, the agency is supported
by the United Way and other charities, third party relm-
bursements, direct client fees, and endowment interest,

The DOC first contracted with Family Service Society
in 1985 for $6,000 to provide professional counseling
services for employees under stress. In 1993, the DOC
expanded the contract to provide for developing an
in-house peer support unit. The 3-vear contract ending
June 30, 2000, was for $16,500 annually. Corrections
and law enforcement agencies represent about one-third
of the agency’s caseload.

Program overview

The Stress Unit’s structure and staffing reflect its hybrid
nature as a partly in-house and partly externally contracted
program.

Structure
The Rhode Island DOC’s Stress Linit consists of two
components:

(1) Family Service Society staff provide DOC emplovees
and their families professional evaluation and coun-
seling services along with referrals to other sources
of professional help, including hospitalization. The
agency also provides inservice and academy training
and critical incident response services. The agency
trains new peer supporters,

(23 A group of 28 peer supporters trained by Family Ser-
vice Society-—but supervised by a correctional offi-
cer—provides support for employees and refers them
o Family Service Society if they need professional
help. In addition to helping officers experiencing
chronic stress, peer supporters respond to officers after
a critical incident.
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Family Serviee Society’s ific obligations under its
contract with the department are to be available for 300
hours a year (o

e Provide three orientation sessions on stress prevention
and program services for department supervisors,
union stewards, and Hne personnel,

= Provide a free initial visit and an evaluation session 1o
any emplovee al po Cost

= Continue counseling on a sliding fee scale with third-
party reimbursement,

e Be on call 24 hours a day 1o respond to emergencies
involving personnel both on and off grounds,

s Train, develop, and support at least six DOC employ-
ees a year to provide peer support services,

The program has two supervisors, The Stress Unit's clini-
cal supervisor is John Carr, Family Service Society’s exec-
utive director, Carr ensures that the services called for in
the contract are provided, With a master’s degree

in social work, Carr is tactical coordinator of the emer-
gency response unit for the Coventry, Rhode Island, Police
Diepartment, where he served previously as an active duty
reserve police officer for 14 years, Carr provides the bulk
of Family Service Society’s counseling and evaluation and,
together with the DOC s program coordinator, he coordi-
nates stress services after oritical incidents,

The Stress Unit's coordinator is appointed by the DOC
from among current peer supporters who apply for the
position, At this writing, the coordinator is Mark Messier,
a correctional officer. Messior spends about half-time
managing the Stress Unit's day-to-day operations within
the DOC, Messier also recruits new peers and supervises
current peers. Supervisors and peer supporters tell
Messier about officers needing help. Officers in orisis
may also call him divectly, If the situation s not an emer-
gency, Messier calls the appropriate on duty peer sup-
porter to address the problem, If the problem appears to
be serious, he handles it himsell after getting permission
o leave his post.

Program services

There were 28 trained peers in Eighteen were uni-
formed, and 10 were civilians. Altogether, peers average
30 contacts a month on grounds or about 1 contact per
peer per month, I a peer supporter talks with another
emploves three times and the person is still “stuck” on
the same issue, the peer calls Carr, who will evaluate and
freat the person, refer the person to one of the two other
Family Service Society clinicians or to an outside psy-
chologist, or arrange for hospitalization. In 1998, Carr
and his staff treated 17 emplovees and referred 12 for
hospitalization. The agency uses a consulting psychiatrist
1o provide medical support and psychiatric evaluations
for officers whom Family Service Society treats on an
outpatient basis,

Normally, after the first contact with any Family Services
clinician, either the person’s insurance pays or the person
pays out-of-pocket. (Counseling is available on a shding

fee scale.y On occasion, Family Service Society will pro-
vide long-term counseling services pro bono.

Family Service Society refers employees in need of hos-
pitalization to Butler Hospital, a private psychiatric facili-
ty affiliated with Brown University in Providence. Since
the officers” managed care provider typically provides
reimbursement for only 2 or 3 days of residential weat-
ment (and many officers are terrified at the thought of
being locked up), Family Service Society usually refers
officers to the facility’s “day hospitalization” program,
which patients attend weekdays from 9:00 am. to 3:00
pon., generally for 1 week

The Stress Unit provided two critical incident debriefings
in 1998, one after a civilian emplovee commitied suicide
and one after a tactical officer died of a brain tumor,
Debriefings are mandatory if there is a suicide or facility
disorder. Supervisors and Messier can make debriefings
after lesser incidents (such as assaults) mandatory, as
well. Messier asks the warden to instruct supervisors 1o
give the emplovees time off to go to the debriefings.

Carr and Messier work in tandem when there is a oritical
incident.

In 1997, five officers were injured during a riot at
the maximum security facility. The head of the
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hostage negotiating team paged Carr, who paged
Messier. Messier activated the peer supporters. Carr
and Messier met together on grounds.

Carr and Messier contacted family members and had
them meet near the facility (not at the incident site)
o talk one-on-one with a peer supporter, After
release, a peer rode with each officer in the ambu-
lance to the hospital and remained with the officer
at the hospital,

Carr and his wife, Patricia Carr, the DOC’s parole
coordinator who is also a peer supporter and social
worker, condocted a debriefing for family members
2 wesks later because many husbands and wives
were frightened about whether their spouses should
return to work, After the session, the Carrs went (o
the home of one couple who asked for extra help.

None of the five officers resigned.

Collaboration with the DOC’s human
resources office

When an individual will need extended time away from
work while undergoing outpatient counseling or when
Butler Hospital’s admitting evaluation confirms the need
for inpatient care or day hospitalization, Carr or Messier
calls Barry Levin, the DOC’s human resources coordina-
tor, 1o determine the officer’s medical coverage and o
find out if the person has sick leave or vacation time left,

Carr or Messier tells Levin the person’s circumstances
{for example, whether it is 2 marital or alcobol problem),
whether the person is going to be treated inpatient or out-
patient, and how many days off the person will probably
need, Levin calls the person’s deputy warden and says
the person will not be at work for the estimated number
of days {without saying why) and that a physician’s note
will be forthcoming.

When an officer returns to work after discharge from a
treatment program or leave of absence, Carr notifies
Messier. Either Messier or Carr then asks a peer sup-
porter in the returning officer’s facility o keep an eve
on the person.

Training

Family Service Society trains new peer supporters, and
Carr arranges for clinicians and other experts to provide
bimonthly inservice training meetings for the peers at
Butler Hospital, Carr and Messier provide inservice
fraining annually to all officers to remind them of the
program’s services and pass out an updated list of addi-
tional resources, Carr also coordinates the bimonthly
inservice training for the DOC’s crisis negotiation feam.

Early in the schedule of each academy class, John and
Patricia Carr and Messier give a 1-hour session address-
ing basic stress; a later session addresses traumatic stress.
At family night at the end of the academy, they introduce
the peer counselors and discuss the program with the
graduates and their families. However, Carr says,

It can be difficult to convince recruits that stress
will be an issue [for them]. It goes in one ear and
out the other, Also, the academy is training them
to be lean, mean, fighting machines just when I'm
trying to tell them i's OK to feel afraid and come
for help. As a result, I put a peer supporter in front
of them who is a member of the cell extraction
team or a 199-pound maximum security officer so
the recruits can say to themselves, “That tactically
trained person is a touchy-feely peer?!” So, Lsell
people, not the program-—people who can help,

For further information, contact:

John Carr

Director

Family Service Society
33 Summer Street
Pawtucket, R 02860
{401y 723-2124

fax (4013 7230566

Mark Messier

Coordinator

Stress Unit

Rhode Island Department of Corrections
Cranston, R1 02920

{401) 4625151

in_line@unidial.com
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As of 1999, The Counseling Team, a private for-profiy
counseling organization in Southern California, served
shertft’s departments in Riverside, San Berpardino, and
San Diego counties with a total of 1,280 correctional
officers. The Counseling Tearn also serves more than
17 California Department of Corrections and Youth
Authority facilities from Los Angeles o the Mexican
border. In addition o #ts home office in San Bermardino,
The Counseling Team has established offices in Corona
(19933, Victorville (19938}, and San Diego (1999},

Contractual arrangements

The Counseling Team’s services vary from agency to
agency.

# The Counseling Team's confract with the San
Berpardino County Sherifl”s Department calls for
the organization to provide psychological soreening
of applicants and individual counseling and critical
incident debriefings to all department employess

{including 530 correctional officers),

» The San Diego County Shentfls Department contracts
with The Counseling Team w0 serve the department’s
3,300 emplovees, including its 300 oniformed correc-
tional officers in seven jails, The contract calls for
individual counseling and critical incident debriefings,
overseeing a revamped peer support unit, and provid-
ing supervisory and scademy training.

» The Counseling Team provides individual counseling
to Riverside County Shenifls Department emplovees,
including its 450 correctional officers, providing same-
day response in orisis situations (because the BAP may
not see the officer for a week). The Counseling Team
has trained all Riverside’s peer supporters.

« Through a subcontract with the California Department
of Corrections” emploves assistance program, The
Counseling Team provides critical incident debriefings

rga v s «

in facilities in Southern California.

Typieally, the contracts have an upper Hmit on the amount
of money the correctional department will reimburse The
Counseling Team each vear,

Program services

Training

Any contracted department may request an inservice
training session for its personnel by calling The
Counseling Tearn’s fullb-time training director. The train-
ing director explaing the request 1o Nancy Bohl, The
Counseling Team's divector; asks about her or other staff
avatlability to conduct the waining; and then handles the
logistics, One sheriff's department requested 2 session
on line-of-duty burnout; another department asked for a
session on staff becoming emotionally involved with
inmates. The Counseling Team conducts 6 to 10 wrainings
a week for all its clients (including police agencies).

The Counseling Team provides a 3-day training course
for peer supporters based on the organization’s 160-page
training manual. Peers from several corrections and

law enforcement agencies attend the training together.
Craduates are State-cortified as peer supporters.

Officers and other emplovess use an 800 number  call
The Counseling Team o arange an appointment. Support
staff take the calls and make the sppointments, recording
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the time on the computer and hard copy and leaving the
counselor a voice mail identifying the appointment.

The Counseling Team avtomatically provides up to three
free counseling sessions per employee and, if there is an
wnportant clinfeal necessity and the correctional agency
approves, up to three more sessions. Stafl clinicians refer
officers to other counselors or 1o that agency’s employee

assistance program for longer term treatment,

Critical incident debriefing

The Counseling Team goes onsite to corrections institu-
tions and police stations to conduct debriefings an aver-
age of 24 times each year. Counseling Team clinicians
rotate being on call (and serving as oncall backups) for
emergencies. The team has responded to as many as five
simultaneous critical incidents,

In a crisis response, the counselor meets first with a rank-
ing officer to learn what happened and which personnel
are having a difficult time coping. The chinician then
tatks with each officer individually for an hour or two in
a private room. The counselor wsually arranges for the
officer to come voluntarily to the agency 3 to 5 days after
the incident for a followup session.

Over a 2-week period in 1996, 8 different Counseling Team
clinicians participated in a series of 41 mandatory debwief-
ing sessions with more than 400 staff at o California Youth
Authority facility after a vustee killed a civilian staff mem-
ber. The inmates had put the employee in a Dumpster truck
that picked up trash in the facility. A search team found her
a day later in a Jandfill under a mound of garbage.

Cathy Carlson is the Safety Office return-to-work coordi-
nator at the Heman G, Stk Youth Correctional Facility
where 450 officers manage 1,800 vouths in a facility

divorce, he call

| n

built 1o house 1,000 inmates. As Carlson tells the story,
“We discovered the body at 11:00 am.”

My supervisor gave me the choice of calling

the authority’s inmate psychologists, the mental
health care providers I use through workers” com-
pensation, or The Counseling Team. 1 called the
team becagse | knew how angry the officers felt
toward management, and the team had no connec-
tion with the Youth Authority. T called Nancy
Bohl around 1:00 pan. and left a message on her
answering machine. Bohl called back within 30
or 40 minutes, Nancy had a counselor—Byron
Greenberg—at the facility by 2:30,

Greenberg met me in the lobby, and we went to
the command post where  told him what had
happened and what | needed. I told him how the
staff would react—{ear, shock, anger. I said 1
didn't know what to do, and be said, “Don’t
worry, 'l take care of it.” Because the murdered
staff member was a friend of mine, Greenberg
asked how I was doing, to0.

Crreenberg went 1o the control center and tried 1o
assemble the murdered emplovee’s coworkers, but
they were so angry at management (because they
blamed us for the short staffing that they felt
allowed the murder to happen). they would not
meet with him. So I had tw ask the superintendent
to make the debriefing mandatory. [Greenberg
then conducted the debriefings. ]

By now it was 9:30 pan., so [ told Nancy [Bohl),
who had arrived, that the night shift was coming
in—how do we tell them [what happened] and
keep them at work? Nancy and Byron decided

S

i
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that, as the new staff came into the facility, 1
should assemble them in the visitors” hall where
the superintendent would ell them what happened
andd what the facility was doing about it. He would
then offer them the choice of going home or talk-
ing {with a counselor] before they went on duty.
About ope-quarter of them—80 staff—1tatked with
Nancy or Byron, some in groups, some ong-on-
one. 1 told them they could come back and talk
some more any time during their shify

The Massachusetts Department
of Correction Stress Unit

Byron stayed wntil 3:00 a.m. A third counselor had
already come. The next morning, three other coun-
selors arrived. The debriefings began on August 11
and ended on August 16 after the counselors had
debriefed with every member of the staff, After the
debriefings ended, a number of officers asked if
they could go back to The Counseling Team for
individual counseling. T encouraged them to go.
Counseling Team staff kept calling me back asking
how the officers and | were doing.

Seventeen officers took disability leave. Seven
never came back, OF the five who went for indi-
vidual counseling, four returned. [The one who
did not was the officer on the search team who
had found the body.] The officers who returped
told me that the counseling helped them to come

The Massachusetts Department of Correction has 4,031

back. A tremendous number of stalf, including
cooks and janitors, could not say enough good
things about The Counseling Team,

correctional officers and 1,597 civilian emplovees. The
DOC inmate population count on January 1, 1999, was
11,908, The DOC established the Stress Unit in 1983

staffed by two correctional officers, increasing to five by
1999, Stress Unit positions are filled on a volunteer basis
by regular correctional officers as a job assignment. With
headguarters in a National Guard Armory in Concord,
Massachusetts, the program has satellite offices in a recre-
ation building, a DOC administration building, and a State
office building. The DOC has permitted the unit to serve
any State or local public safety emplovee in the State as a
gesture of collegiality 1o other agencies.

According to Carlson, staff hostility toward management
has declined over the long term. But getling staff 1o con-
tinue to avoid rushing thelr work and maintain vigilance
about safety has been difficult as time passes. Some staff
have gotten lax again and forget or ignore the rules, say-
ing “Oh, he’s a trustee, he's safe”—but, Carlson reminds
herself, “the murderer was a trustee, 100.”

For further information, contact

Nancy Bohl

Director

The Counseling Team

1881 Business Center Drive
San Bernarding, CA 92408
(909) 8840133

fax (909) 3840734

Procedure

One Stress Unit member is assigned to each of the
DOC’s five principal facilities. All five members call the
Stress Program’s central office every morning where
James Hollencamp, the program’s half-time coordinator,
fogs in the times and the members” locations. Whenever



a unit member goes 1o another location, he or she calls
in and Hollencamyp records the information, While the
DOC requives unit members to telephone Hollencamp
every morning, they call in for each contact as a matter
of safety-—s0 he knows where they are. There have been
occasions when unit members have been in dangerous
situations,

Unit members rotate weekly as the duty officer. The duty
officer gets paged by the DOC’s central paging station—
for example, if someone at the Walpole Correctional
Institution wants to talk with a unit member right away,

the employee asks the paging station to call the Stress
Unit duty officer who, in turn, puts the appropriate unit
member in touch with the caller. If the unit member for
the caller’s prison is on vacation or otherwise unavailable,
the duty officer goes to the facility to talk with the officer.

I an officer calls the program office directly, James
Hollencamp asks for the person’s first name and tele-
phone number and says when the unit member assigned
1o his or her facility will call back. If the person needs
immediate attention, Hollencamp pages the Stress Unit
duty officer.

0 mptm; he amw‘ his chif d the g;amsmw» mg@m 50 Goul d mﬁﬁ tm:%s:: to set him up with 2 counselor %m in turn, ‘

will arrange for him to take an anger ma

nt course. After answering the other calls, Gouid drives to a

prison to have coffee and talk about fishing wixh wm@ ni zi% w&‘m‘s bothe vebicle tan wmm dﬁég%ry Wﬁéﬁk&

bringing wypﬁm into the facility are searched,

mmﬁﬁ% mmr ﬁn@& Mth a mmmm to call a captain who wants him to talk with an officer who has been abusing

maﬁ t&% @f&wf ma&%ﬁa the fm:é’%%t:y‘ so she can

tance. He goes Mm *&%ﬁf:&m%y %ﬁ’&m 4:00. During the evening, Gould takes calls from two officers who wantto
discuss problems and a call from a captain concerned about the effects of an officer’s divorce on his work.
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Referrals

The program has belped a number of officers with drink-
ing problems enter alcoholism treatment facilides. Many
of these officers have returned to work, been promoted,
and remained sober ever since. Typically, the Swess Usnit
member talks to the person, accompanies him or her o
the facility, follows the officer’s progress while in weat-
ment, and then checks up on the person periodically after
he or she has been discharged and returned to work, Siaff
as bigh as deputy superintendents bave used the program
for drinking problems—ausually to avoid getting terminat-
ed. Many officers with drinking problems see Tom
McMeeley, o former heavyweight boxer well known in
the area, who helps them enter @ treatment facility,
Edward Rockett, a correctional officer for 20 vears who
currently is in charge of wansport, inmate orlentation, and
fiscal ordering for the DOC's Pondville work release
unit, has referred six officers with drinking problems 1o
the program over the years, After an officer experiencing
delivium tremens passed out at work, Rockett called
Richard Gould, who came immediately and ok the
revived officer o Rockett's office. Gould facilitated the
officer’s entry into inpatient treatment, and the officer
took a 30-day leave of absence. The officer has been
back at work—and sober—I{or 2 vears,

Stress Unit staff, Hollencamp says, “do a Jot of encourag-
ing, a lot of motivating officers to get help” Unit mem-
bers have used some inpatient facilities so many times
that facility staff accept referrals with no guestions asked.
The unit member simply tells the facility what kind of
substance abuse problem the officer has, bis or her age,

and the officer’s insurance provider,
For further information, contact

James Hollencamp

Stress Unit Coordinator

Massachusetts Department of Correction
91 Bverctt Street

Concord, MA 01742

(6173 7278536




ADDRESSING

The Multnomah County Sheriff’s Department’s Peer
Stress Program, with 65 peer supporters, serves 515
correctional officers and about 450 civilian emplovees
in 5 jail facilities housing 2,000 inmates, The program
also serves the department’s 100 road deputies.

History

The sherifl’s department was seriously demoralized in
the early 1980s alter the city annexed part of the county
and the department lost half its road deputies to the
Portland Police Bureau, In addition, there were two jail
breaks, and a deputy was killed. College-educated appli-
cants hired to staff two pewly constructed jails reported
they could not stand the pressure of the work. In 1984
the sheriff hired a chaplain, Edward Stelle, for 1 vear 1o
address the morale problem. Ag of 1999, Stelle was still
with the department.

Stelle asked several supervisors to name employees (o
whom other emplovees would turn on thelr own to dis-

CORRECTIONAL UFFICER STRESS

cuss personal problems. Through this process, Stelle
identified three correctional officers and three road
deputies he felt would be excellent peer supporters.
He then persuaded the sheriff to pay to send them to
Seattle for training.

By 1987, Stelle and the peers agreed the department need-
ed a formal peer support program. With the help of the six
original peer supporters, Stelle recruited additional peers
and then secured funding from the sheriff to hire Nancy
Bohl, director of The Counseling Team {(see the case
study on The Counseling Team above), to train them.

Organization

Exhibit 3-2 shows the program’s structure. The peer sup-
porters are divided into three specialty area teams: sub-
stance abuse, trauma, and debriefing. Members of each
team include correctional officers, law enforcement
deputies, and civilian records division emplovees. Each
team is led by a team coordinator,

Expuprr 3~2. Murrnomar County Peer STreSS PROGRAM STRUCTURE
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Fach of three sheriff’s department divisions—correctional,
law enforcement, and records—has a program manager
who oversees the peer supporters from all three teams who
work within his or her division. The sheriff gives each
manager 1 day a week o do nothing but peer support,
which could involve keeping in touch with other peer sup-
porters, helping an officer get hospitalized, or publicizing
the program among other officers. The managers are given
cellular phones and access 1o a vehicle, and they may split
their time across two shifts,

The substance abuse team

According to Deputy Ken Spencer, a member of the sub-
stance abuse team, “The [addiction] problems [officers
seek help for] are usually aleohol or gambling” To
encourage them to ask for belp, Spencer tells officers he

had o substance abuse problem——and is stll emploved,

Usually the person gets into trouble on the outside
and doesn’t come o work, and | hear sbout it
through the grapevine. Then 1 try to contact the
person at home, away from the job. But often you
can see that they have a problem: they come in late
for work or just don’t report at all; or yvou can see
they don’t Took well. They stop walking to you.
Often other officers see the symptoms, it goes
through the gossip mill, and then | hear about it

1 iry 1o be nonconfrontational, saying, “T'm from
the peer support team, and I hear you may be hav-
ing problems. I'd like to explain the program and
let you know the sheriff is 100 percent behind it
because he doesn’t want 10 lose good, trained peo-
ple, If vou do have a problem, we can help vou”

He mék&ﬁs first
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Spencer refers about two officers a vear for substance
abuse counseling. Some team members have literally
taken officers by the hand 1o outpatient or residential
freatment programs,

The trauma and debriefing teams

After a critical incident, department telephone operators
automatically call the peer team program managers
because their names are on the emergency call-out Hst
established by the personnel department and approved by
the sheriff. A command officer may also call the program
managers. The corrections trauma team manager acti-
vates the trauma feam by calling members on the job or
at home. Trauma team members prepare the involved
officers for the mandatory debriefing 1o follow and deter-
mine whether any of them need immediate psychological
attention. As needed, travma team members pick up chil-
dren or arrange for family members” transportation to the
facility or hospital.

Members of the debriefing team meet with involved offi-
cers in a secured area away from the incident, such as a
conference room. Stalf come without phones or radios.
One of the two team members who are trained debriefers
conducts the debriefings, and either Edward Stelle or one
of five psychologists {see below) attends. The debriefing
team conducted 10 debriefings attended by 42 officers in
1998,

oo

The referral process

Peer team members give officers in need of assistance
Edward Stelle’s telephone number, explaining that he can
arrange free professional counseling for them, The offi-




cers then call him anonymously. Btelle refers them 1o one

of the five psychologists, While Stelle counsels many offi-
cers and family members himself, “I's only a band-aid,”

he says, “because they need 0 see a professional, which |

arrange. So, in effect, Um doing mtake”

Stelle gives the officer the psychologist’s telephone num-
ber and assigns the officer a nuraber. The officer then calls
the peychologist for an appointment and gives the coun-
selor the number, The psychologist sends Stelle the bill
with only the officer’s number on it Stelle approves it and
forwards it o the department’s fiscal office,

The sherift provides Stelle with $50,000 a vear to rebio-
burse the counselors. To stay within budget, Stelle has
told the psyohologists to permit only four free visis,
Stelle occasionally refers officers first to the department’s
EAP because the program allows 10 free counseling ses-
sions, But if officers call him back 1o say the BAP was
not helpful, he refers them 1o one of the psychologists.

In 1998, peer supporiers reforred 67 emplovees o Stelle
for possible followup counseling. Stelle referred 43 of
them 1o the private psychologists and 3 (o the AP
According 1o Ken Spencer,

I referred one person 10 Stelle who had a gambling
problem and was suicidal, and Stelle got him into
inpatient treatment and then into outpatient coun-
seling, He's now back st work. Two other officers
would have been terminated becanse of drinking
problems-—and might be dead—if T hadn’t referred
thermn 1o inpatient treatment.

For further information, contact:

Edward 1, Stelle

Drirector

Peer Support Program
Mubtnomah County Sherttls O
12240 Mortheast Glisan
Portland, OR 97230

{803y 2553600, ex1. 406

Texas’ Post Trauma Staff
Support Program

RIEF OGRAM OVERVIE

Unit ffaz:;&w} teanms mr&smmg sereened ang
trained correctional officers in each of the facilities
ot ém% &m {msam} {Z? g&m of mg Tevas

tions, g:s?eﬁiﬁé referral tx; murﬁéé of pm’?’%siﬁm% .
HED ane s with sl matters Bueh o bl
gmﬁm mé z:hiié care. U;&iz Team Ee&éﬁm orm

ed. Administrators then contact one f;}%%g*e trainen
regional teams consisting of regional DOC staff
{incl aﬁéﬁg%éﬁmmmﬁt psychologist and chaplain)
to come on site to conduct the debriefings.

ﬁi&%‘;émf unit ﬁm&% mgﬁm%&*s mgmﬁﬁﬁgﬁ 1o 1,289

three debrief s o month. Since the e e
bers are all volunteers, the only program costs
are the program director’s salary and per diem
expenses for travel associated with conducting
debrisfings and attending training.

The Institutional Division within the Texas Department
of Criminal Justice operates 87 faciliies, which in 1999
housed 124,000 inmates, The division employs 24,500
correctional officers in its prisons,

Program structure

As shown in exhibit 33, Texas’ Post Trauma Staft
Support Program has two ters: unit teams and regional
teams, Bach Texas facility has a unit siaff support team
selected by the facility’s warden, which acts as a “first
responder” after 2 critieal incident and provides immedi-
ate support to affected emplovees. Bach facility™s unit
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Exmisir 3-3. Texas Post Trauma Starr SurpoRT PROGRAM STRUCTURE

team includes at least two employees (typically a male
and a female) per shift, A team leader, who must have a
rank of at least sergeant but usually is 2 captain, trains
the other team members, conducts monthly team meet-
ings, monitors completion of incident logs, and serves as
the unit’s Haison to the regional team (see below). There
were 1,100 unit team officers in 1999, an average of 14
per facility.

Five-member regional staff support teams, one team
for each of the Institutional Division’s five geographic
regions in the State, include a department psychologist,
assistant regional director, chaplain, health service repre-
sentative, and an open slot {e.g., for a deputy warden)
who serve for renewable 2-vear terms. Regional teams
respond to critical incidents 24 hours a day. Bach team
member is assigned a permanent, specific role, such as
team coordinator and lead debriefer.

Institutional Division Victim Services Coordinator
Elaine Smith ensures that Post Trauma Staff Support
members participate in all required training. She meets
at least anpually with regional team bers to discuss

how 1o improve the program’s effectiveness and how

o increase awareness of the program. A Post Trauma
Coordinating Committee, chaired by Smith and made up
of Institutional Division coordinators, meets quarterly to
discuss the program and make final selections of regional
teamn members.

Procedure

Fixhibit 3-4 shows the Post Trawma Program’s procedure
for activating the unit and regional teans.

Unit team responsibilities

Typically, a unit team leader learns about an incident
almost immediately by word of mouth. The unit team
leader contacts the facility administrator, who authorizes
the leader to activate the rest of the team. When contacted,
unit team members immediately are relieved of their duty
posts, The facility administrator decides when the team
members may return to thely posts,

Team members, who are identified by program badges
they wear while on duty, obtain any needed first aid for
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affected officers (accompanying them 1o the + Put employees in touch with needed followup assis-
or hospital) and then talk with them, Team memberg— tance, from the nurse to the BAP w the human

o . resources department.
+ Provide information about symptoms that may oceur

after a critical incident, identify normal reactions, and + At the request of the administrator or affected officers,
assess the correctional officers” need for a debriefing, help employees with practical matters that the officers
cannot or do not want o take care of, ranging from

« Distribute information packets about reactions to ¢riti- transportation to phone calls

cal incidents and sources of help.




» Inform thelr unil wam leader regarding the involved
officers” condition,

Regional team responsibilities

Based on the information provided by the unit team leader,
facility administrators decide whether to activate their
regional stall support team. If they do, they elephone the
regional team coordinator, who coordinates the other
team members” visit,

Alter arriving, the regional team coordinator—

¢+ Schedules a debriefing time and private location in
consultation with the facility administrator,

+ Meots with the unit team leader 1o review the incident
and ensure that affected employees are notified 1w
attend and are wid where and when o go.

= Ensures that all affected emplovees are present or
accounted for before the debriefing begins,

s After the debriefing, arranges and runs a debriefing for
all Post Trauma Program members involved in provid-
ing assistance,

Followup

During and after the critical incident debriefing—which is
mandatory—ihe regional coordinator may refer affectad
emplovees to professional care providers primarily through
the facility’s BEAP or human resources department. The
wit teams meet onee or twice a month o review what has
happened o officers Involved in each incident. 1 any of
the involved emplovees needs help, the team assigns
someons (o talk o the person immediately and to follow
up 2 or 3 days later 10 see i the person is experiencing
emotional difficulties as a result of the incident,

Lo vaons

An example of both teams in action

“We had a bostage situation at 7:00 pn. one night at my
facility” Warden Richard Watkins recalls. “An offender’s
common law wife smuggled him a derringer, and the
tnmate used It fo take an officer hostage, intending to
force the officer to escort him through the gate”
According to the officer, Sergeant Deleta Jones,

The offender beld a two-shot derringer 1o my side
and instructed me 1o take him to the back gate.
The offender stated that he would kill me #1'1
made any sudden moves or tried w alert anvone,
Fearing for my life, { began to walk in the direc-
tion of the back gate with the offender. As we
were walking, T was able o make ove contact with
the two officers who were coming down the slab.
When the two officers were close enough to us, |
alerted them by velling, “This offender has o gun.
Run!” All three of us ran, but the offender grabbed
one of the other two officers and injured him
before he could free himself, Later, the inmate
grabbed a fourth officer and held him hostage.
After negotiations by a trained negotiator, for
approximately an howr, the offender surrendered
his weapon and the hostage.

A member of the unit team took the injured officer o the
hospital. The team leader called other team members at
home and bad them go o the hospital, Jones continued:

A fupit] weam member asked me, “Are vou OK?
Do we need to wlk?” But I was pot upset. | was
more concerned aboutl my stall and the officer
whio was hurt, T ook the injured officer to the
emergency roomm in his car. Then Elaine [Smith]
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called me at the hospital to ask if he was OK.
Elaine hung up. When she found out 7 was a vie-
tim, 100, she called me back. A unit wam member
then came to the hospital to support me and the
officer. The next day, a unit team member called
me 1o see i 1 was still OKL

The facility sent out a communication that was
read at turnout for a debriefing [by the regional
team] for those directly involved in the incident.
We had the debriefing 2 or 3 days later. Eight
officers were involved. We took turns describing
what we did and our feelings during the incident.

The session was beneficial because there were
people there who understood what 1 had gone
throvgh. I was surprised when one of the two
officers 1 had run into on the slab said to me and
to the group that, because of my actions, “1
gotcha back” became a reality—that is, 1 had cov-
ered his back [by telling bim to runl. He is not a
tatkative guy, but he said he was very grateful I
fet him know the offender had a gun,

Lo UF R R RSN
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Eixhibit 3-5 shows the activities of unit teams during 1998,
As shown, 324 unit teams in the 5 reglons responded 1o
1,289 incidents involving 2,342 employees (1,471 male
employees and 871 female employees). The total time
team members spent responding was more than 808 hours,
or more than 20 40-bour weeks, Exhibit 3-6 shows that, in
1998, regional teams conducted 36 debriefings involving
658 emplovees, The 112 regional team members who par-
ticipated contributed nearly 62 hours, not counting travel
time. The types of incidents for which regional teams con-
ducted debriefings included escapes, hostage situations,
emplovee and inmate deaths, suicides and attempted sui-
cides, emplovee illnesses, and assaults on stafl

For further information, contact

Elaine Smith

Victim Service Coordinator
Institutional Division

Texas Department of Criminal Justice
PO, Box 99

Huntsville, TX 77342-0099

{936 4378588

BT 35, Unit Starr Suprport Orricer StaTisTics ror 1998 By ReGION

i 9% 292 221 178 99 33 258 hes, 19 min,
i &7 7% 512 354 13 9 163 hrs, 25 min,
i 44 131 75 72 40 i2 68 hrs. 30 min,
v &0 463 398 137 245 179 255 hrs. 21 min,
Y 54 {24 265 130 44 12 60 hrs. 53 min,

Exarisir 3~6. REGIONAL Starr SupporT TEAM STATISTICS FOR 1998

i 8 40 21 17 hrs, 15 min,
i 9 119 24 16 hrs, 30 min,
1] 0 0 & 0
v 9 345 28 16 hrs, 35 min,
W 14 154 39 i1 hrs, 35 min,
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of Correctional Services
Post-Incident Stress
Debriefing Progr

In 1998, the New York State Department of Correctional
Services had 22,313 corectional officers and 9,156 civil
ians emploved in 70 facilites. In the early 1990s, a small
group of correctional officers, on their own thime and o
their own expense, had undergone training to conduct
eritical incident debriefings as part of the voluntary fire-
fighting work they did off the job, The group had urged
the department to establish an in-house critical incident

debriefing process.

As avesult, in 1993 the assistant commissioner organ-
ized these trained emplovees into a Post-Incident
Stress Debriefing Program (PISD). However, the pro-
gram remained dormant until 4 riot at the Mohawk
Correctional Facility, in effect, served as a pilot test
of the approach-—and the impetus to formalize it
According to a correctional officer at the prison, "As
terrible as Mohawk was, it got the [PISD] program
instituted statewide.”

After the Mohawk experience, the PISD model was used
again successfully in another facility after an inmate
raped a female staff member and in still another facility
after an inmate stabbed an officer 10 times.

Mohawk: A test of the system

The Mohawk Correctional Facility is a 1,305-bed medi-
um security institution with 19 buildings on 75 acres. At

the time of the riot, it had 440 security staff (not all on
duty). There were 350 inmates in the vard at the time of
the incident. Once the vard was secured, staff identified
150 of these inmates as actual participants in the incl-
dent. Eleven staff were sertously injured; eight others
were less seriously hurt,

The riot

On Thursday, July 17, 1997, a voung inmate in discipli-
nary housing hanged himself using a sheet tied around a
cover on the smoke detector in his cell. The inmate left a
suicide note to be mailed to bis mother, Other inmates
spread the rumor that officers murdered the young man
andd set it up o look like a sulcide, At the same time, a
severe thunderstorm disabled Mohawk's entire phone
system, including the inmate telephones. Inmates con-
cluded that administrators bad deliberately turned off the
phones to prevent them from discussing the “murder”
with outsiders. The facility’s executive stafl went to the
housing units to assure them that the inmate’s death was
a suicide,

On July 19, a large group of inmates, infuriated by thelr
misconception of an “inmate murder)” assaulted a number
of officers. After the inmates had been confined to one
vard, they used a bar to pry up the containment fence in
an attempt 1o crawl into the rest of the fucility, Chemical
agents were used 10 stop the inmates, and they were cone
tained within the yard, After Correctional Bmergency
Response Teams from other facilities arrived, the inmates
were removed from the vard in groups of 10

gistics

After the riot ended, the president of the correctional offi-
cers union local at the thme went to the commissioner to
reguest that the PISD policy on offering debrielings be
implemented. The commissioner agreed, authorizing the
facility superintendent to go forward with debriefings
when facility operstions returned 1o normal. The superin-
fendent in trn authorized the union president and the
EAP coordinator at the facility to initiate the process and
o sehedule the debriefings.

Working from a list of employess who had been on duty
the afternoon and evening of the riot, the union president
and the BAP coordinator in person and by phone invited
dozens of emplovees to attend the debriefings, which
were also announced at the beginning of every shilt and



at tineup for several days. All told, 400 staff were invited
o attend,

Debriefings

While the union president and BEAP coordinator assem-
bled officers for the debriefings, the department’s assis-
tant comunissioner convened the debriefing team.

A line officer from another facility received an
e-myail from his supervisor telling bim w go o
Mohawk “for a day” The officer was selected
because he was the BAP coordinator at his prison
andd @ trained debriefer who had conducted more
than 30 debriefings as part of his volunteer public
safety work outside the department. He remained
as lead debriefer for 6 days, went back a week
later for 2 more days, and then retwned for 2
final days in Angust to check on the well being of
the most severely affected officers,

According to a captain certified in critical incident debrief-
ing who co-led several sessions dusing the first week,

Twenty-five officers directly involved in the inci-
dent showed up the first day. As a result of word
of mouth, their backups showed up the second
day. The third day’s session included institution
nurses and physician’s assistants who had found
it stressful 1o administer 1o correctional staffo
some of whom were their neighbors outside the
facility—rather than to the inmates they were
accustomed o treating,

OF the 400 staff members invited, 180 attended at least one
of 15 debriefing sessions lasting 2 to 6 hours cach. All
sessions were held outside the prison complex. The ses-
sions included group discussions and one-on-one support.
A mental health professional co-led every debriefing.

Referrals

After the sessions, debriefers referred 12 officers to BEAP
coordinators, who arranged for professional counseling.
The facility BEAP coordinator obtained professional help
for 1010 15 officers who were referred to him or came 1o
him on their own asking for help, “They probably would
not have come 1w me for help if they had not attended the
debriefings,” he says, “or they might have waited until
things got a lot worse” Later, he learned that several of

them saw the counselor to whom he had referved them
once a week for 2 or 3 months, Others talked o the
counselor once. Some brought their spouses to the first
one or two sessions,

An officer and a liestenpant, both of whom had been sen-
ously injured, left the department for good. Six other
officers took disability leave, one for physical injuries
and five for stress-related reasons. Five of the six
returned 1o duty. One of the five no longer wanted any
inmate contact, One employee who planned never o
return to work did, in fact, retum,

The aftermath: A formal program

After the Mohawk riot, the assistant commissioner made
PISD a formal, operational program, He critigued the
PISD's performance after the disturbance with the presi-
dent of the local officers” union and the facility EAP
coordinator. As a result, the administration sent a memo
authorizing any union president, BAP coordinator, chap-
fain, or department mental health specialist to contact

E
MoHAWK DEBRIEFING

the time called officers at home, he asked if their
wives md husbands were having é&mﬁm wga%%g

Cooper, nty
gram director who co-led W af zh&
sessions.

incident.
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iCHAPTER 3

their facility’s deputy superintendents whenever they felt
PISD needed to be activated.

A September 1997 memorandum to all superintendents
from the commissioner Introduced contral control over
the debriefing provess and clarified the procedure. The
memo instructed superintendents that, once they had
determined that debriefing sessions were necessary, they
were 1o potify the assistant commissioner, providing him
with the anticipated number of participants and the pro-
posed schedule for the sessions. The assistant commis-
sioner was then 1o assess the plan and provide technical
assistance as required,

The commissioner’s memo also siated that—

» The sessions should be held away from the facility,

« All beepers and telephones should be turned off 1o
minimize inferruptions,

ining budgets to hire
County and Municipa Em
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* A team member should escort participants who ask ©
leave early to make sure they are all right.

¢ The BAP coordinator in each facility should keep a Hist
of community resources o which emplovees could be
referred for extended counseling.

Immediately after an incident, the facility BAP coording-
tor, union president, and administrator evaluate the event
and decide whether to ask the assistant commissioner o
assemble a debriefing team. The assistant commissioner
assermbles individuals for the team who do not come
from the facility where the incident occurred so that par-
ticipants in the debriefings will not feel word from the
debriefers will spread to the participants” supervisors, In
addition, debriefers from the facility might be oo emo-
tonally involved themselves w be effective leaders
because they may know some of the employees who
were injured. One member of the team Is always an

4l to the lieu-



EAP coordinator who can refer participants to further
sources of help. Another member is a licensed mental
health practitioner,

The department has since paid for additional officers to
receive training. While Mohawk was still fresh in their
minds, in January 1998 the facility’s executive staff
secured money from the central office 1o hire two spe-
cialists to train additional emplovees from the hub’s six
facilities in critical incident debriefing. The department
secured the training monies from the National Institute of
Corrections” Short-Term Technical Assistance Project, In
May 1999, using $10,000 from the same source, the
DOC trained an additional 10 employees in sach of the
department’s other 9 hubs to become certified eritical
incident debriefers,

For further information, contact:

Bruce W. Baker

Assistant Commissioner

New York State Department of Correctional Services
1220 Washington Avenue

Building 2

Albany, NY 122262050

{518) 4579887

Post Trauma Resources,
Columbia, South Carolina

Founded in 1982, Post Trauma Resources (PTR) is a pri-
vate for-profit counseling and training organization with
annual revenues of about $700,000. About 5 percent of
PTR’s work is devoted 1o corrections,

Services to the South Carolina Department
of Corrections

The South Carolina Department of Corrections” 4,850
correctional officers and 1,923 civilian employees super-
vise 20,959 inmates in 35 prisons. Post Trauma Resources
provides the clinical and training services for the DOC’s
in-house postrauma program.

Services after critical incidents
John Near, Director of Personnel for the South Caroling
DOC, first used PTR for trauma services after a 1986 riot

in which 28 employees were held hostage and several
were severely infured. Near arranged for Bergmann to
provide the involved officers with individual and group
debriefings. “As a result” Near reports, “lurnover was
very low: a high percontage came back to work pretty
quickly.” The department now uses PTR regularly for
debriefings after critical incidents. PTR staff also provide
debriefings o execution twams after every execution,
Although team members report they fesl no unduoe stress
after having played their special role for so many years,
they chose to continue the debriefings, which are no
fonger mandatory, because they realized that it is always
possible that they——or new members of the eam—may
develop an adverse reaction.

Currently, when the DOC asks PTR to conduet a critical
incident debriefing, the counselors try to arrange an edu-
cational debriefing with the affected officers’ supervisors
after having debriefed with the officers. PTR staff use the
sessions 10—

after an armed robbery) to manufacturing plants
(e.g., after an Industrial accident).

41
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« Bxplain what the counselors have done with the officers.

« Describe possible svmptoms the supervisors should
be attuned to among the officers over the next sgveral
weeks {e.g., short attention span, anger toward man-
agernent) and how 1o respond 1o these symptoms,

« Urge the supervisors not 1o take the officers’ anger per-
sonally but rather to let the officers vent—and provide
them with information on what is being done about the
incident,

* Describe the possible long-term consequences, such as
hypervigilence, the incident may have for officers that
the supervisors should watch for,

» Refer officers who exhibit these responses for possible
counseling.

The State workers’ compensation insurer reimburses PTR
on an hourly basis for some staff counseling and debrief-
ing services. The plan covers anvone who is Involved in
a life-threatening incident, suffors a physical injury, or
has psychological svmptoms as a result of a ¢ritical
incident. If the msurer refuses 1o pay, the DOC picks

up the bill,

Individual counseling

In the late 1980s, the South Carolina DOC developed
a Post Assault Information Resource (PAIR) program.
Every prison identified a PAIR representative, usually

.

a social worker, 2 human resources staf? person, or an
associate warden. The department workers’ compensation
and human resources offices then trained the PAIR 10
work with the human resources office to oblain appropri-
ate care for injured employees. Lawrence Bergmann,
Post Travma Resource’s director, trained the PAIRs

o identify employees suffering stress after a critical
incident.

Whenever an employvee has been assaulied, the human
resources office avtomatically sends the person a letter
indicating the department offers free counseling services,
telling interested emplovess to contact thelr prison PAIR,
The PAIR then contacts the human resources office,
which calls or writes emplovees 1o describe and offer
PTR's services. Injured officers may also contact the
department’s victim services coordinator, who can also
refor them to PTR.

Post Trauma Resources” individual counseling to DOC
employees is short term, typically lasting three 1o 3ix ses-
sions. Occasionally, the counseling may continue for as
long as 6 months. For longer term counseling, officers
can go to the emplovee assistance program for teatment,
although they are entitled 1o only three free visits with
the EAP before payving according o a shiding scale.

Post Trauma Resources stall decide when an emploves
they are counseling can go back to work and what percent-
age time, Bergmann submits periodic status reports 1o John

s
Corior e seions, sone '
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MNear updating each client’s ability to return to work,
According to Near, “We don’t want anyone in the DOC
deciding when an officer is ready to come back to
work-—that’s a conflict of interest and 2 confidentiality
problem. So it's very important to contract out for this serv-
ive” Near savs he has come o trust that PTR counselors
will return employees 1o work as soon as it is appropriate.

Technical assistance and training to
other States

The National Institute of Corrections {(NIC) has funded
PTR to help 12 States develop stress programs. (PTR has
prepared goidelines for NIC on how to develop a critical
incident debriefing program.) In most cases, the DOC’s
grant proposal to NIC reguests PTR as the technical
assistance provider. Some departments of corrections
pay directly for PTRs services.

After the site visit is over, Bergmann says, I spend
weeks and months by telephone in an advisory capacity
conferring with program coordinators 1o get the sysiem
going.” Bergmann returns to many of the same States o
retrain old staff and traln new staff,

Virginia DOC

After a series of serious incidents in 1985, the Virginia
DOC issued a request for proposals for help in develop-
ing a critical incident response program. PTR bid and
won, After PTR worked with the department o set up a
program, the DOC hired Bergmann o return for 3 dayvs
in 1992 (with a $13,000 grant the DOU obuained from
NICy and 2 days in 1996 (with $6,000 paid for by the
department) to train new program stafl and provide
refresher traming for old staff,

According to Robin Hurlbert, the department’s director
of mental health programs, “Bergmann comes with a
complete program package—different levels of staff who
need to be involved, and so forth—but is still flexible to
adjust it 10 the DOC’s needs. He provides the tools and
the DOC decides which ones 1o use, Here we are in
1999, after several changes in DOC directors, and the
program is still working”

Hurlbert reports that she still oceasionally telephones
Bergmann for consultation. For example, she called him
o discuss how she could report breakdowns in security
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without compromising officer confidentiality, Bergmann
sugpested she ask the officer’s permission to report the
breach without mentioning anyone’s name. Hurlbert has
since done this, and no officer has refused permission.

Missouri DOC

After the Missouri DOC hired Diane Haslag to develop
and administer a stress program, the department sent her
to sit in on & training for peer supporters that Bergmann
conducted in Maine. Haslag also went 1o a conference in
California for program coordinators from 13 States and
Japan; Bergmann and two other trainers explained how
1o plan and implement a stress program and how o train
line officers to provide peer support to other employees.

At the conference, Haslag gave Bergmann a packet of
program designs and information for comment and asked
him questions about how to select, screen, and train peer
supporters. For example, Bergmann told her, if you have
X hours to train them, you need to cover topics A, B, and
C. i vou have X plos 4 hours, you can also cover topics
D and E. Bergmann provided a list of criteria for the
needed characteristics of someone who would make a
good peer supporter.

According to Bergmann, PTR is “a change agent for
departments outside South Caroling” Bergmann assists out-
of-State departments to tailor their own stress program to
meet their own needs. Bergmann stimulates them to think
about the mportant issues involved in establishing a pro-
grarm, asking them, for example, “What's your State’s poli-
¢y on workers” compensation”? How much money are you
prepared to spend? What have you already tried to do
address officer stress?” After thinking through the answers
to these and other questions, the DOC chooses a model. By
acting in this catalytic capacity, Bergmann can say, 1 did

3 days of training in Texas, and they did 90 percent of the
work itself”

For further information, contact:

Lawrgnce Bergmann

Director

Post Trauma Resources

1811 Bull Street

Columbia, 8C 29201

{803 765-0700; (8007 4596780
fax (BO3) 7651607
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Chapter 4: Program Staffing, Training,

and Networking

While the organization and structure of the stress pro-
gram are important, staff talent and dedication—profes-
sional counselors and peer supporters—make or break
the program. As a result, recruiting, screening, training,
and monitoring stress program staff—the subject of this
chapter——are of the utmost importance,

Professional Staff

Recraiting and training talented clinicians requires sensi-
tivity and close attention,

Recruitment and screening

Most programs find new staff by word of mouth, Nancy
Bohl, The Counseling Team’s director, has never had 1
advertise w il new positions, relying instead on a list of
colleagues who have expressed interest 1o her over the
years in any available openings. Jennifer Wolf, a coun-
selor with Post Travma Resource in South Carolina,
reports that she already knew Lawrence Bergmann, the
program’s director, before she was hired because she had
been the administrator in South Carclina for juvenile
group homes and shelters, However, Wolf learned of the
job opening from a newspaper advertisement. Bergmann
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reports that he now hires experienced clinicians who no
longer want the headaches of solo practice.

Some counselors come to the program with experience
treating correctional officers on, more frequently, treating
police officers or other public safety personnel (e.g., emer-
gency medical technicians, foefighters). Because not all
counselors have experience working with correctional offi-
cers or in prisons or jails, the California Department of
Corrections requires mental health professionals who pro-
vide services to victimized staff to at least tour a prison.

Even if counselors lack corrections experience, they may
not find it difficult 1o work with correctional officers,
lulie Rathbun at The Counseling Team

in San Bernardine had no expertise in -
corrections before coming o the
organization, but she had done critical
incident debriefings with a fire depart-
ment as & psychology intern and had
done crisis intervention at a mental
health center. After she was hired,
Rathbun steeped hersell in The
Counseling Team's corrections litera-
ture. “1 also learned from clients about
their corrections-related sources of
stress,” she savs. “In any case, they have the same person-
al problems evervbody has—relationship problems.”

Bergmann sees trauma as generic—staft do not have o

be experts in every kind of trauma or every profession.
With good skills, sensitivity, and a minimun of subject
area knowledge,” Bergmann says, “we can float back and
forth among DOCs, banks, schools, and other industries
where employees can experience tranma,”

ool lohn {%W%miy
testing not psychodynamic, fuzzy or lonp term, Deal with the content :ma:i affect Whats the pmbiam, and how is
it allecine youl Help th

thair jobs are on the ine”

Itis tm counselor’s ;:zbzfzty to
help officers solve problems
in a caring manner that is
probably the most important
consideration in the thera-
peutic relationship.

Some correctional officers report they prefer clinicians
who have some familiarity with prisons or jails, but other
officers say it makes no difference. Ultimately, it is the
counselor’s ability 1o help officers solve problems in a
caring manner that is probably the most important con-
sideration in the therapeutic relationship with this type
of client {see the box "Favored Approaches 1o Treating
Correctional Officers™).

Training and monitoring
Most new clinicians fill in their gaps in correctional
experience through conversations with other counselors
and on-the-job observation. New clinicians at The
Counseling Team spend 3 months
""" accompanying a veteran stalf member
to debriefings. A new counselor at Post
Travma Resources sat in on four coun-
seling sessions that Bergmann con-
ducted, observed him facilitate two
debriefings {one at a bank), and
attended a 2-day training session he
ran for critical incident debriefers in
Virginia. Bergmann also conducts case
reviews every week with new staff.

Drirectors of counseling agencies supervise clinical staff
primarily through regular or ad hoc meetings to discuss
how cases are progressing and how to deal with problem-
atic clients. Bohl reviews evalvation forms filled out by
clients to identify difficulties counselors may be experi-
encing.

solving, cognitive,



Peer Supporters

The formality of the process
for recruiting and screening
peer supporters varies con-
siderably among programs.

S—— s selected based on some combination

Recruiting, screening, and training
peer supporters is tme consuming
and reguires funding (see the box
“Training Peer Supporters Requires
Money™). This commitment of time
and money is one of several Bmita-
tions involved in using peer supporters as the principal
component-—or one of several components—of a stress
program, However, if the screening and training are well
done, and if followup training is provided, a peer support
program o component can bring many benefits to officers
and the department (see the box "Using Peer Supporters:
Benefits and Limitations”),

Recruitment and screening

Some stress programs accept applicants for peer supporier
positions solely on the basis of their desire 1o help troubled
colleagues. However, some would-be peer supporters, in
addition 1o not being competent (for example, they con-
stantly feel compelled to give sdvice), may have inappro-
priate motives for joining the program. According to an
assistant warden in Texas, “Some officers get on trauma
teams 1o score points with wardens” James Hollencamp,
coordinator of the Massachusetts DOCs Peer Stress Unit,

observes that “Some younger officers
are atiracted by not having to work
weekends (although they must be on
call)”

Program stafl suggest that peers be

of the following criteria:

Reputation as someone whom others already seek out
for informal peer support.

Nomination by other officers,

High-guality social skills and ability to empathize.
Ability to withhold advice,

A capacity to Histen and suggest options.

Ability to keep confidences.,

Availability 24 hours a day.

Previous use of the program.

Ability to complete the training program successfully
{trainers have an excellent vantage point from which to
identify inappropriate candidates),



PROGRAM BTAFFING,

Program staff recommend that individuals of all
encouraged to become peer supporters because many
officers are reluctant to turn to someone of higher or
lower rank for support,

The formality of the process for recrulting and screening
peer supporters varies considerably among programs,
Prospective unit (facility) team members in Texas” Post
Trauma Program complete an application form (see
appendin Ak Members serve Lovear renewable tenms,
Current peers in the Rhode Island Department of
Corrections Stress Unit refer potential new peers to Mark
Messier, the program coordinator, and
to John Carr, the unit’s clinical super-
visor. Messier and Carr interview
applicants, asking why they think they
would be good peer supporters.
Messier also talks to their colleagues
“1o find out if the person really cares
about his or her brothers and sisters
and would do anything for them.” According to Carr,

“Evervone has a reputation, and it's easy to find it out in
a closed system [like a prison]”

The Massachusetts Department of Correction’s selection
procedure is very formal, perhaps becanse the peers are

Who trains the peer
supporters is extremely
important.

regular paid officers reassigned to the Stress Unit as full-
time peer supporters. The Massachusetts DOC’s Human
Resources Department recruits new or replacement staff
for the Stress Unit by posting positions throughout the
department. The last time an opening was posted, an
interview panel, consisting of current unit staff and
Dennis Cullen, the DOC’s deputy director of human
resources, received 15 applications and recommended

3 to the commissioner for final selection.

Panel members look for applicants who have already
helped other emplovees, The commitiee checks appli-
cants’ records 1o see if they have
abused sick time (because they might
do the same as Stress Unit stafl).
Candidates who make the initial cut
return for a second interview with the
panel. At his second interview in 1998,
Dick Gould recalls being asked, “What
would vou do if a correctional officer
comes up to you and says he is gay and coming out of
the closet”™? Gould’s answer: “I's your business, and vou
might want to keep it confidential in this business—rno
one needs to know. But if vou're willing to take a lot of
guff, then go ahead.” Later, as a program staff member,
more than one officer came to Gould with this concern,



Initial training

Who trains the peer supporters is extremely bmportant.
According to Debbie Liles, Texas Department of
Criminal Justice assistant director for administrative
review, “It's difficult 1o find experienced post-trauma
trainers for correctional programs——ithat was the toughest
problem [for us when we began the program], finding
trainers who knew corrections” Liles eventually discov-
ered Post Trauma Resources” Lawrence Bergmann (see
the case study on Post Trauma Resources in chapter 3).

Bdward Stelle, the chaplain who supervises the
Multnomah County Peer Support Program, says, "1 real-
ized [to make the program work] | needed the best people
in the United States to help us out” So Stelle brought in
Roger Solomon (a wellrespected travma expert), an
Oregon State wooper turned psychologist and a police
trainer from Long Beach, California, o train the peer sup-
porters, Later, he had Nancy Bohl (see the case study in
chapter 3) come four times 1o train other new peer team

members, “It didn't matter what they charged,” Stelle says,

“because [ wanted the best. In addition, the peers them-
selves felt the program was a good one because they were
heing trained by twp-notch people”

Training peer supporters generally focuses one

= Developing skills for active listening.

training manual. Kristy Paine, a
training. Paine reports,

ach of us 1o
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¢ Discouraging peers from giving advice,

&

Recognizing and assessing colleagues’ problems,

« Determining the need for referral to professionals.

#

professional assistance.

According to Gina Buonamici, assistant personnel officer

with the Florida Department of Correction,

{Larry] Bergmann [of Post Trauma Resources]
uses role playing in the training [of peer support-
ers]: bow fo respond to someone after a crisis
through basic listening, clarifying, and feedback
skills, Bergmann passes out the scenarios for dif-
ferent players [see appendix B and tells them 1o
respond. Afterwards, Bergmann and the partici-
pants critigue the role playing in terms of what
were effective steps the peer took or fatled to take.

Ongoing training
According to BEdward Stelle,
Onee you have the program running, train over
and over and never stop because peers then become

better and better—and they won't stay [actively
involved] unless they feel they are doing something

rld to know. That got us on the

road to trusting each %@wn and It made us realize how i;mi tis im an officer to

mhake their own decisions. {Nws:y} iﬁmh [The Coi;mefmg Team's sitrec:mr} said the supporter doesn’t gi give

> explore alternative
solve problems, just provide o

t we're not &%%m W

ons. They have to éﬁﬁzé with the solution. But you can’t wait for them to
come up with options; you have to help them come up with options.

Selecting the proper resource as a recommendation for
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positive. Peers keep asking me,
“When will we be trained again?”
because they keep running into
new problems, such as an officer
who is avoiding all the other offi-
cers on the shift because he feels
left out,

Because training is 2 big undertaking
due to shift problems, Stelle brings In
a consultant o do the training onsite
at different tmes during the same

- Peer §
visit,

Bvery 3 months, San Bernardine's

counseling team asks the peer support coordinators with-
in each corrections agency and police department with
which it contracts to send 2 notice offering a free 3-hour
followup tralning session 1o all peer supporters, with
one of the agencies taking responsibility for sponsoring
the event and bringing refreshments. By laviting peer
supporters from several prisons and jails (as well as
police departments), the counseling team can assemble
enough peers to make the training cost-effective,

Family Services Soclety in Rhode Island takes the

same approach of inviting all the peers in both the

DOC and the law enforcement agencies that the organi-
zation serves to the 2-bour followup training sessions it
offers every other month, The training addresses topics
the peers themselves have expressed an interest in,

such as confidentiality, sulcide indicators, and domestic
violence.

The Regional Seaff Support Teams in Texas use the oper-
ations manual as a guide o formulate and conduct annual
training for unit team members within thelr respective
regions. In 1997, unit wam raining consisted of a role
play of a reenacted incident from start to finish, The
peers travel 1o one location within the region for the
all-day training.

nitoring

Programs have found ways to keep
track of peer support activity without
compromising the confidentiality of
the process. Some programs ask peor
supporters to complete contact sheet
logs without recording the names of

Traiwing,

“Once you have the program
running, train over and over and

- Echwaard |, Stelle, coordingtor of the
Muftnomah Courgy $h

Programs have found
ways to keep track of peer
support activity without
compromising the
confidentiality of the process.

AND METWORKING

the officers with whom they have
talked. The Counseling Team's
checklist asks for whether the per-
son was uniformed or civilian, male
or female, and a family member or
coworker, Peer supporters also
record the stress-related issue for
which support was given, ranging
from problems with coworkers ©
financial concerns o aleohol abuse,
According to Nancy Bobl, the
forms are useful for determining
whethop—

eriffs Deportment’s

» Peers are overworked,

* Too many peers work the same shift, leaving other
shifts uncovered.

« Temporary departmentwide problems need o be
addressed—{for example, # rash of officer divorces
in one department prompted Bohl to offer the peers
a seminar on marriage and family support,

A number of corrections departments train supervisors—
typically, sergeants and Heuwtenants—10 recognize signs
of stress among officers and refer the officers 1o sources
of help, This training Is important becausge

* supervisors are in an excellent position w spot changes
in officer behavior that may suggest problems, and,

+ i their position of authority, supervisors” recommenda-
tions that officers seek help may carry more weight
than when other line officers, including peer supporters,
make the suggestion,

Examples of supervisor training

As part of the Rhode Island DOCs
contract with Family Service Society,
John Carr and Mark Messier explain
o midievel staff during thelr annual
inservice training how supervisors can
identify troubled employees. Carr tells
them, “Work from vour sength {ss a
trained supervisor—observation and
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:cmmwi‘mg they do and zap;mm: t&ey provide mm@a around issues of injury and death and because counselors
and m%smmm may periodically have to work i»gmg hours, mimmg nights and weekends.

“Helpers are the last people to
éwmemix: violence cases a week?

awareness of human behavior and changes in behavior.
If the officer agrees he has a problem, refer the person 1o
the Btress Unit; if there’s no problem, vou've shown you
cared.” Messier gives them the list of peer supporter
names and locations, telling the supervisors that the
peers can talk with officers at the supervisors’ request,

Two California sheriff’s departments have given Naney
Bobl a block of time in their academies for correctional
officers and road deputies who are becoming sergeants
1o focus on opportunities to help troubled officers,
Appendix C outlines the agenda Bohl follows.

Employee Assistance Program (EAP)
training

Fach New York State Department of Correctional
Services fucility typically has three employees (uni-
formed or civilian) who have been appointed as full-time
EAP coordinators. The coordinators are the emplovees’
Haison to sources of help for evervihing from debts to
illness. However, the coordinators may not initiate a
conversation with an officer about a problem without
permission from a supervisor.
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As a result, a number of BAP coordi-
nators periodically conduct 2- to 3-
hour training sessions for supervisors
to familiarize them with the EAP's
services, explain how supervisors can

wlentify emplovees needing assistance,

and provide strategies for motivating
employees to take advantage of these
services. Two pages from the EAP's
3.page coordinators instruction man-
ual (reproduced with permission in
appendix D) provide the BAP coordi-

nators with a scenario in which a supervisor helps s
hypothetical employee, Joe, whose work performance
has declined, o take advantage of the BAP's services,

Coordinators use the scenario to show

they can motivate officers to accept referrals for help.

According to a sergeant who attended

T made use of the idess twice in the 6 months alter

the session, | referred two officers

STA

y "
47\45..3,

“I f&f@f{ﬁé two line sﬁ?ﬁ@m
to the EAP because the
[supervisor] training
reinforced doing this and
what to watch out for ..
both officers returned from

taking some time of

supervisors how

the training,

B RS

because the training reinforced
doing this and what to watch out for,
After both officers returned from
taking some time off, 1 could see
they were back 1o their normal
selves, One officer thanked me for
the referral, Either they didn’t know
about the EAP's services or they
were too embarrassed to go until

I suggested it

Developing a Network of
Reliable Referral Resources

Because of lack of time or expertise, no stress program
can provide all the counseling services officers, civilians,
and their family members may need. Peer programs in

particular need access to psychologists to whom they can

to the EAP

refer officers who need professional help. Peer support
programs and professional counseling organizations alike

Ew&mw Asmwmm m;mms mﬁ n stnm Rﬁsamms

@&m&ag;m or organiz

amp%ygw mly one free wisiz to assess zi%a it nmé& and thm refers officers o pmfess s‘mé x:msﬁs




need access w quality inpatient services, Selecting these
outside resources is important, If officers conchude these
chinicians and hospitals are incompetent or not confiden-

they refer officers. Family Service Society uses Butler
Hospital, a private psychiatric facility affiliated with
Brown University in Providence.

tial, the entive stress program may be
compromised.

Program staff can select outside service
providers based on

» professional qualifications,
* ability to respond guickly, and

s third-party insurance coverage.

Most stress programs identify promising resources by
word of mouth from other professionals or from officers
who have used the services, Program staff typically

encourage officers they refer 10 report
their opinions of the practitioner or
facility,

Outpatient counseling

Fven stress programs that have their
own in-house clinical staff, such as
Family Service Society, Post Trauma
Resources, and The Counseling
Team, sometimes need access o
qualified outside counselors. First,
these programs typically offer only
short-term counseling, Second, even
if they can offer unlimited treatment,
most programs need access (o outside
clinicians during times of overload or
for specialty areas, such as family
therapy, child therapy, and eating dis-
orders, Finally, some programs may
be too far away from an officer’s
home to travel to conveniently,

Inpatient services

Most programs have a single psychiatric hospital and

Even stress programs that
have their own in-house

need access to qualified
outside counselors.

« T ———

“This [day hospitalization] is

my treatment preference
because it’s not as intimidat-
ing to officers as confining
them 24 hours a day in @
facility—>by profession, they
are the keeper of the keys,
and being locked up fright-
ens them because of its loss
of control. In addition, they
can still be connected to the
community and their family
evenings and weekends.”

e fohiny Corr, director,
Family Service Society

Robert Hamel, Butler’s day program
(“partial hospital”) director, gives cor-
rectional officers special attention
when they arrive, Hamel often meets
the officer in his own office and does
the intake evaluation himself, He
makes sure officers are seen right
away and do not have 1o remain in the
waiting area where they can be seen.
Hamel says officers tell him, "U'll be

embarrassed coming here if anyone finds out” Hamel:
“Do you know anvone who's been here?” Officer: “NoJ”
Hamel: “So you know no one will report you've been

here.” Hamel then explains the perti-
nent statutes and the hospital’s rules
regarding confidentiality.

Butler serves 10 to 12 correctional offi-
cers a vear in the day hospital and 1 or
2 a3 inpatients. Having access o a day
hospital option can be especially impor-
tant. “This is my treatment preference,”
John Carr says, “because #'s not as
intimidating to officers as confining
them 24 hours a day in a facility—by
profession they are keeper of the keys,
and being locked up frightens them
because of its loss of control. In addi-
tion, they can still be connected 1o the
community and their fumily evenings
and weekends.” (See the box “Rhode
Island’s Stress Unit Arranges for an
Officer o Be Hospitalized™)

Hven if the program has highly talented
staff, officers will not beat down the

program’s doors for service unless the staff find a way ©
gain support from the corrections community. The fol-

one or more substance abuse treatment facilities to which

lowing chapter suggests how to win over corrections
administrators, unions, and line officers,
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mily members can reduce the officers’ stress and help officers avoid bringing family
1 gsmhﬁmﬁ to work.

" can teach ftmﬁm&s and w?vez how to relieve officers’ stress mﬁ spot ﬁigm cxf stress
Mzz ma;af Wﬁﬁ re professional attention.
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To be effective, a stress program needs o have
s+ the support of top correctional administrators,
s« the involvement of union officers,

+ the trust and confidence of line officers and civilian
emplovess (the program’s primary “clients”™), and

+ involvement of family members as clients and
SUPPOTIETS,

This chapter describes the contribution each of these four
groups can make 1o the program’s success, along with
strategies program coordinators have used successfully w
enlist their support.

Clearly, without support from administrators, a stress
program will not succeed. This includes support not only

oo

o alow their support to
ot o __

from State commissioners of corrections and sheriffs bt
also from individual facility wardens and jail managers,
Chapter 1 identifies several compelling reasons for
administrators 1o consider implementing or expanding a
stress program, including saving money and improving
facility safety, Talking with administrators-——several of
whom are idestified throughout this report—who have
actively supported and funded stress proprams can also
help convince reluctant commissioners and sheriffs of a
program’s benefits.

Cemnissioners can require wardens, and sheriffs can
order jail administrators, to conduct specific activities,
However, as Bd Owens, deputy director of support

services for Texas” Institutional Division, says,

You need a sales job because wardens could do it
by the letter, not the spirit. And, if there’s no spirit,
employees will see through the program as mean-
ing nothing. Since we gravitate toward the attitudes
of the person at the top, if the warden thinks people
who need help are weak, emplovees won't admit

ches the inservice pre
L you

o

Ve pive pear sy s rmianze b




they need belp. As a warden 1 had 1o tell officers,
“You're tough, but T won’t think any less of you-—
1 will think more of vou—if vou get help”

To convince wardens of the Post Trauma Program’s
value, Blaine Smith, the program’s coordinator, got on

the training agenda for each region's
monthly wardens meeting to introduce
thern 0 the program operations manu-
al and the programs.

» Smith asked the wardens 1o identify
eritical incidents in their facilities
and then asked, “Who wok the offi-
cers 1o the hospital?” Answer: V1
sent a captain—and fost his services
for the rest of the afternoon” Smith:
“If you had a peer team, the captain
would not have to go. A peer could
do it--and also offer consolation

and enhance the employee’s coming back to work the

next day.”

« Smith told the wardens of an officer who was “cold
by an inmate who had never given him any
rrouble before, “He was embarrassed 1o heck in front of

cocked”

his peers. He remained preoccupied and distracted for
weeks because he felt he should have been alert at the
time and should have seen the blow coming” Smith

tells the wardens, “The officer just needed time off to

Wardens from other
regions who had called on
the regional support teams
for help after critical inci-

dents at their facilities
told their colleagues how
the debriefings had
benefitted them.

tatk with a peer; instead, he was a security risk in one
of your facilities”

Of most value, Smith asked the region-
al prison coordinators (o Invite one or
two wardens from other regions who
had already called on the regional sup-
port teams for help alter oritical inci-
dents at their facilities to attend their
wardens meeting. These “sold” war-
dens told their colleagues how the
debriefings had benefited them.

One warden talked about an incident
in which a female officer was raped
in his facility, and the unit team and

regional team both responded 1o the incident. According

to an attendee, the warden, a well-respected, long-time
prison administrator—and a 6-foot, 4-inch former

Marine--made an extremely effective pitch for the pro-
gram. The warden explained that the unit team members
were at the prison to support the officer before she even
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left the facility, and they went home with her. As a result,
he felt he did not have to worry about this. He said the
peer supporiers calmed the unit staff who were upset,
letting them vent. The warden told the other wardens
that he was surprised to find employess admitting

they help, Later, the warden heard directly from
several employees that they felt the teams” involvement
showed that the system cared about them. Employees
felt, he said, “Look what the warden did for us)”

Wardens and jail administrators typically have three
principal concerns about a stress program:

» Some officers will abuse the program o get time off
from work

« Officers may confide policy breaches or ilegal activity
10 peer supporters which will not be reported to super-
visors; and

» Peer supporters will spend too much time away from
their posts talking to other officers.

Programs have adopted different strategies for addressing
these concerns, At monthly wardens meetings, Blaine
Smith made clear that

» Peers do not investigate incidents. Although some neg-
ative information about wardens may come oul, peers
arg told not to discuss the oriticisms with the officer or
anyone else,

« The program permits team members o provide support
only with permission of thelr irmediate supervisor or
after contacting the team leader, typically when an offi-
cer needs immediate help,

All stress program coordinators clarify for wardens and
jail administrators that peer supporters must well supervi-
sors if they hear information from other officers that
would compromise institution safety or that involves
criminal activity.

As the bargaining vnit and officers” primary representative
with management, the officers” undon s In a unique posi-
tion to stymie or promote a stress program. Union leaders

O N
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can demand that officers be paid overtime or given com-
pensatory time whenever they provide peer support, and
they can tell thelr members that the peer supporters or
counselors do not keep visits confidential and are a tool of
management, It is therefore essential to obtaln union sup-
port in the planning or early stages of the program.
Connecticut’s FOUUS program is a case in point)

Connecticut’s collaboration with the
union

There are 4,100 correctional officers and 2,900 civilians
in the Connecticut Department of Correction’s 23 facili-
ties. In 1999, the department planned a new stress pro-
gram funded by the National Institute of Justice (with
tn-kind contributions from the DOC) called Pamilies,
Officers and Corrections Understanding Stress (FOCUS),
The program offers 2-hour inservice and after work sem-
inars to officers and thelr family members on financial
management, parenting skills, conflict resolution, and
other topics based on the results of & survey of officer
stress. The department has contracted with its existing
EAP provider to offer followup counseling for officers
and family members as needed.

Officers in Connecticut are represented by three
American Pederation of Suate, County and Municipal
Employees (AFSCME) locals, gach covering a different
region of the State. A FOCUS committes consisting of
the presidents of the three locals or their delegates, the
stress program director (representing the 3, the Hai-
son with the DOC's contracted BAP program, and, ini-
tially, the DOCs personnel officer responsible for work-
ers’ compensation decisions first met a8 often as twice
weekly for 3 hours to guide the development of the pro-
gram, At these meetings, the three union delegates pro-
posed significant changes in the original program plan:

{13} The original grant proposal called for survey-
ing officers in 4 of the State’s 23 facilities. The
unions asked 0 add the supermaximum security
facility wo the lst and to substitute a jail for one
of the original four prisons. (The Connecticut
DOC runs the State’s jails.) The union felt that
including officers in these facilities would broad-
en officer representation. The DOC agreed to the

changes.
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{2y The unions objected (o providing the EAP
with 560,000 of the $100,000 Federal grant.
According to Michael Minney, president of one
of the three unions, “Initially, the BAP was going
to do the survey, but our members felt that it
should not because [with its vested interest in
increasing referrais], the BAP could appear o
have a conflict of interest that would damage the
program’s credibility.”

{3) The FOCUS commitee had planned to offer
the seminars to officers on weekends, during lunch,
or after work, The committee proposed using time
during the anpual week-long mandatory inservice
raining when the program would have a captive
audience and there would be no additional cost to
the DOC, Facility administrators determine what
will be taught during 2 days of electives, so they
could agree to include stress fraining, The DOCs
inservice training commitiee and
the relevant deputy superintendent
agreed 1o use one of the days for
stress training at the five facilities,

According to
Deputy Commissioner for
Administration, union sup-
port was essential “to get
the word out to staff that

this isn’t management bull”

The unions were also concerned man-
agement might use against thelr mem-
bers any information from the survey
that suggested the presence of aleobol
abuse among officers or, if the results e .
idicated officers did nor experience
unusual stress, claim that officers were overpaid.
Management, in turn, was concerned the unions might
bring up any findings that suggested officers hated their
supervisors or, if the results showed extreme stress
among officers, ask for salary increases. As a result, the
union and DOC signed a memorandum agreeing that
neither party would use the results of the survey during
contract negotiations,

Maria Houser,

CORRBEOTIONAL WIFFICER STRESSH

Reflecting their participation in the FOCUS program as
an equal partner with management, the unions will make
crucial contributions 10 the stress program’s success:

« The unions offered to contribute $9,000 1o the grant—
$ from each local—if the money were needed,

%

o According to Robert Parziale, the president’s Haison to
the FOCUS committee from one of the three locals,
“The upions will promote the program to officers by
letter, roll call, direct mailings, newsletters, union
meetings, and the union Web page. The union has been
telling officers that the program is for them, not a hid-
den agenda to help the DOC”

¢ The union matled a2 one-page memorandum (see exhib-

it 513 to all members in the five facilities involved in

the survey, signed by the DOC commissioner, the three

union presidents, and the AP contract manager,
describing the program and urging
members to answer the program’s
forthcoming survey guestionnaire. The
memorandum asked the officers o
“please encourage vour family meme
ber(s¥significant other to participate in
the educational programs as they are
developed in response to the question-
naire.”

According to Maria Houser,
Connecticut’s deputy commissioner
for administration, union support was essential "o get
the word out o stalf that this isn’t management bull”
Parzinle adds,

The program would have been dead in the water
without union support. Most officers are skeptical of
the DOC’s motives, so they would have refused to
take the survey without union support—1they were

e
e unon oo

gyer o work o
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already afraid [about taking it] because of confiden-
tiality concerns——for example, [afraid about] report-
ing that their supervisors are a sowrce of stress.

Parziale adds that the unions have taken a risk in support-
ing the program: “We're going out on a imb if the pro-
gram fails. People . .. could think the
union sold out to management.”
Michae! Minney agrees about the risk
but for a different reason: "I officers
don’t buy into the program and {do
not] believe it to be confidential, they
could give a false sense of security o
DO Thy not reporting stress on the
questionnaire].” However, union offi-
cers and DOC administrators alike
betieve that the FOUUS program may
have spinoff effects that will improve
iabor-management relations in other
areas. According to Parziale, "FOCUS
is a way o collaborate, not fight,
FOCUS {union] committes members can [now] alk

with deputy commissioners and wardens civilly on

other issues because FOUUS got them working together”

Unions, too, stand to benefit from a
stress program

Unions increasingly ask for employee stress programs
as part of their labor-management contracts with cor-
rectional administrators. In addition to securing an
wnportant employee benefit by including stress pro-
grams in the contract, unions benefit from a stress
program because administrators may be willing 1o put
suspensions or terminations on hold while they offer
an officer a chance (o go o the program and recover

« According to Dennis Cullen, the Massachusetts
DOCs deputy director for employee relations, “in
deliberations with the union on a proposed suspen-
sion, stewards may say they want to get the person
into the Stress Unit, and 1 may put the suspension on
hold until the person returns to work and functions
productively or goofs up again.”

¢ According to Richard Ferruccio, second vice president
of the Rbode Island Brotherhood of Correctional

According to Richard
Ferruccio, second vice presi-
dent of the Rhode Island
Arotherhood of Correctional
Officers,“The program helps
us in disciplinary cases—we

can represent
better by explaining
person is getting help.”

Officers, “The program helps us in disciplinary cases—
we can represent the officer better by explaining that the
person is getting help” Like a court diversion program,
the union can sometimes delay a disciplinary hearing if
the person is getting help: if the person remains in coun-
seling, discipline is held in sbeyance: if the person’s per-
formance is satisfactory after returning
o work, the hearing is never held.
“Both parties win,” Ferruecio says:
“The emploves corrects his or her
behavior, and the departiment gets a
better employves and doesn’™t have ©
replace a valued worker”

cers

Without effective outreach to make
officers aware of the program, it will
not be used. Cutreach may not be a
problem when the department mandates attendance at
eritical incident debriefings. However, for officers 1o
initiste contact with the program. they must be familiar
with what it is and does,

Departments that plan new programs need o keep sever-
al points in mind when marketing thelr services:

¢ pain the support of management and labor (see above}
before attemnpting to win over line officers,

» ynake outreach an ongoing program activity, not a
one-time effor,

s be patient, and

« use several strategies for making officers aware of the
PrOgram.

Programs have used g wide range of approaches to
encourage officers o use thelr services,

Letters

When sheriff”s departments first contract with San
Berpardine’s Counseling Tearm, all stall receive a letter
with their next pay check that presents the organization’s



The American Federation of State, County and Municipal Employees (AFSCME), an affillate of the
Federation of LaborCongress of Industrial Organizations (AFL-CIO), represents 130,000 correctional officers
nationwide. Since 1989, AFSCME has sponsored a consultant, Roger lohnson, to provide 6 to 10 half-day semi-
nars a year on “Stress Survival for Correctional Personnel” at the request of correctional conferences and
workshops and national and local AFSCME conventions. Local AFSCME councils and employee assistance
programs also request johnson's services.

Fow AESCME mvente, the ntiomnl voinn or local Lnion councll {ohnson’s fee and wravel &
traning and education budger. Employee assistance p s use their discretionary money to fund the semi-
nars. Participants hear about the seminars largely by word of mouth or by talking with Johnson informally during
the conventions,

the effects stress can have on the mind and body to his audiences and discusses techniques
for reducing stress, including progressive muscle relaxation, exercise, and meditation. Johnson turns out the
Hghts and twrns on a relaxation ape.

Iohnson emphasizes that “stress is your %g@gmmz%@ ty-—clon's Dlame the system, tike charpe. Your tesponse is
what is eritical, not what happens to you! n correctional officers say they are afraid 1o go to their EAP
because they will lose their jobs, johnson tells them, “That could be a form of denial. i you're under consider-
able stress, you don't have much 1o hold on to g What's important is that }6’% ke soroe aotion”

Iohnson tells the officers they have to lose their cynicism and negativity. “Prison isn't the world-—you need to
forget the prison; take your glasses off when you leave” However, this takes practice, he warns them.

icip
Johnson’s hope Is that participants “take one or two things from the workshop—lor example, removing
the salt shaker from the dinner table” Sergeant Dan Jensen from Wisconsin attended Johnson’s session at a
aroral ARRCME cormvenion in Sustn, ¥l had been diappointed w orher stoess weoriahons, bt word of
said Roger’s was good. 1t wasr't a lecture—do this and that o with stress; |
and said you pick. As a result of the W&?’%&%g’%@% | now take 40 minutes to walk my
Work sary to use U ot wandd | lost 40 pouncs. Dve kept Die vl
repores he kept the booklet gmé@mm gﬁ ibuted on stress and stll refers to it occasionally
5 secomis o 1 interviaw],

work, and | come o
less stress” ensen
puiling it out in

s S

Pavricipanns @m@ &g@ o knsog alter the semivars 1o 2k i Tor retereals, e r
Rationa Brotive Therap

“because s &ﬁgﬁmmﬁ is handseon problem solving Corvectiors officers don’s wenr savch

jumbo,” Johnson says; “they want to take control of their problems” The Institute headguarters can refer callers
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services and explains how 10 access
them. Any Massachusetts officer
being disciplined {e.g., for tardiness) is
made aware of the Stress Program in
the letter of discipline,

Inservice training

The Counseling Team and Rhode
Island’s Family Service Soclety
conduct outreach during inservice

first contract with San
Bernardino’s Counseling
Team, dll staff receive ¢
letter with their next pay
check that presents the
organization’s services and
explains how to access them.

DRABCTIONAL FFICER

gram coordinators and lead facility
peers are posted on bulletin boards
and central control areas of the five
Multnomah County jails.

Announcements

When the Massachusetts DOC Stress
Program moved to a new location in
1985, the superintendent sent a2 memo-
randum to all staff advising them of

training.

Academy training

The Massachusetts DOC Stress Unit sends male and
fernale peer supporters to give a 2-hour presentation 1
gvery new academy class. The male stalf member, 2
former heavywelght boxer well known in the area,
makes clear that the program is not for “wimps.” The
female staff member makes clear that the program is
also for women, When one officer needed 10 see a pro-
gram staff member 2 vears later, he still had the wele-
phone number from his academy packet.

Schmoozing

Counseling Team staff do “jaib-alongs.” hanging out with
officers and having coffee. By chatting with officers they
used 1o work with, the peer supporters in the Massachusetts
DOCs Swess Unit get to meet new officers,

rochures

Texas’ Post Trauma Program distributes brochures about
the program to officers during inservice training. The
Riverside County Sheriff’s Department distributes an
attractive {Her on its Peer Support Program to every
employes (see appendix ).

Postings

Mark Maessier, the Rhode Island DOC Swess Unit coordi-
nator, sent 2 memorandurm to every warden and deputy
warden asking them to post an attached updated Jist of
peer supporters in visible areas in their buildings. The

Hst provides each peer’s name, building, shift, elephone
number, and pager number. The lst of Stress Unit pro-

the move and reminding them that—

This program is open to all Department of Correction
staff and thelr families. Referrals will be treated with
the utmost confidentiality. The administration and
Union are strong supporters of the Stress Program
because it has been 8 great educational and treatment
tool.

The memo ended with the Instruction, “T0 BE READ
AT ROLL CALL FOR THREE (3 CONSECUTIVE
DAYS)”

adges

While responding to a critical incident, Texas unit team
members wear badges that read “Unit 8128 Support
Officer” and show the peer’s last name,

The best sales approach remains word of mouth. Officers
in the Massachusetts DOC ask other officers, "Who's
that guy who comes into the Charles Street Jail?” “Tom
MeNeeley,” “What's he doing here?” “Talking with an
officer who's having some problems.” “Oh. How do |
reach him?”

Working in a prison or jail can ke a premendous ol on
a correctional officer’s family and significant others—
even when it does not affect the officer. Family members
may experience stress because

» rotating shift work and overtime disrupt family
activities;

63



64

+ the officer peeds 1o feel in complete control in the
home (“Your kids aren’t inmates,” one wife told her
bsband after he barked orders at
his children);

» they are afraid the officer will be
hurt or killed:

s the officer has been it or

= their friends and other family mem-
bers think all officers are brutal
Weanderthals,

Why involve family members?

By training, counseling, and otherwise

supporting family members, stress programs can do much
to ensure that these husbands and wives not only receive
the help they need but also remain or become sources of
support rather than an additional source of stress for their
officer spouses. Family members can add to an officer’s
stress if they resent the officer’s odd hours, moodiness, or
unwillingness to share experiences on the job, or if family
members keep expressing their fears about the officer’s
safety, Cathy Carlson, the Safety Office return-to-work
coordinator for the California Youth Authority, reports that,

After inmates killed a civilian employee, a lot of
wives said to their husbands, “You're never going

Carol Johnson

Because fam

are often the first to recog-
nize when an officer needs
help, they can also play a
crucial role by encouraging
the officer to seek assistance
before the problem
becomes severe.

e wife of a correctional officer, attended one of the Collier C
Spouse Academies. johnson went because she wanted to know what went on witl

CSNEURING PARTICIPATION

back there to work again” So [ asked Nancy [Bohl
if the officers could bring their family members
to any individual counseling they

— st went for, The staff appreciated that
ily members

opporiunity.

Finally, because family members are
often the first 1o recognize when an
officer needs help, they can play a cru-
cial role in encouraging the officer to
seek assistance before the problem
becomes severe, Family members are
more likely to recognize stress and
refer the officer to help if the signs of
stress-related problems and the avail-
ability of services to treat these diffi-
culties have been properly explained 1o them. (8ce the
box “A Wife Describes the Spouse Academy.”™)

The Collier County (Florida) Sheriff’s
Office’s Spouse Academy

The Collier County Sheriff”s Office manages two jails
with a rated capacity of 754 inmates supervised by 189
correctional officers. The department used a Corrections
and Law Boforcement Family Support (CLEFS) grant
from the National Institute of Justice to develop a stress
prevention and reduction program for correctional and
law enforcement officers. When the grant ended in

Sheriff's Department
er husband’s work.“The
in a critical incident”



December 1998, Sheriff Don Hunter continued
o fund one component, a semiannual Spouse

Expupry 5-2. ACaDEMY

Academy for the wives and husbands of correc-
tional and law enforcement officers,

Hunter personally sent every officer’s spouse a
letter announcing the availability of the acade-
my, stating, “The academy . . . will also provide
me with a means to ensure an agency climate
with less stress for each of us” Spouses were
given two options: an academy held from

6:00 pan. to 830 pon. on four consecutive
Wednesdays and an academy held from 9:00
agn, o 200 pan. on two consecutive Saturdays,
FEdward Ferguson, the agency’s career develop-
ment counselor, reports that some women tele-
phoned, saving, “U'm officer so-and-s0's signifi-
cant other, and 1 heard of this scademy. Can i
come, too?” Perguson accepted them, as well.

Each of the academies enrolled more than 38
family members, Perguson ran the academies.
Acey Bdgemon, a corrections Heutenant, facili-
tated and tanght in the academies, Exhibit 5-2
is an outline of the academy content. As shown,
the academy addressed the psychological make-
up of law enforcement and correctional officers,
critical incident stress management, and servie-
es available under the agency’s emplovee assis-
tance program.

Snacks, lunch, and child care were provided at
the academies. Bach participant also received a

comprehensive notebook of materials on stress
reduction and agency benefits and materials provided by
Concerns of Police Survivors (COPS).

Hunter spoke at the beginning of each academy, At the
end of the course, he handed cach graduate a certificate
of attendance and a photo 1D card stating that L, Don
Hunter, Sheriff of Collier County, hereby certify that

is a Family Member of Collier County
Sherift’s Office”

Fdgemon reported that “spouses on thelr registration
forms told us over and over that they had no idea what
their husbands and wives did in the jail—they were out-
side the loop. So we offered them a tour of the jail alter
the academy was over)”

Riceardo Rivas, one of seven psvehologists on the
agency's insurance carrier st and a principal speaker at
the academy, offered his clinical services, As a result,
two officers” wives made appointments to see him after
attending the Spouse Academy, one making a total of
eight visits over 2 months. Since the academies were
held, “We had about a dozen officers asking when the
next one is because they want their spouses to attend,”
Pdgemon reports. “About a dozen spouses called, oo

Hunter plans to spead $3,000 for each of two more
spouse academnies 1o cover Rivas' fee, food for partick
pants, materials, and postage. Hunter feels the academy
provides two benefits,
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First, it removes the anonymity of
the agency because the spouses get
o meet some of its administrators
[including Hunter], and they gain
confidence that the agency can take
care of its spouses’ needs,

Second, a spouse academy can
instruct the officers” husbands and
wives in specific types of stress
management they can practice in
their daily lives and with their
feorrections] spouses. When offi-
cers know they can talk to their
spouses about work problems, and
when the spouses are interested
and have finesse responding, the
officers” stress levels are reduced.

Why are these two goals important?

Many officers bring their family problems to work
and vice versa. If 1 can create cobesion in the fam-
ily and galvanize a relationship, it makes for a

1 ]

“If I can create cohesion in
the family and galvanize a
relationship [by offering a
Spouse Academy], it makes
for a healthier organization.
A healthier organization can
lead to reduced sick time,
which reduces the need for
overtime and the cost of
corrections to the taxpayer.”

- Collier County (Florida)
Sheriff Don Hunter

can lead to reduced sick time,
which reduces the need {or over
time and the cost of corrections
tos the taxpayer.

Gaining the participation of adminis-
trators, upions, officers, and family
members is only part of the work
involved in making the stress program
a snccess, The following chapter iden-
tifies three other activities programs
must successtully undertake 1o fune-
tion effectively.

Note

1. For further information about
the Connecticut Department of

Correction FOCUS program, contact Michael MoGarthy,
Personnel Officer, Central Office, 24 Wolcout Hill Road,
Weathersfield, CT 06109, wlephone number (860)

healthier organization. A healthier organization

692-6808; or Lawrence Mens, Contract Manager, ETP,
Inc,, 111 Pounders Plaza, Bast Hartford, CT 06108-3212,
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Chapter 6: Three Other Keys to Program

Success

In addition to the importance of staffing the program
properly and securing the participation of administrators,
union officials, Hne officers, and family members, stress
programs will not be fully effective unless they secure
officers’ trust in the stafl members” ability to keep infor-
mation confidential; provide an arvay of followup servic-
es after critical incidents, pot just debriefings; and work
with the department to reduce organizational sources of
stress.

This chapter describes how stress programs have tackled
each of these undertakings.

Securing Trust: Guaranteeing
Confidentiality
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