

PEER SUPPORT PROGRAM: Irving Police Department

421.0 Purpose

This policy identifies members and duties of the Police Peer Support Team.


421.1 Policy

This agency will provide emotional support to all employees of the agency who have experienced a traumatic, critical or highly stressful incident in their personal or professional life.


421.2 Definitions

Confidentiality: Barring an exception outlined in this policy, confidentiality will be maintained to protect the identity of employees and the content of the interaction between an employee and a Peer Support Team Member.

Crisis: An acute emotional reaction to a powerful stimulus or demand.

Crisis Intervention: Crisis intervention is “Psychological First Aid” or “Emotional First Aid”. It is a temporary, but active and supportive entry into the life of individuals or groups during a period of extreme distress.

Critical Incidents: Powerful traumatic events that initiate the crisis response (Physical or Psychological)

Critical Incident Stress: A state of cognitive, physical, emotional, and behavioral arousal that accompanies the crisis reaction

Critical Incident Stress Debriefing: A specific, 7-step group crisis intervention tool designed to assist a group of people after an exposure to the same significant traumatic event

Critical Incident Stress Management: A comprehensive, integrated, systematic and multi-tactic crisis intervention approach to manage critical incident stress after traumatic events

Debriefing: A confidential meeting between a Peer Support Team Member and an employee who has been involved in a traumatic, critical or highly stressful incident. The purpose of the debrief is to listen to the employee and to educate her/him in stress management techniques that are applicable to the experience. This is not an operational critique, a professional counseling session or psychotherapy and the content of a debriefing shall not be recorded in any manner (notes, audible, video etc.).

Defusing: A brief intervention by members of the Peer Support Team typically occurs within a few hours after a traumatic, critical or highly stressful incident with an affected employee. The meeting allows the employee a chance to discuss immediate concerns. The employee will be provided information on common side effects that are to be expected during traumatic, critical or highly stressful incidents. The exact time of the defusing will be determined by the Peer Support Team Member at the scene on a case by case basis, but should occur within the first few hours after the incident. This intervention is confidential.

Mental Health Professional: A practitioner licensed by the State of Texas (unless in an exempt agency) with the skills and knowledge of clinical diagnosis, treatment methods, and triage/referral process.

Peer Support Assistant Team Leader: A sworn member of the agency who serves as a Peer Support Team Member and will fill the role of Team Leader when required.

Peer Support Meeting: A private meeting held between team members and an affected employee who has been involved in a traumatic, critical or stressful incident. Discussions at the meeting shall be kept confidential unless mandated by law.

Peer Support Team: A team of volunteers selected by the chief of police or designee who is trained in Critical Incidents Stress Management. The focus of this team will be to prioritize the well-being of our employees.

Peer Support Team Coordinator: A member of the agency appointed by the chief of police who will perform the administrative duties and provide clinical oversight for the team.

[bookmark: _bookmark316]Peer Support Team Leader: A sworn member of the agency who will work with the Team Coordinator while acting as the primary point of contact on call-outs and supervise the day to day function of the team.

Peer Support Team Member: A sworn or non-sworn member of the agency who has been specifically trained in a departmentally approved Critical Incident Stress Management (CISM) course and recognized as a member of the Peer Support Team.

Post-Traumatic Stress: Very intense arousal subsequent to a traumatic stressor (trauma). Traumatic stress overwhelms coping mechanisms leaving individuals out of control and feeling helpless.

Privacy: The expectation of an individual that disclosure of personal information is confined to  or intended for the Peer Support Team Member.

Privilege: The legal protection from being compelled to disclose communications in certain protected relationships, such as attorney-client, doctor-patient, or priest-confessor. Title 9, Chapter 784 of the State of Texas Health and Safety Code recognizes CISM and Peer Support Services and provides guidance regarding privilege, privacy and confidentiality.

Privilege, Privacy and Confidentiality Exceptions: As outlined in 784.03 (b)(c)(d) of the Texas Health and Safety Code, an exception can be made by a judge or administrative hearing examiner that allows for disclosure if:

1. The disclosure is deemed more important than protecting the individual’s privacy,

2. A communication gives the Peer Support Team Member the reasonable belief that they need to make a referral or consult with another team member and or appropriate professional associated with the Peer Support Team,

3. The employee has communicated that they are or appear to be an imminent threat to anyone,

4. There has been communication relating to a past, current or future criminal act that does not directly relate to the critical incident or crisis,

5. The employee expressly agrees that the communication is not confidential or the employee is no longer living.

Trauma: Any event outside the usual realm of human experience that is markedly distressing. Such traumatic stressors usually involve the perceived threat to one’s physical integrity or to the physical integrity of someone in close proximity.


421.3 Organizational Structure & Functions

The Peer Support Program will function as a collaborative organizational structure with fluid membership under the direction of the chief of police.  The Team Coordinator and Team Leader will collaborate on the

[bookmark: _bookmark317]identification of a critical incident, what response will be implemented, and the membership of the Peer Support Group.


421.4 Composition and Responsibilities of the Peer Support Team

A. Police Peer Support Team Coordinator

1. Provides clinical oversight to the team

2. Maintains statistical data for planning purposes only (will not include names and other personal details)

3. Approves the use of Critical Incident de-briefings and coordinates the scheduling of a debriefing with the Peer Support Team Leader

4. Coordinates and facilitates debriefing the Peer Support Team Members

5. Maintain an on-call roster for all members

6. Coordinates and facilitates Peer Support Team meetings with the Peer Support Team Leader

7. Ensures support team members receive appropriate follow-up (debriefs the de-briefers)

8. Acts as the primary spokesperson for the Peer Support Team and represents the team in matters involving department staff, agency and interagency issues

9. Recruits and coordinates the screening of Peer Support Team applicants

10. Recommends and participates in the development of ongoing training for the department

B. Peer Support Team Leader

1. Acts as a primary resource for Team Coordinator

2. Recruits and coordinates the screening of Peer Support Team applicants

3. Provides direct oversight for the function of the team

4. Maintain an on-call roster for all members

5. Coordinates and facilitates Peer Support Team meetings with the Peer Support Team Coordinator

6. Coordinates initial and recurrent support team training for the department

7. Participates in the development and delivery of CISM training for the department

8. The primary contact on call-outs and facilitates the use of the Peer Support Team in times of critical and or traumatic incidents and stress management interventions

9. Ensures there is not a conflict of interest between a Peer Support Team Member and an affected employee utilizing the services of the team

C. Peer Support Assistant Team Leader

1. A member of the Peer Support Team who has been selected to fill the role of Team Leader when necessary

2. Serves as an assisting resource for the Team Coordinator and Team Leader

3. Participates in the development and delivery of CISM training for the department

4. Facilitates Peer Support Team meetings when requested

5. Maintains an on-call roster for all members

6. Serves as secondary contact on call-outs and facilitates the use of the Peer Support Team when requested

D. Peer Support Team Member

1. Any member of the department who has completed their primary job training, completed their probationary status, has volunteered and been approved to participate as a team member and has attended the mandated department training.

2. Responds to call-outs as requested and facilitates the use of defusing and or debriefing techniques as required.

a. Focuses on the emotional needs of the employee and ensures the expectation of confidentiality and privacy is adhered to.

b. The initial interaction between a Peer Support Team Member and an employee should include an explanation of privacy limitations outlined in 784.03 (a) (b)  and
(c) of the Texas Health and Safety Code.

c. Facilitates the conversation with an affected employee in need by utilizing the techniques learned during the CISM training and will not make any recordings (written or otherwise)

3. Confidentiality and Privacy The acceptance and success of the Irving Police Department Peer Support Group will be determined in part by the adherence to confidentiality. Peer team members are trained in confidentiality and its exceptions and are required to report any illegal activity. In the event information received in a peer support team interaction must be revealed by mandate of law, the Peer Support Team Coordinator and/or Team Leader are available for consultation regarding confidentiality issues for Peer Support Team Members. Peer Support Team Members shall notify the affected employee, prior to initiating discussion, about limits of confidentiality.

a. Limits of Confidentiality: as mandated by law (section 784.03 (b)(c)(d) of the Texas Health and Safety Code)

i. If a Peer Support Team Member learns of criminal activity

ii. If someone threatens to harm themselves or others

iii. If there is reasonable suspicion of domestic abuse or neglect involving a child, elder, or disabled adult

b. Peer Support Team Members shall not divulge shared information with other employees, family members, friends, supervisors, management or the general public.

c. [bookmark: _bookmark318][bookmark: _bookmark319]Peer Support Team Members who violate the confidentiality clause will be subject to disciplinary action.

4. Reports statistical data to the Peer Support Team Coordinator.

a. To manage program effectively, the Team Coordinator and/or Team Leader will collect statistical information to measure the type of services and referrals.

b. Confidentiality and Privacy is paramount to the effectiveness and trust of the Peer Support Team. No records identifying employees who utilize the program will be maintained (i.e., names, notes, recordings or any other personal details).

5. Attends mandated training and meetings as scheduled by the Peer Support Team Coordinator or Peer Support Team Leader

a. If a team member is unable to attend a scheduled meeting or training he or she should notify the Peer Support Team Leader as soon as possible.

b. It is the team member’s responsibility to verify they have received and  understand any relevant information provided during a missed meeting or training date.

6. Has a responsibility to disclose any potential conflicts of interest to the Team Leader


421.5 Scope of Services

A. The Peer Support Program provides a wide range of voluntary programs and interventions. Peer Support Program services may include, but are not limited to: referral to the Employee Assistance Program (EAP); peer support; follow-up services; on-scene services; information and referral services; family or significant other support services; group and individual interventions with respect to affected personnel; disaster preparedness training; and preventive, educational, and informational programs.

B. The Peer Support Program will follow the Critical Incident Stress Management model for crisis intervention which may include: Individual Crisis Intervention, Crisis Management Briefing (CMB), Defusing, or Critical Incident Stress Debriefing (CISD). The type of service will be determined by the Team Coordinator and/or Team Leader.

C. Anyone involved in a critical incident will be mandated to attend a Critical Incident Stress Management intervention (i.e., defusing, debriefing, or individual crisis intervention).


421.6 Selection Process

A. Peer Support Team Coordinator:

1. Appointed by the chief of police or designee

B. Peer Support Team Leader:

1. Appointed by the chief of police or designee

C. Peer Support Assistant Team Leader

1. Appointed by the chief of police or designee

D. Peer Support Team Member:
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1. [bookmark: _bookmark320]Must have completed initial job training and probationary status with the City of Irving.

2. Voluntarily submit a written resume detailing their purpose, desire and qualifications to participate as a team member.

3. [bookmark: _bookmark321]Employees currently assigned to Professional Standards, Crime Scene Investigations or Crimes against Persons Investigations are eligible to receive the CISM training but are not eligible to participate in Peer Support Team Critical Incident Debriefs or Defusions.

4. Trained employees assigned as a Crime Scene Investigator or as a Crimes against Persons Investigator are allowed to provide ongoing individual peer support only if specifically requested by the involved employee.

5. Must be recommended by their chain of command.

6. Must participate in an oral board interview with members of the department that have been chosen by the Peer Support Team Coordinator.

7. Must be recommended by each member of the interview board.

8. Must be approved to participate by the chief of police or designee.


421.7 Training

A. Team Members will be trained under the International Critical Incident Stress Foundation (ICISF) Critical Incident Stress Management System (CISM).

1. The training will be provided by an instructor certified in the CISM system by ICISF.

2. The minimum training requirements to be a member of the Peer Support Team are:

a. Basic Group Intervention

b. Individual Crisis Intervention and CISM Team

3. Additional recommended ICISF training courses include:

a. Advanced Group Crisis Intervention

b. Suicide Prevention

c. Line of Duty Death

d. Law Enforcement Perspectives

B. These requirements and recommendations do not preclude the group or its members from attending additional training or seminars outside of the ICISF model.


421.8 Availability

A. The Peer Support Team Members do not maintain a paid on-call status. Peer Support Team Members who are called out or otherwise function in their Peer Support Team capacity during off- duty hours will be compensated as specified in city policy.

B. [bookmark: _bookmark322][bookmark: _bookmark323]In the event of a Peer Support Team callout, dispatch will contact the Peer Support Team Leader. If the Team Leader is unavailable, the Assistant Team Leader will be contacted. If neither the Team Leader nor the Assistant Team Leader is available for contact, the Peer Support Team Coordinator will be contacted.

1. The Team Leader or the Assistant Team Leader will assess the circumstances of the callout request and determine the appropriate Peer Support Team response.

C. The Team Coordinator, the Team Leader and Assistant Team Leader will maintain an updated Peer Support Team callout list.


421.9 Outside Entities

A. Media representatives are prohibited from attending debriefings.

B. Affected employees who participate in debriefings may voluntarily share information with their attorneys but will not be allowed to be accompanied by an attorney while participating in the debriefing or defusing.

C. The Peer Support Team may be utilized to assist other public safety agencies. The City of Irving mutual aid policies will govern how and when such assistance may be provided.


421.10 Spouses

A. Spouses of police employees may volunteer to provide support to family members of police employees who have been impacted by a critical incident. Their responsibilities and duties are the same as Peer Support Team Members.

B. To be eligible, the spouses must follow the same application, screening and training process as employees.

C. Spouses are not eligible for compensation related to this volunteer duty.

