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I. GENERAL CONSIDERATIONS AND GUIDELINES 

The purpose of this directive is to describe the organizational structure 
and activation protocols to be followed with respect to the Critical 
Incident Stress Management (CISM) Team. To that end, this directive will 
strive to accomplish the following: 

• Describe the organizational structure of the Greater Boston Critical 
Incident Stress Management Team; 

• Describe the governance of this multidisciplinary Critical Incident 
Stress Management Team;  

• Describe the various roles and responsibilities of those who are 
associated with the Greater Boston Critical Incident Stress 
Management Team; 

• Describe the activation protocols to be followed when the Critical 
Incident Stress Management Team is called upon to assist another 
department. 

 

 

II. POLICY 

The Greater Boston CISM Team has been established as a collaboration among 
eight police departments in the Greater Boston area, to include:  Arlington, 
Belmont, Brookline, Cambridge, Chelsea, Everett, Somerville, and Watertown 
for the purpose of supporting the officers within these police departments.  The 
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Team is a resource of specially trained officers who will serve as Peer Support 
and provide peer counseling to officers who have experienced a traumatic event 
or may be affected by a loss.  The goal of the Team is not a legal inquiry, 
investigation, or about placing blame in any way.  It is about personal 
emotional responses, not the facts of the incident.  During activations of the 
Team, no notes are taken and recording devices are not allowed.  Discussions 
are private; however, participants are reminded not to say anything they would 
not want disclosed in a possible investigation. 

 

 

III. DEFINITIONS 

A.   Critical Incident:  Any event which has a stressful impact 
sufficient enough to overwhelm the effective coping skills of either 
an individual or group.  Critical incidents are typically sudden, 
powerful events which are outside the range of ordinary human 
experiences. 

B. Critical Incident Stress Debriefing (CISD):  A structured group 
meeting that emphasizes emotional reactions to a critical incident.  
It also emphasizes educational and information elements which are 
of assistance to employees in understanding and dealing with the 
stress generated by the event.  Debriefings generally occur at least 
24-72 hours after the critical incident. 

C. Critical Incident Stress Management (CISM):  A wide range of 
programs and services designed to prevent and mitigate the effects 
of traumatic stress. 

D. Critical Incident Stress Management Peer Team:  Personnel 
resources ready to be voluntarily activated by the CISM 
Coordinating Officer/Control Chief to respond to a critical incident.  
The CISM Team consists of personnel trained to assist their fellow 
officers by listening privately without judgment.  They are also 
trained in positive coping strategies for stress, and to help others 
validate their thoughts and emotions about an overwhelming 
trauma or loss.  Ideally, those Peer Team members activated to 
respond to a particular incident will have the same or similar work 
backgrounds as the affected personnel to that incident.  CISM Peer 
Team members will include peer support and mental health 
professionals. 
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E. Defusing (CISD):  Usually occurs within a few hours of a critical 
incident.  The main purpose of a defusing is to stabilize and assist 
with the immediate needs of the affected personnel so that they 
can return to work if necessary or they may go home without 
unusual stress.  Defusing allows for initial venting of reactions to 
the incident and provides stress related information to affected 
personnel.  A Defusing may eliminate the need for a formal CISD or 
enhance a subsequent CISD. 

F. Individual Crisis Debriefing:  One-on-one private assistance with 
any issue by trained peer supporter or mental health professional. 

 

IV. PROCEDURES 

It is widely known and accepted that, during the course of their careers, police 
officers will confront more traumatic and stressful events than the average 
citizen.  There is very specific evidence showing that unmanaged stress can 
lead to anxiety, depression, and post-traumatic stress disorder (PTSD).  There 
are a number of factors that already exist within the work environment alone 
that pre-dispose people to stress, such as abnormal sleeping patterns, 
increasing demands and criticism leveled at the police, work patterns, and 
abnormal levels of social engagements.  Given the nature of policing many of 
these factors are not likely to change in the foreseeable future.  It is for these 
reasons that police administrators have the added responsibility of identifying 
methods to confront, and when possible, mitigate stressful events.  It is also for 
these reasons that the Chief Executive Officers from the eight participating 
departments have banded together in establishing the Greater Boston Critical 
Incident Stress Management (CISM) Team. 

 

The CISM Team has been established for the purpose of providing assistance to 
police officers who have dealt with a traumatic event or incident, and to allow 
them to talk about the incident when it happens without judgment or criticism.  
This initiative is peer-driven and facilitated by trained officers.  The 
interventions are strictly confidential; the only caveat to this is if the facilitators 
doing the intervention determine that the person(s) being helped is a danger to 
him/herself or to others.  The emphasis is always on keeping officers safe and 
returning them quickly to more “normal levels” of functioning.   

 

The Greater Boston Critical Incident Stress Management (CISM) Team is a 
mutually agreed upon intervention team that has been established by the Chief 
Executives of the Arlington, Belmont, Brookline, Cambridge, Chelsea, Everett, 
Somerville, and Watertown Police Departments.  The Critical Incident Stress 
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Management Operating Guidelines provide an organized approach to the 
management of stress responses for personnel having been exposed to a 
traumatic event in the line of duty, or an event outside of the workplace that 
has created a stressful situation for members within one of the participating 
police departments.  The establishment of these procedures does not prevent 
an employee from seeking individual consultation or follow-up through the 
Employee Assistance Program or informal discussion with a trained Peer 
Support Team member.   

 

The Greater Boston Critical Incident Stress Management Team is comprised of 
trained members from each of the participating police departments.  The 
Greater Boston CISM Team represents an integrated multi-component crisis 
intervention system.  This systems approach underscores the importance of 
using multiple interventions combined in such a manner as to yield impact to 
achieve the goal of crisis stabilization and symptom mitigation.  

 

I. STRUCTURE AND RESPONSIBILITIES: 
 

A. Senior Policy Group:  The Senior Policy Group is made up the 
Chief Executive Officers from the eight participating police 
departments.  The Senior Policy Group has the following 
responsibilities as it relates to the Greater Boston CISM Team: 

1. Each of the Chief Executive Officers from each of the 
participating police departments are signatories of the 
Memorandum of Understanding, which serves as the document 
that creates and establishes the Greater Boston CISM Team. 

2. As members of the Senior Policy Group, the Chief Executive 
Officers will meet at least biannually but possibly quarterly to 
accomplish the following: 

a. Promulgate and/or modify the policy and set of procedures 
that serve as the base guidelines for the function of the 
Greater Boston CISM Team. 

b. Review the overall progress and involvement of the Greater 
Boston CISM Team during the preceding months, as well as 
the overall progress of the team. 

c. Each of the Chief Executive Officers have agreed to designate 
a member of their respective command staff to serve as the 
Principal Point of Contact for the team’s Coordinating 
Officer. 

d. Each of the Chief Executive Officers have agreed to maintain 
a presence of members from their respective departments to 



 PP 4.42 Greater Boston CISM Team 5 

Everett Police Department 

serve as members of the Greater Boston CISM Team, and 
will support those members in satisfying the requirements 
set forth with respect to participation on the team (e.g., 
deploy officers to support other agencies, attend regularly 
scheduled meetings, participate in the continual training 
that will take place, etc.). 

B. Coordinating Officer/Control Chief for the Greater Boston 
CISM Team:  The Coordinating Officer for the Greater Boston 
CISM Team is a commanding officer of the Cambridge Police 
Department, appointed by the Cambridge Police Commissioner and 
whose appointment has been agreed upon by the Chief Executive 
Officers of the other seven participating police departments.  It will 
be the responsibility of the Greater Boston CISM Team Coordinator 
to carry out the following activities: 

1. The Coordinating Officer will serve in the capacity as the 
Control Chief for the Greater Boson CISM Team, and in that 
capacity he/she will be the central Point of Contact between: 

a.  The Chief Executive Officers from each of the participating 
police departments and their Principal Points of Contact and 
Team Leaders; 

b. The Team’s designated Mental Health Professional/Clinician; 

c. The Governance Body for the Greater Boston CISM Team; 

d. The Team Leaders who are participating members of the 
Greater Boston CISM Team from each of the participating 
police departments; and 

e. The Peer Support Team Members who serve on the Greater 
Boston CISM Team. 

2. It will be the responsibility of the CO/Control Chief to carry out 
the following functions: 

a. Administer and coordinate the critical stress management 
program; 

b. Update the protocols and operational procedures; 

c. Stay abreast with new developments and innovations in 
the field of crisis intervention; 

d. Ensure that members of the Greater Boston CISM receive 
stress education and training on support programs; 

e. Ensure that members of the Greater Boston CISM receive 
appropriate support, to include de-stressing measures, 
and when appropriate ensure that members needing 
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additional assistance are connected to appropriate 
services; 

f. Review the activities of the Greater Boston CISM and 
evaluate those activities for quality issues and improve 
services; and 

g. Provide outreach to inform agency administrators and 
employees of CISM services. 

3. It will be the responsibility of the Coordinating Officer to 
maintain all of the records associated with the Greater Boston 
CISM Team, including the names of those officers serving as the 
Peer Support Members, their background information, and 
contact information.  The Coordinating Officer will also 
maintain the following records: 

a. An active list of the members of the Greater Boston CISM, 
and their contact information; 

b. The training records/meeting notes for Greater Boston 
CISM; 

c. A profile on each member of the Greater Boston CISM, to 
assist him/her in determining the composition of teams that 
will be deployed; 

d. An active list of the central POC for each of the participating 
departments; 

e. A record of the deployments of the Greater CISM; and  

f. All other administrative records associated with the Greater 
Boston CISM. 

4. It will be the responsibility of the Coordinating Officer to serve 
as the central POC for all requests involving the deployment of 
the Greater Boston CISM (the procedures for deployment are 
outlined below). 

 

C. Mental Health Professional/Clinician:  The Greater Boston CISM 
Team will always maintain a Mental Health Professional/Clinician 
as an advisor to the team.  The role and responsibilities of the 
Mental Health Professional/Clinician involve the following: 

a. Serve as an advisor to the Coordinating Officer (Control Chief); 

b. Assist the Coordinating Officer in identifying the training needs 
for the CISM Team; 

c. Attend the regular meetings to facilitate discussions during the 
meeting; 
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d. Assist the CISM Team when deployed, or provide support to the 
Team during deployments, and/or provide technical advice; 

e. Arrange for the response of a properly trained clinician for those 
interventions that require the presence of a mental health 
clinician; 

f. Provide trainings and debriefings to the CISM Team; and  

g. Provide advice to the Senior Policy Group. 

D. Greater Boston CISM Governance Body:  Members of the CISM 
Team will select 3-5 members of the team to serve on the 
Governance Body.  The Governance Body will serve as the decision 
body for the members of the Greater Boston CISM Team.  It will be 
the responsibility of the Governance Body to accomplish the 
following objectives: 

a. Facilitate integrating and accepting new members onto the 
team; 

b. Make decisions relative to the continuing status of members 
who may have been in breach of the standards that have been 
established for continued membership on the Greater Boston 
CISM (e.g., failing to maintaining confidentiality; failing to abide 
by the nonjudgmental standards; failure to actively participate 
in meetings/trainings, failure to meet the established standards 
established for members of the team, etc.); 

c. Consult with the Coordinating Officer (Control Chief) relative to 
operational matters of the CISM Team; 

d. Develop the by-laws for which the CISM Team members are to 
conduct themselves, and update those by-laws as may be 
required; and  

e. Assist and collaborate with the CO/Control Chief in facilitating 
regular meetings held for the CISM Team. 

E. Members of the Greater Boston CISM Team:  The Greater 
Boston CISM Team will be comprised of officers who have been 
selected by their respective departments.  All members of the CISM 
Team will need to maintain the minimum certifications and 
training requisites in order to be a participating member of the 
team.  In order to maintain their status on the CISM Team, 
members of the team must: 

a. All members of the Greater Boston CISM Team serve on a 
voluntary basis; 
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b. All members of the Greater Boston CISM Team understand that 
they may be called upon to serve on a responding team; 

c. All members of the Greater Boston CISM Team should possess 
the following qualities: 

• Possess strong communication skills, including the ability to 
be empathic; and 

• Ability to successfully complete team training requirements, 
including stress-related intervention. 

d. All members of the Greater Boston CISM Team agree to the 
following minimum training requirements once selected as a 
team member: 

i. “Individual Crisis Intervention and Peer Support” class 
recognized by International Critical Incident Stress 
Foundation (ICISF); 

ii. “CISM:  Group Crisis Intervention” class recognized by ICISF; 

iii. Within two years of joining the CISM Team, should complete 
the “Advanced Group Crisis Intervention” class recognized by 
ICISF; and  

iv. Within two years of joining the CISM Team, should complete 
the “Suicide Prevention Intervention and Post-intervention” 
recognized by ICISF. 

e. Adhere to all of the policies and procedures that have been 
established for the CISM Team; 

f. Attend the minimum number of regularly scheduled meetings, 
as established by the Governance Body; 

g. Agree to adhere to the confidentiality requirements of the 
Greater Boston CISM Team; 

h. Maintain the minimum training requirements as established by 
the Coordinating Officer and Governance Body; and 

i. Remain a member in good standing with their respective police 
department. 
 

 

II. TEAM ACTIVATION & RESPONSE PROTOCOLS: 
 

A. Critical Incident Management Team Activation:  All requests for 
the activation of the Greater Boston CISM Team will be channeled 
through the Coordinating Officer (Control Chief, or his/her 
secondary designee).  Upon receiving a request for the activation of 
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the CISM Team, the Coordinating Officer will accomplish the 
following: 

1. Upon receipt of the request, the Coordinating Officer should 
confer with the Chief Executive Officer of the requesting 
department, or the designated POC (having authority to approve 
the activation of the team), if the request is under the authority 
of the agency’s CEO. 

2. Obtain a briefing as to the circumstances under which the 
request for activation is being made (number of personnel who 
will be involved; any special circumstances that should be taken 
into consideration; information that will inform the 
Coordinating Officer what skill sets may be needed, etc.) 

3. Based on the information the Coordinating Officer has obtained, 
he/she will then determine the composition of the team 
(number of officers; skill sets; and other possible resources, 
such as police chaplains, mental clinician, etc.). 

4. The Coordinating Officer will then contact the Points of Contact 
from participating departments and Peer Team members who 
will be selected to be part of the activation team. 

5. Make any follow up notifications and contacts related to the 
situation. 

6. If the activation involves an agency that is not part of the 
Greater Boston CISM Team, the Coordinating Officer will need 
to secure permission from the Chief Executive Officers from the 
involved departments to be sure that the CEO is authorizing 
officers to respond outside of the network. 

7. Once the team has been identified, the Coordinating Officer will 
notify the responding team members where they are to respond 
and who will be their principal point of contact once arriving on 
the scene. 

8. The Coordinating Officer will maintain contact with the team 
while it is deployed to get occasional updates, provide any 
additional support that might be needed by the team, and be 
available should the team need administrative support. 

B. Initial Preparatory Steps for Responding Team:  As members 
arrive on-scene, they should accomplish the following objectives: 

1. One member of the responding team will be designated as the 
Team Leader.  The Team Leader should gather any background 
information, usually from their counterpart in the requesting 
department.   
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2. The Team Leader will make contact with the identified principal 
point of contact.  This will typically be a Commanding Officer 
from the requesting department. 

3. The Team Leader will advise the POC of the number of support 
personnel available and will request direction on how to 
proceed. 

4. The Team Leader will act as the liaison between the Command 
Level of the requesting department and the team throughout 
the incident. 

5. Any recommendations and observations of any team members 
should be made to the Team Leader who will in turn report to 
the designated POC. 

6. Once all of the preliminary arrangements have been addressed, 
the Team Leader will ensure that the team gathers for a 
preparatory briefing and assignment of team member roles. 

C. Post-Intervention Steps:  At the conclusion of the intervention, 
the Team Leader will arrange for the responding CISM Team to do 
a debriefing session to accomplish the following: 

1. The team members should check in with one another to be sure 
that they have not been impacted by the intervention. 

2. The team members should discuss what aspects of the 
intervention went particularly well. 

3. The team members should discuss what aspects of the 
intervention could have been done differently. 

4. The team should discuss what might be the recommended next 
steps for the department. 

5. The Team Leader should take note of these aspects of the 
debriefing so as to be able to brief the larger team on lessons 
learned. 

6. The Team Leader should brief the Coordinating Officer on 
operational aspects of the intervention, to include the 
recommended next steps. 

 

 

 


