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Presenter Notes
Presentation Notes
Icebreaker 

Police members whether sworn or civilian are in the highest stress jobs imaginable.  

Not only due to life threatening incidents or exposure to emotional trauma or the constant stress of working on the front lines the risk of burn out is always present.  

Early Intervention and other Wellness programs are designed to address these unique challenges, providing data driven insights and real-time support to ensure that members of our organization received the mental health care and intervention they need before stress escalates into more serious conditions.  

The video that is going to be played highlights this.  






Presenter Notes
Presentation Notes
This video speaks to what stress officers are under everyday.  

Not only the trauma from work They have pressures from home, and they may also have previous trauma from their personal lives that could add to the professional exposure.    

When everything adds up it will have an impact and Wellness programs such as Early Intervention can help identify members in need of assistance.  


Early Intervention:

 What are Wellnhess Early Intervention Programs

« Objectives to wellness Early Intervention
Programs
* Proactive mental health support
« Data-driven monitoring
« Reduce stigma
« Long-term resilience
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Early Intervention Programs are designed to identify Members both Civilian and sworn who may be at risk, allowing for targeted education and support to prevent potential issues. 

These programs are important to modern policing, focusing on officer wellness.

By utilizing technology and human involvement Early Intervention aims to protect the physical and mental wellbeing of our members, allowing them to continue their invaluable work while minimizing the risk of burnout, PTSD and other mental health challenges.  

The Objective of the program is to be a: 

1.Proactive Mental Health Support so the program provides early detection of stress indicators.  Find Problem before becomes Big issue  

2. Data-Driven Monitoring and for that we use IA PRO, this application collects and analyzes data from various sources— call logs, shift schedules, HR reports—to build a greater understanding of our member's current mental state.  - Fact driving check-ins – provides substance behind the check-ins

3. Reduce Stigma to mental health discussions.  This was one of the main reasons we have engaged supervisors to complete the EI Intervention.  We want to encourage supportive conversations.  Trusted Relationship.   

4. Long-Term Resilience: The program supports the long-term well-being and resilience of members, helping them manage ongoing stress and avoid burnout or more serious mental health conditions.

 


Early Intervention Implementation Timeline

2017 2019

OPS Wellness EI Pilot Launched Wellness Analyst EI Launched
Initiative » 6-month pilot Position Created » IAPro and
Launched - Involved 2 - Dedicated person BlueTeam utilized
 Best practices platoons, specialty to develop and  Internal policy
survey conducted unit and associated steer EI created
« Early Intervention communication
identified as a key center

component of our
wellness strategy
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2009 – Business Case submitted

2016 – 1 person Unit

2017 – expanded 2 Sgt’s hired  

Wanted to show that it can take awhile to implement the program.  


Intervention Process
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When Chain of Command determines issue is outside EI program:

. EI will continue to members Wellness.

. Have discussion with Wellness

. Have discussion with WCRU (Workplace Conflict Resolution Unit
. Have discussion with PSS (Professional Standard section)

. Have discussion with PDC (Professional Development Center)




Role of Technology in Early Intervention:
 How does IAPro assist?

 Why is IAPro critical?
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Automated process to collect a lot of data from multiple data sources and provides automated alerting based on preset thresholds.  

IA PRO gathers data from various critical sources, including:
 
• Critical Incident Calls: The frequency, type, and severity of incidents that members are dealing with. We know that increased exposure to traumatic events can lead to heightened stress levels.  

• Shift Patterns: Long shifts or irregular hours are known contributors to stress, fatigue, and mental health issues. – Link between Excessive Overtime worked and complaints received.  
 
• HR Data and Complaints: Absenteeism, or the frequency of complaints or disciplinary actions can indicate rising stress levels.

• Self/Peer reporting: Self-reported mental and physical health reports allow responders to voice concerns confidentially.
 
This data provides a holistic view of each member’s mental health, offering key insights into where support is most needed.

IA PRO is a critical application for managing the issues our members face.  Its key features include:
 
• Near Real-time Analysis: IA PRO processes data over night, providing instantaneous alerts when thresholds are met.

• Tailored Threshold: IA PRO can be customized for the specific stressors that members face, making its interventions more accurate and targeted.

• Deep Insights: Beyond individual data, IA PRO provides organizational insights that highlight team-wide issues. This helps wellness make informed decisions about support resources and next steps. – Collisions 

• Case Management: document contacts so we have an extension history of our members.  
Monitored Officer – Reintegration.  




Requirement of the Human touch:
 Human Review

e Intervention and Support
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Using technology to highlight members who might need support is just the start, there is still a need to have a human touch. 

1. Monitoring and Alerts:
Pre-set thresholds based on all data being automatically added to IAPro - When these thresholds are breached—whether it’s for critical incident calls, overtime hours —the IA PRO system triggers an alert on the individual for review. This ensures that no one slips through the cracks.  

2. Human Review:
While the data is invaluable, it’s the human touch that makes the Early Intervention Program stand out. A wellness member, familiar with the demands of our members work, triages each alert and verifies the data, the level of involvement of the member, looks at the members wellness history. 
**Critical incident example – want to ensure each EIR sent has substance.  

This ensures that the intervention is compassionate, timely, and based on the full context of the member’s work environment.
 
3. Intervention and Support:

Once an EIR is decided to be created, the wellness analyst provides a tailored Early intervention Report to be assign to the members supervisor.  This highlights relevant information for supervisors to initiate a supportive conversation and offer support.  

Once support conversations occur Interventions might include:
 
• Debriefing: usually done soon after traumatic events is can be requested by a member.  
 
• Flexible Shifts or Time Off: Adjusting schedules or providing time off to allow for mental recovery.

• Peer Support Programs: Connecting responders with colleagues who have faced similar experiences and can offer emotional and practical support.

• Counseling and Therapy: Direct access to licensed mental health professionals for confidential counseling, whether it’s short-term debriefing or longer-term therapy for ongoing issues like PTSD.

The Next video I’m going to play is how a conversation might go.  


POLICE


Presenter Notes
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Having these types of conversations opens the door for a different thought pattern for our members.  

Might not mean that the member will disclose to a supervisor, but they could reach out to someone as these conversation become the norm.    

Connection with the trusted person is key

Making these types of conversations the norm is the best way to reduce stigma. 

Also, just having the conversation makes someone more comfortable to come to you later.  


Governance and Strategic Considerations:
* [ransparency
« Confidentiality

 Policy
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when an EIR is created all information can be shared with the member and discussed.  

We wanted to ensure that we are transparent with what information we are collecting and what is being done with it.  - Wiki Page 

For the program to be successful it must be proactive, confidential, voluntary, and non-disciplinary.

The member can accept or refuse consultation, without penalty. Want to build trust in the program

No record of the EIR, check-in and/or consultation is kept in the member’s employment record.

Identification of the member and details of the check-in are not recorded in the supervisor’s notes.

Confidentiality is essential to the success of the Early Intervention program. 

Any information collected will be general in nature to protect the employee. 

Details of specific complaints or investigations will not be provided to the EIP, only the fact that a complaint or investigation exists. 
Only cavoite is when there are multiple complaints – created a disclosure process.  Review with a wellness lens.  

This allows for support while minimizing disclosure risks. 

Supervisors involved in the support process must maintain member confidentiality. 

Any breach of member confidentiality is handled immediately. – best to have a plan of action on what will be done if confidentiality is ever breached. – Negative impact on the program.  

To ensure we could provide this we created an Organization policy that highlights the above requirements.  



Implementation Challenges and Solutions:
« Challenges
» Best Practices

« Obtaining Engagement
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In policing as you all know resources and funding are big roadblocks.  We needed to create a program that could be managed with minimal staff.  By using currently available technology we were able to create efficacies to allow us to manage the program with one full time staff member with support from the wellness team.    - IAPRo already here, separate instance for confidentiality.  

Creating the Automated nightly data feeds from source databases was a challenge for a couple of reasons - of where some of the information was coming from (Professional Standards Unit) and the technical requirements.  Had to get IT support to create this process.      

Initially Tracked too many critical incidents (over 100 UCR Codes) and have since reduced that number to less than 35 (all related to calls involving a death) – Pair down what to track.  

Ensuring information isn’t used in a negative way.  When sending an EIR to a supervisor the intent is for the program to be used as non-punitive, but that can be an issue when supervisors use the information in a negative way.  We had a situation where an officer was removed from a course and the EIR was sited as the reason why.  We intervene on behalf of the officer, and had it removed from their performance report and educated the supervisor as to what was appropriate.  

Need to ensure that does not happen and have a plan of action for when it does.  

Because if you don’t handle it in a timely and appropriate manner it will have a negative impact on the program.   

Obtain Senior leadership buy in – we did multiple presentations to our senior leadership to ensure we had their support.  

This is very important because they control how the $$ gets spent – and if we have an issue we’ve already gotten buy in from senior leadership and we can lean on them for help.  

Having senior leadership buy in allows us to make wellness a part of our leadership courses and promotional process.  



Case Studies and Success Stories:
« Key benefits of the program

« Metrics for success
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Being able to identify issues with members early is critical. 
Prolonged exposure to trauma can lead to burnout, PTSD, and long-term health issues. 
The Early Intervention Program helps prevent this by addressing it early.    

Member’s often put others’ needs ahead of their own. 

This program ensures that their mental health is treated with the same level of importance as their physical safety, leading to higher morale, job satisfaction, and overall well-being.

We’ve seen an increase in requests for clinician lead wellness debriefs - instead of the wellness unit having to suggest it to supervisors.   

Masoud – Excessive OT / Complaints 

Critical Incident Alert – Issues are resolved because of conversation - Supervisor completed exposure therapy that was initiated by an Early intervention report.   

Data allowed us to speak with real numbers instead of impressions, being able to say we seen an increase in officer responding to critical incidents by 23% is crucial to be able to speak to what our members might need.      

Also, to be able to report on EIR return rate demonstrates the engagement from the organization – we over an 88% EIR completed rate.  

Being able to do Year over year comparisons concerning alert rates to evaluate wellness needs are key.  

Corporate level – having metrics allows us to have data when asking for resources or specific program – Data drives the ask.  

Technology allows us to report on our organizations in a different way.  





Future Directions and Recommmendations:
« Continued evolution

« What's next
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We need to keep evaluating and evolving the program.  We can’t let the program get stagnate.    
As new UCR codes are created, new data becomes available, review to make sure data being received continues to be relevant 

Being aware of and consider how process and organizational structure changes will impact the program is important, having that awareness is critical to ensuring we have a complete picture to support our members. (PhotoRadar)  

Having more data is better, but it doesn't need to be limited to the automated data feeds.   

There are multiple ways to find members who could be at risk. 
-Media report to see any officers getting negative media attention -
-Briefing notes sent to EI mailbox – Calls that might not meet the Critical incident UCR list but could impact members. – dog bites (lingering issues)  
-Outreach (I visit locations to be visible, create relationships and to talk about the program)    

Future possibilities:
 
As the needs of our members evolve, the Early Intervention Program is designed to adapt. Future versions of the program include wearable technology to provide real-time physiological data, such as heart rate and stress level monitoring, which would add another layer of insight. 

Furthermore, the program could be scaled to different departments, regions, or even international operations, ensuring that all first responders, regardless of their location, have access to timely and effective mental health support.


As AI evolves it provides the opportunities to support members with a more robust process.  If you can have AI monitor an officer call response, report writing and find trends that show a change in behavious, drop in call response, increase it use of force, it provides an excellent opportunity to engage the officer before issues arise.  

As the program continue Future metrics that potentially could be provided: 

Potential to report on the Reduction in Sick Leave, by us continuing to track the amount of time off taken for mental health issues or stress-related issues, in the future the program can measure its effectiveness in minimize the effects of chronic stress.

With high levels of stress, burnout, and traumatic exposure, we often see higher turnover. Monitoring retention rates helps determine if the Early Intervention Program is effective at improving job satisfaction and employee retention.

Being able to make data informed decisions is key, IA PRO’s insights would allow leadership to make proactive changes to policies and procedures, improving working conditions. This may involve changes to shift rotations, additional mental health training, or more extensive peer support programs.

Currently we are conducting an organizational wellness evaluation to help us learn where we are at and where we need to adapt to changes in our organization.  We went live with Early Intervention in 2021 and haven’t done a wellness evaluation since.  This is the perfect opportunity to see where we are at in supporting our members.  
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The Early Intervention Program is an essential piece for Ottawa Police Members wellness support. 

Members regularly face trauma, high-pressure situations, and long hours, all of which can have significant impacts on their mental and physical health. 

By leveraging IA PRO software and providing personalized, compassionate interventions, we can ensure that our members receive the care they need to continue doing the important work they do while staying mentally healthy. 

This program not only protects the well-being of our members but also strengthens the fabric of the entire organization, ensuring long-term resilience and success.

Healthy members have a direct impact on the community they serve.  


Thank You

Christine Callaghan
Wellness Analyst
Callaghanc@Ottawapolice.ca
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