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INTRODUCTION

Dr. Michael McHenry

Introduction

You have probably seen police videos online. Many are short clips with no context. Some show officers doing
the right thing. Others show the worst moments. Either way, it is easy for the public to walk away with one
message: “That is what policing is.” Real patrol work is different. It is constant decision-making, often under
stress, with real people and real consequences. Most of the job is not dramatic. It is showing up, listening,
solving small problems before they become big ones, and making choices that you can explain later with

honesty and care.

This textbook is built to help you learn what matters most for patrol procedures and justice work:
accountability, integrity, and ethical decision-making. The goal is not to train you to “look good on camera.”
The goal of this textbook is to prepare you to do the right thing, even when no one is watching.
That means understanding risk, following lawful procedures, using de-escalation early, and treating people
with fairness even when they are upset, rude, intoxicated, or afraid. It also means knowing that “bad apples” do
not appear out of nowhere. Systems, culture, training, supervision, and personal choices all play a role. Higher
education should prepare you to see the whole picture and to become the kind of professional who raises the

standard for everyone.

What This Textbook Will Help You Do

By the end of this book, you should be able to think like a professional in the justice system who can explain
their actions. You will learn how to manage risk during everyday calls, traffic stops, and public contacts. You
will practice making decisions that fit the law, policy, and community expectations. You will also learn to spot
the common pressures that can lead to bad outcomes, such as rushing, assumptions, anger, overconfidence,

and “us vs. them” thinking.

You will build skills that protect the public and protect you: communication that lowers tension,
documentation that matches what happened, and accountability habits that keep small problems from

becoming large ones. You will also learn why diversity and community policing matter in daily work, not as



2 | INTRODUCTION

slogans, but as practical tools. When people believe they will be treated fairly, they are more likely to cooperate,

share information, and comply without force. When they do not, every call gets harder.

How to Use This Book

Each chapter follows the same layout so you always know what to expect. You will start with learning outcomes
and an important list of terms. That vocabulary matters, because clear language supports clear thinking. As you
read, you will see short narrator callouts that help you pause and reflect on common mistakes students make at

first. You will also see “Watch Your Step” boxes that show a risk or pitfall and then the safer, better option.

You will also follow a running case study through a podcast-based scenario. You will not be asked to become
an armchair critic. Instead, you will practice asking professional questions: What information was known at
the time? What options were available? What should have been documented? How do early choices shape later
outcomes? This is how higher education helps future professionals move beyond listening to lecture-based

classrooms and into disciplined analysis.

At the end of each chapter, you will have access to “Choose Your Own (Patrol) Adventure” activities. These
include skill labs you can do with your class, essay questions that push you past memorization, and practical
exercises that ask you to produce realistic work products, such as short reports, decision justifications, or

communication plans.

A Note About Limits and Professionalism

De-escalation is powerful, but it is not magic. Some situations stay dangerous even when you do everything
right. Some people cannot or will not comply. Some calls involve mental illness, trauma, addiction, or extreme
emotion. That is why professionalism matters. Professionalism is not being “nice.” It is being steady, lawful,
and fair under pressure. It is knowing your role, knowing your limits, and using time, distance, cover,

teamwork, and communication to reduce risk whenever possible.

Accountability is part of professionalism. It includes self-control, honest reporting, and the willingness to
accept correction. It also includes duty-to-act expectations, like stepping in when a colleague is about to make
a harmful or illegal choice. Integrity is not just “not lying.” It is telling the full truth, avoiding shortcuts, and
refusing to “fix” a weak case with strong words. Your credibility is your career. Once it is damaged, the whole

system pays the price.

If you remember one idea from this book, let it be this: always do the right thing when no one is looking.
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When your actions line up with law, policy, and ethics, you can explain what you did without fear, excuses, or

blame-shifting. That is how you protect the public, your agency, and your future.

Who This Book Is For

This book is written for undergraduate students preparing for careers across the justice system, including
law enforcement, corrections, courts, community supervision, dispatch, victim services, and related roles. It
assumes no prior experience. If you can read carefully, follow procedures, and stay open to feedback, you
can succeed here. You do not need to have all the answers now. You need to be willing to slow down, check

assumptions, and practice professional decision-making.
24

Welcome to the field.
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PREFACE

Preface

Dr. Michael McHenry

Overview: Methodology and Approach

Welcome to Command € Character: Integrity and Accountability in 21st Century Policing, an open-access
textbook built on a simple belief: college students deserve high-quality, current learning materials without a
heavy financial burden. This book is designed to be academic, direct, and easy to use, with a strong focus on

patrol procedures, accountability, integrity, and ethics within the United States justice system.

You have probably seen policing online through short clips and headlines. Some videos show officers doing
the right thing under pressure. Others show mistakes that damage public trust. Those moments matter, but
they rarely show the full context, the policy expectations, or the decision-making steps that should guide
professional behavior. This textbook focuses on what higher education should emphasize: how to make lawful,
ethical, and defensible decisions in real time, how to reduce harm through de-escalation, and how to document

actions in a way that can be reviewed with confidence.

This resource is grounded in Washington State laws and Washington State Criminal Justice Training
Commission (CJTC) norms while also connecting to national expectations and major professional guidance.
It is written to support learning in person, online, or in hybrid courses, and it is designed to be accessible and

ADA-compliant.

Textbook Objectives

This textbook takes a practical, student-centered approach to patrol procedures and professional decision-
making. Each chapter is aligned to course learning outcomes and emphasizes risk management, the real
complexities of policing, the impact of diversity on daily operations, and how community policing guidelines

shape law enforcement organizations.

The guidance in this book is informed by best practices and public-facing materials from organizations such

as:
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State of Washington Criminal Justice Training Commission (CJTC)
Washington State Office of the Attorney General (model policies)
International Association of Chiefs of Police (IACP)

Police Executive Research Forum (PERF)

U.S. Department of Justice (DOJ) and the COPS Office

Federal Bureau of Investigation (FBI) public resources and data tools (as applicable)

Watch Your Step

Watch Your Step boxes show a common patrol pitfall and the safer, more professional option.
These are placed where students most often get tripped up in real-world decision-making:
communication under stress, lawful authority, use-of-force thresholds, duty to intervene, body-
worn camera activation, search and seizure basics, and documentation that matches what
happened. The goal is not to shame mistakes. The goal is to prevent them by making the “wrong
turn” obvious before it happens.

Pro Tip boxes are quick routines you can use immediately in scenarios, role plays, and class
discussions. Each tip is a repeatable habit that supports safety and credibility, such as how to slow
a situation down, how to position yourself to reduce risk, how to use clear verbal direction, how to

request resources early, how to document key facts, and how to recognize when you need to step
in to prevent harm. These tips are grounded in established best practices from major organizations
and research-informed guidance.
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Slow Down and Think boxes are short reflection prompts that train judgment and integrity.
They ask you to pause, check assumptions, consider bias and perception, and think through
how your choices affect safety, trust, and legitimacy. These prompts also connect ideas across
chapters so you can apply what you learned earlier to new situations instead of treating each
topic like a separate unit.

A Note to Our Readers on Accountability, Integrity,
and Public Trust

Patrol work operates inside a justice system that is always being watched and evaluated. Community
expectations change, laws change, and policies evolve. Public trust rises or falls based on daily choices made
during routine contacts, not only during major incidents. This is why higher education matters. It should
prepare future professionals to understand the power they hold, to use it carefully, and to explain their actions

clearly.

This textbook does not pretend patrol work is simple or risk-free. Instead, it teaches you how to reduce harm,
prevent escalation, and protect constitutional rights while still doing the job. Key sections help you think

through issues such as:

* De-escalation and decision-making under stress
* How bias, perception, and communication shape outcomes
* Body-worn cameras, documentation, and transparency

* Misconduct prevention, supervision, and accountability systems

You will be asked to think like a professional: not “What can I get away with?” but “What is lawful, ethical,
and defensible?” That mindset protects the public, protects agencies, and protects the credibility of the justice

system as a whole.

How to Use This Book

Each chapter follows the same layout so you always know what to expect. You will begin with learning
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outcomes and a list of key terms to give you a clear roadmap. As you read, you will see “Watch Your Step,” “Pro
Tip,” and “Slow Down and Think” callouts that keep the focus on patrol procedures, accountability, and real-

world decision-making.

At the end of each chapter, you will complete “Choose Your Own (Patrol) Adventure” activities. These include
a case study analysis, skill labs you can practice in class, and essay questions under “Questions That Make You

Think.” The goal is to move beyond memorization and into practical application.

Textbook Goals

Many policing and criminal justice textbooks are expensive, difficult to update, or written in a way that does
not match how students learn best. This textbook was created to remove common barriers such as high
costs, uneven access to materials, and resources that are hard to use on phones or screen readers. As an Open
Educational Resource (OER) licensed under Creative Commons Attribution (CC BY 4.0), this book is free to

use, share, adapt, and print.

This text is designed to work alongside an instructor package that can be remixed to fit your local policies,
agency expectations, course outcomes, and teaching style. The goal is a complete, flexible teaching toolkit that
supports learning in class, online, or in hybrid formats while staying easy to revise as laws and best practices

evolve.

For inquiries about this textbook or suggestions for improvement, please contact the project lead, Dr. Michael

McHenry, at mmchenry@whatcom.edu.

APA citation:

McHenry, M. (2026). Command € Character: Integrity and Accountability in 21st Century Policing. Open WA

Pressbooks. https://openwa.pressbooks.pub/commandandcharacter/

Image Attribution for Cover Page

Cover photo adapted from Creative Commons using OpenAl.
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BUILDING TRUST THROUGH COMMUNITY
POLICING

Dr. Michael McHenry

Chapter 1: Building Trust through Community
Policing

Learning Objectives

By the end of this chapter, you should be able to:

1. Describe why community participation and trust are vital for crime control and public safety.

2. Identify the core components of community policing and explain how the SARA model and
procedural justice support those components.

3. Explain how organizational transformation, strategic planning, and internal fairness
strengthen community policing efforts.

4. Discuss the challenges and risks that law enforcement faces, including historical mistrust,
diversity dynamics, and officer wellness.

5. Apply community policing principles to real-world scenarios and propose strategies for
building partnerships and accountability.

Chapter Overview

Policing today depends on law enforcement and communities working together. Community policing is not
just a set of programs; it is a way of thinking that values teamwork, openness, and respect. In this chapter, you

will learn about the main ideas behind community policing, how agencies can change their practices to support
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it, and why trust and legitimacy matter for public safety. You will also see how problem-solving, fair procedures,
and planning can help officers and communities tackle the real causes of crime and disorder. Later chapters will

look at specific tactics, legal rules, ways to ensure accountability, and how to handle high-risk situations.

1.1 Why Community Policing Matters

Community policing works best when law enforcement and the communities they serve build trust and work
together as a core part of public safety. Modern policing holds that controlling crime and disorder needs the
involvement of local residents and workers. Communities provide valuable information about crimes and
social issues. Their informal networks help keep neighborhoods safe (COPS Office, 2020). However, building

these partnerships often means overcoming years of separation, exclusion, and mistrust (COPS Office, 2020).

To build stronger relationships, focus on the principles of procedural justice: giving people a voice, acting
with fairness, showing respect, and being trustworthy. When community members can share their views on
public safety, see officers act fairly, and experience respectful, honest behavior, their trust in law enforcement
grows. Accusations of racial bias and excessive force have damaged trust, and police leaders now face pressure
to address not just crime, but also social issues like homelessness, mental health, and public health problems
(COPS Office, 2020). One example of successful community policing is the Seattle Police Department’s Micro-
Community Policing Plans (MCPPs), in which officers and residents work together to identify local concerns
and create safety plans tailored to each neighborhood. Programs like the MCPDPs give people a voice, show
fairness in setting priorities, and build respect and trust through ongoing conversations. These efforts have
helped increase trust, encourage open dialogue, and develop practical solutions to crime and quality-of-life

challenges.

Furthermore, when trust between the community and police is low, crime can increase because people may
not share information, victims might not report crimes, and witnesses may hesitate to help. Research shows
that officers from diverse backgrounds tend to use less force and make fewer stops and arrests than white
officers. For example, Black officers make 29 percent fewer stops, 21 percent fewer arrests, and use 32 percent
less force per shift than white officers (Ba et al., 2021). Having a diverse police force matters because officers
who share backgrounds or experiences with the community may better understand different viewpoints,
communicate more effectively, and calm tense situations. More cultural understanding and empathy can lead
to more respectful interactions and greater community involvement. These findings suggest that increasing
diversity can help reduce abusive policing and rebuild trust (Ba et al., 2021). They also show that community

relationships are complex, and policing needs to involve many different approaches and people.

Discriminatory practices hurt both individuals and whole communities. In 2011, an investigation into the
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Maricopa County Sheriff’s Office found racial profiling: Latino drivers were four to nine times more likely
to be stopped than non-Latino drivers in similar situations (U.S. Department of Justice, 2011). Deputies
sometimes acted after complaints about “dark-skinned” people or those speaking Spanish. These actions
created a “wall of distrust” that made it harder for the agency to protect residents (U.S. Department of Justice,
2011). Addressing past injustices is necessary for effective policing. Besides ethical reasons, discrimination is
costly: many places have paid millions in lawsuits and settlements over biased policing. Studies show that these
legal costs can strain city budgets and divert funds from community programs. Some ways to address these
problems include bias training, using body cameras to promote transparency, collecting and reviewing stop-
and-search data to spot discrimination, and establishing community oversight boards. Hiring more diverse
officers and encouraging regular conversations between police and residents can also build accountability and
trust. By making these changes, agencies can work to end discrimination, build better relationships, and save

money by avoiding expensive lawsuits.

Law enforcement agencies operate beyond regular street patrols. In hospitals, for example, police and security
officers can sometimes cause harm. A study of U.S. media reports found that hospital officers harmed people in
five ways: shooting patients, using too much force, arresting patients, committing sexual assaults, and injuring
staff or bystanders (Saadi & Ray, 2023). These cases show that community policing should include all places

where law enforcement interacts with the public.

But what if hospitals and clinical spaces did not rely on law enforcement officers as first responders to crises?
Increasingly, some institutions are piloting non-police crisis intervention teams made up of mental health
professionals and social workers who are specially trained to de-escalate stressful situations without involving
police. By imagining non-police crisis teams as the default in hospitals, we broaden the lens from incremental

reforms to structural change, prompting us to reconsider the role of law enforcement in care environments.

To prevent harm in these non-traditional settings, agencies can implement specialized training on de-
escalation, mental health awareness, and cultural sensitivity. Increased oversight, partnerships with hospital
staff, and clear police intervention protocols can also reduce risks and build trust in these vulnerable

populations.

No matter your role (whether you are a police chief, community advocate, or resident), you can take real
steps to rebuild trust and improve community safety. Chiefs can invite community groups to regular meetings
to discuss local concerns. Advocates can work with agencies to review and suggest changes to training and
oversight. Residents can share their views at meetings or through surveys. Taking the first step together, like
starting a joint community-police task force, can set the stage for ongoing teamwork and real progress. When

everyone commits to shared action, community policing becomes a reality instead of just a goal.
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Watch Your Step

General Public: “Community policing is just a public relations campaign.”

Expert Opinion: True community policing is a philosophy that requires long-term partnerships,
transparency and shared problem solving. When done properly, it addresses root causes of crime
and improves safety for everyone.

1.2 Core Elements and Principles

Slow Down and Think: Think Three interrelated components define community policing:
about a time when you or problem solving, community partnerships and organizational
someone you know felt transformation. Problem solving requires officers to go beyond
mistrust toward law answering calls for service. Agencies use the SARA model,
enforcement. What factors which stands for Scan, Analyze, Respond and Assess, to
contributed to that feeling? identify recurring problems, examine their underlying causes,
How could officers and implement innovative responses and evaluate outcomes.
community members work Problems should be recurring and geographically defined to
together to change those maximize the effect of limited resources. Community
perceptions?

partnerships can be formal or informal and might involve
social service providers, faith leaders, business owners, school
officials and neighbors. Officers build trust by making a felt
presence through foot patrols, youth events and daily
conversations (COPS Office, 2020).

Central to effective partnerships is procedural justice, the idea that authorities should make decisions
transparently, give people a voice, treat everyone with respect and act impartially. This framework operates
as an internal-external learning loop: when officers model fairness and respect within the organization, they
reinforce these same values in their interactions with the public, creating a reinforcing cycle of trust and
legitimacy. In this sense, a police agency functions as a learning community, where inward practices of
procedural justice shape and strengthen outward community relationships. Officers can demonstrate
procedural justice in various ways, such as by clearly explaining the reasons for their actions during a traffic

stop and listening carefully to a citizen’s concerns before taking further steps. For instance, if an officer stops
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a driver, they might explain why the stop occurred, allow the driver to explain their perspective, and remain
courteous and professional throughout the interaction. When people believe they are treated fairly, they are
more likely to see the police as legitimate and cooperate with law enforcement. Officers who model procedural
justice in their own ranks by valuing employees’ voices, treating colleagues fairly and fostering mutual respect

are better prepared to practice it in the community (COPS Office, 2020).

The third component, organizational transformation, means aligning the agency’s management, structure,
personnel and information systems to support partnerships and proactive problem solving. Decentralization,
civilianization and restructuring of units allow officers to work closely with residents instead of operating
within rigid paramilitary hierarchies. Decentralization brings practical benefits by moving decision-making
authority closer to the community. For example, rather than waiting for approval from a central office to
organize neighborhood events or deploy officers for specific outreach efforts, frontline officers and supervisors
in a decentralized structure can take action more quickly and respond to emerging concerns as they arise.
In communities where approval for community events once took weeks due to multiple management layers,
a flattened structure now allows officers to receive rapid authorization, making police-community initiatives
more timely and effective. However, agencies commonly encounter barriers to transformation, such as
resistance to change among staff, limited funding and resources, or conflicting priorities within the
organization. These challenges can slow progress and require strong leadership, ongoing training and open

communication to overcome. Transformation cannot be left to a special community-policing unit; it requires

commitment from every employee (COPS Office, 2020).

Use the SARA model to tackle recurring issues. Start by scanning data to identify the most common
calls for service in a defined area. Analyze why those problems occur, respond with creative
solutions that involve community partners and assess whether your actions make a difference.
Remember that foot patrols reduce violence mainly in high-crime areas; tailor your tactics to
neighborhood needs (COPS Office, 2020).

Research supports the value of these core elements. Studies show that community policing and problem
solving can suppress crime and improve satisfaction. Face-to-face interactions and perceptions of fairness
encourage cooperation. However, the same research cautions against one-size-fits-all tactics; targeted foot

patrols reduce violent crime only in beats with unusually high violence. Agencies must analyze neighborhood
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conditions before deploying resources. Many departments adopt community-policing language without

making significant structural changes. Superficial adoption often relies on traditional enforcement rather than

innovative problem solving, and evaluation tends to be shallow (COPS Office, 2020).

Watch Your Step

General Public: “Our department already has a community policing unit, so we're covered.”

Expert Opinion: Assigning a few officers to community outreach does not transform an

organization. True change involves shifting the entire agency’s mission, structure and daily

practices toward partnership and problem solving.

Slow Down and Think:
Consider a recurring problem in
your neighborhood, such as
vandalism near a park. How
would you apply each step of
the SARA model to address it?
Who in the community might
you partner with? What metrics
would you use to assess
success?

1.3 Transforming Police
Organizations

The ability of a department to practise community policing
depends on its internal environment. Community policing is a
philosophy that promotes partnerships and problem-solving
strategies to proactively address the causes of crime, reduce
tear, and improve quality of life by strengthening relationships
and trust between law enforcement and the community. Many
law enforcement agencies follow rigid, rules-oriented
structures that can conflict with a mission centered on
listening and collaboration (COPS Office, 2020). Officers
often enter the profession wanting to protect and serve, but

the paramilitary culture and extraordinary powers they possess

shape their perceptions of their roles (COPS Office, 2020). For example, in a paramilitary mindset, officers may

focus on strict enforcement of rules, limited engagement with residents outside of official duties, and

responding to situations in ways that emphasize authority and control. In contrast, a community-oriented

mindset is reflected in behaviors such as initiating open dialogues with residents, seeking local input before

taking action, and collaborating with community members to solve problems. To change this, agencies must

reorient themselves.
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Internal barriers include unclear mission statements, lack of accountability and punitive disciplinary processes.
Some agencies address these by flattening hierarchies, improving communication and introducing early
warning systems and education-based discipline (COPS Office, 2020). External factors also matter. Tactics
like hotspot policing can widen divides when they ignore community priorities. Conversely, an integrated,
comprehensive approach to community policing enhances actual and perceived safety and outperforms
enforcement-only strategies. Departments willing to transform and collaborate with residents can have
significant positive impacts (COPS Office, 2020).

Transformation requires planning. To begin, agencies can take practical first steps such as forming
multidisciplinary planning committees that bring together officers as “problem-solvers,” civilian staff as
“bridge-builders,” and community representatives as “community scouts.” By assigning these distinctive roles,
agencies clarify each group’s unique contributions: problem-solvers focus on developing practical solutions,
bridge-builders facilitate coordination and resource-sharing within the agency, and community scouts ensure
the voices and needs of local residents are represented. Conducting thorough needs assessments and collecting
input from both employees and local residents will help identify key priorities and challenges. A
comprehensive strategic plan can then realign priorities around community policing, recognize that crime
and disorder are symptoms of broader social issues, and outline partnerships with community members,
nonprofits and other organizations to address underlying causes (COPS Office, 2020). The plan should
include a clear vision, define roles for every member, establish milestones and metrics and adjust policies and
procedures to shift from reactive enforcement to prevention and early intervention. Additionally, agencies can
utilize social media platforms to communicate their vision, solicit input and keep residents informed (COPS
Office, 2020).

Internal fairness is just as important as external fairness. Agencies should practise procedural justice internally
by ensuring employees feel valued, their opinions are considered, they are treated fairly and mutual respect
exists (COPS Office, 2020). When officers experience fairness at work, they are more likely to extend it
to the public. Agencies must also prioritize employee wellness. Law enforcement personnel face enormous
stress and trauma; wellness programs should go beyond self-care to include proactive interventions, healthy
lifestyle promotion and early access to preventative services. Effective interventions include peer support teams,
confidential counseling services, resilience and mental health training, access to chaplaincy programs, and
regular wellness checks by trained professionals. Some agencies have implemented mindfulness-based stress
reduction sessions and provide resources for sleep hygiene and nutrition. Research shows that police work is
among the most stressful occupations, leading to sleep disorders, impaired judgment and mental health issues;
shift work and unpredictable schedules amplify these effects (Ayorinde et al., 2025). Addressing stress and
fatigue is not only compassionate; it supports better decision making and safer interactions (Ayorinde et al.,
2025).
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When crafting a strategic plan for community policing, start by listening. Host open forums, survey
residents and consult social service partners to understand community needs. Then align your
agency’s mission, policies and training with the principles of transparency, fairness and
collaboration. Use social media to share progress and invite feedback; it builds trust and
accountability (COPS Office, 2020).

Watch Your Step

General Public: “If crime rates drop, community trust will follow automatically.”

Expert Opinion: Reducing crime is important, but it does not automatically build social cohesion.
Strategies must address community concerns and empower residents; otherwise suppression
tactics can deepen divides.

Finally, organizations must mitigate risk in training and
operations. Training accidents have led to serious injuries and

deaths because agencies failed to identify and address risks
Slow Down and Think:

Imagine you are a police chief
asked to decentralize your

(Connelly, 2010). Effective risk management means
integrating safety protocols into training plans, conducting

foresight and preparation and developing a culture where
agency and promote

everyone looks out for hazards (Connelly, 2010). To put this
community policing. What

into practice, leaders should take concrete actions such as

changes would you make to . . : . . -
conducting regular risk audits, using scenario-based training to

leadership, communications and o o
prepare for potential incidents, and requiring thorough after-
action reviews for all training events. Agencies can implement

comprehensive safety checklists, ensure qualified supervision
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during high-risk activities, and provide clear reporting
channels for near-misses and concerns. Surveys of law
enforcement executives highlight risks beyond physical safety,

including finances, training quality, cultural competence, training? How would you

cyber exposure, officer wellness and supervision (Police Chief ensure officers buy into the

Magazine, 2024). Addressing these risks protects both new mission?
personnel and the public and supports the broader goals of

community policing.

1.4 Building Trust, Engagement and Social Cohesion

Transforming an agency is only half the job; building trust requires ongoing engagement with the community.
Training all personnel in community policing ensures that every employee, from patrol to detectives to support
staff, views collaboration as part of their mission. Agencies should broaden their social networks into
neighborhoods where they lack ties and demonstrate a sincere intention to listen and work together. At first,
these efforts may meet suspicion or hostility, but persistence and modeling desired behaviors can break down
barriers (COPS Ofhice, 2020). To overcome initial resistance, agencies can proactively identify and partner with
respected local leaders and community organizations to serve as bridges. Hosting regular listening sessions in
accessible locations can create safe spaces for residents to voice concerns and see agency representatives in a
genuine, non-enforcement role. Additionally, committing to follow up on community input and publicizing

positive changes based on resident feedback helps demonstrate accountability and builds credibility over time.

Transparency strengthens relationships. Agencies should regularly share data, policies and outcomes with the
public. Key transparency metrics include use-of-force incidents, outcomes of internal and external complaints,
stop-and-search data, demographic information on enforcement actions, as well as trends in officer-involved
shootings and disciplinary actions. Sharing these types of data allows leaders to prioritize efforts that have the
greatest impact on public trust. Clear policies for proactive disclosure allow the community to understand
departmental decisions and invite feedback. Open dialogue helps the agency tell its own story rather than

leaving residents to speculate about its intentions (COPS Office, 2020).

Agencies can enhance engagement by creating advisory groups that include a broad cross-section of
stakeholders, especially those who have historically been critical of police practices. These groups help draft
strategic plans and bring diverse perspectives to the table. In addition to advisory boards, law enforcement
should engage directly with residents to ensure guidance reflects a wide range of voices. Every contact is
an opportunity to practise procedural justice; positive interactions, whether in person, by phone or online,
build legitimacy and reduce fear. Agencies should measure procedural justice in community interactions and

conduct regular surveys to evaluate service quality (COPS Office, 2020).
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Building social cohesion is critical in neighborhoods with chronic crime and disorder. In areas with low
trust and high violence, suppression tactics may deepen divides. Instead, agencies should collaborate with
academic researchers and subject matter experts to measure residents’ perceptions, levels of social interaction
and willingness to cooperate. Law enforcement can act as a social agent and community broker, helping
residents build networks and empowering them to exercise collective control. As a first step, agencies can
initiate partnerships by convening interagency meetings that include local government departments, schools,
nonprofits, and faith-based organizations. Identifying and reaching out to local champions or respected
neighborhood leaders can help build trust and momentum for collaboration. Establishing a working group
focused on social cohesion in targeted neighborhoods and setting shared goals ensures that all partners
contribute toward common objectives. Identifying neighborhoods with persistent crime, then focusing
interventions on smaller areas with low social control, can increase resident confidence. Partnerships with
city agencies to improve infrastructure, recreational opportunities and employment also demonstrate that law

enforcement cares about residents’ well-being (COPS Office, 2020).

Guidance from Gokey and Shell (2016) emphasizes that police executives must build relationships of trust by
attending neighborhood meetings, following through on commitments and expanding partnerships beyond
their usual networks. Building trust is not a one-off event; it requires continuous engagement and
responsiveness. The Office of Justice Programs (n.d.) likewise advises agencies to adopt comprehensive
performance management systems that align strategic goals, measure progress and tie individual and

organizational performance to community policing outcomes.

Measuring success requires new metrics. Agencies should adopt data sets and evaluation tools that capture
perceptions, beliefs and partnership efficacy. Performance evaluations must ask whether every employee feels

part of the mission, whether leadership values staft input and whether the agency invests in physical and

psychological health. Progressive discipline and early intervention systems help identify problems before they
become crises (COPS Office, 2020).

Form an advisory group that includes voices you do not usually hear. Invite advocates, critics, youth
leaders and representatives from diverse communities. Ask them to help develop strategies and
review policies. Use short surveys after calls for service to measure how people felt about the
interaction and use that feedback to improve training and performance evaluations.
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Watch Your Step

General Public: “We know we're making progress when the crime rate drops.”

Expert Opinion: Crime rates are important, but they don't tell the whole story. Successful
community policing is measured by trust, fairness, engagement and the ability of residents to work
together.

1.5 Ensuring Accountability and
Equity

Slow Down and Think: If you

To build lasting trust, law enforcement must demonstrate were designing a survey to
accountability and equity. Federal investigations have measure social cohesion, what
uncovered patterns of unconstitutional policing and questions would you ask

discriminatory practices. For example, the investigation of the residents? How would you

Maricopa County Sheriff’s Office found that Latino drivers ensure that people who usually

were stopped far more often than non-Latino drivers, that feel unheard have a voice?
deputies used appearance-based indicators like dark skin or
Spanish language as reasons for stops and that the agency
lacked clear policies and oversight. Detention officers punished
Latino inmates for not understanding English, refused to accept forms written in Spanish and retaliated against
critics. These practices violated constitutional rights and created a general culture of bias (U.S. Department of
Justice, 2011). Similar investigations in cities such as Ferguson, Baltimore, and Chicago have revealed

comparable patterns of unconstitutional practices and racial bias, illustrating that these issues are not isolated

but reflect broader national trends.

Accountability also extends to nontraditional settings. In hospitals, security personnel and police officers
have been reported to shoot or injure patients, use excessive force, make arrests and commit sexual assaults.
Most victims were Black and had mental illness, and the reliance on police in health care settings may reflect
structural racism. Hospitals widely employ armed security; most allow officers to carry handcuffs, batons,
firearms and Tasers, yet there is little data on how this affects patient safety. Because this lack of standardized
information makes it difficult to identify patterns or prevent harm, agencies and researchers could improve

data collection by establishing standardized reporting requirements for all incidents involving hospital security
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and law enforcement. Comprehensive logs should capture demographic details, nature of force used,
outcomes, and context of each incident. Furthermore, by partnering with academic researchers to analyze these
data across institutions, stakeholders can develop best practices grounded in real-world evidence. Therefore,
implementing accountability measures, de-escalation training and removing firearms from hospital security is
more likely to reduce harm, as these steps would be guided by solid data and informed analysis (Saadi & Ray,
2023).

Diversity policies offer another path toward equity. Studies show that officers of color and women make
significantly fewer stops and use less force than white male officers. These patterns support the argument that
diversifying police departments can reduce abusive policing (Ba et al., 2021). However, diversity alone is not
a panacea; officers are multidimensional human beings, and effective reforms require attention to training,
supervision and culture (Ba et al., 2021). Targeted reforms such as implicit bias training, scenario-based de-
escalation exercises, and the introduction of early intervention systems for supervisors have shown promise in
reducing harmful patterns. For instance, some agencies have implemented regular coaching sessions, real-time
feedback during patrol, and mandatory crisis intervention training modules with positive results. Together,

these measures complement diversity initiatives by promoting fairer and more accountable policing practices.

Risk management must be central to accountability. Training accidents highlight how inadequate planning
and complacency can lead to tragedy (Connelly, 2010). Agencies must integrate proactive risk assessment
into all training and operations, identify potential hazards and take steps to mitigate them (Connelly, 2010).
Surveys of law enforcement leaders reveal risks beyond physical safety, including financial pressures, cultural
competence gaps, cyber threats, officer wellness and supervision challenges (Police Chief Magazine, 2024).
Addressing these risks protects both officers and the public and ensures that community policing goals are

achievable.

Finally, officer wellness is a cornerstone of equitable policing. Policing is one of the most stressful occupations,
and long hours, trauma and shift work can lead to sleep disorders, impaired judgment, substance abuse and
mental health problems. Proactive wellness programs, early intervention and supportive supervision help

officers maintain empathy and professionalism. When officers feel supported and healthy, they are more likely

to practise procedural justice and build trust (Ayorinde et al., 2025).

Wellness isn't optional. Encourage officers to take advantage of peer-support programs, counseling
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and healthy lifestyle resources. Supervisors should routinely check on their team'’s well-being and
model self-care. A healthy workforce is better prepared to engage with empathy and to withstand

the stresses of community policing.

Watch Your Step

General Public: “Racial profiling and discrimination are things of the past.”

Expert Opinion: Patterns of unconstitutional policing show that bias and profiling still occur.
Acknowledging and addressing these issues is essential to building equitable policing.

Chapter Summary

Community policing recognizes that law enforcement cannot achieve public safety alone.
Communities provide information, social cohesion and legitimacy, but decades of mistrust and bias
must be confronted. Building trust requires more than public relations; it demands genuine
partnerships, transparent decision making, fair treatment and a willingness to address historical
harms (COPS Office, 2020). The core components of community policing (problem solving,
partnerships and organizational transformation) work together. The SARA model helps officers
understand the root causes of problems and evaluate solutions. Procedural justice fosters
legitimacy by giving people a voice and treating them fairly. Organizational transformation aligns
structures and personnel with the community mission. Research shows these approaches can
suppress crime and improve satisfaction, but they must be tailored to neighborhood conditions and
fully embraced by agencies (COPS Office, 2020).

Transforming an agency involves strategic planning, internal fairness and risk management. Early
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warning systems, progressive discipline and wellness programs support officer well-being and
encourage empathy. Agencies must measure success through trust, engagement and partnership,
not just crime statistics. Building social cohesion requires empowering residents, improving
infrastructure and collaborating with other agencies (COPS Office, 2020).

Accountability and equity are essential. Cases like the Maricopa County investigation remind us that
unconstitutional policing harms communities and undermines legitimacy

(U.S. Department of Justice, 2011). Diversity can reduce abusive policing (Ba et al., 2021), but only
when combined with training, supervision and cultural change. Risk management protects officers
and the public (Connelly, 2010; Police Chief Magazine, 2024), and wellness programs ensure that
those tasked with protecting the community are themselves supported (Ayorinde et al., 2025).

In short, community policing is about creating a shared vision for safety, rooted in trust, fairness
and partnership. When agencies and communities work together, everyone benefits.

End of Chapter Activities

Case Study Analysis: The Collaborative Neighborhood
Project

You are part of a pretrial review team in a mid-sized city that recently adopted a community-policing strategy.
The neighborhood in question has seen increasing calls for service related to noise complaints, petty theft and
youth loitering. Residents report mistrust of officers due to past experiences with aggressive patrols. The agency

collected data on calls, held several listening sessions and launched foot patrols, but tensions remain.

Write a short case position statement answering these questions in plain language:

1. Which action taken by the police demonstrates the strongest alignment with community policing
principles (for example, data analysis, listening sessions, foot patrols) and why?

2. Which action needs improvement (for example, lack of follow-up with youth, insufficient diversity
among officers, limited coordination with social services) and why?

3. What one step, taken before trial or the next phase, would most reduce error or mistrust (for example,
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forming an advisory group, conducting a social cohesion survey, reassigning officers to smaller beats)?

Next, explain how you would speak about the residents’ rights with respect, including the right to be heard,

fairness in enforcement and the ability to question the actions of officers in community meetings.

Choose Your Own (Patrol) Adventure

Skills Lab 1: Mapping Neighborhood Concerns

Working in teams, students select a local neighborhood (or fictional block) and gather information about
recurring issues by reviewing call logs, speaking with residents (role-played by classmates) and observing
the environment. Using the SARA model, each team scans for patterns, analyzes root causes and proposes
responses that involve community partners. After presenting their plan, teams discuss how to assess success

beyond crime rates, such as by measuring trust or engagement.
Skills Lab 2: Partner Dialogues

Students role-play conversations between officers and various community stakeholders, such as youth leaders,
business owners, faith leaders and social workers. Each conversation focuses on listening, explaining decisions
transparently and inviting feedback. Students practice using procedural justice language and note how
different communication styles influence trust. Afterward, the class reflects on the importance of tailoring

messages to diverse audiences.
Skills Lab 3: Internal Change Simulation

This lab simulates an agency meeting where officers, supervisors and civilian staff redesign a policy to
incorporate community policing principles. Participants debate decentralizing a unit, adopting a new data
dashboard or revising the disciplinary process. The class writes a short action plan that includes steps for

implementation, risk management, wellness considerations and ways to measure progress.
Skills Lab 4: Bias Awareness Exercise

Students individually review brief scenarios that provide limited information about individuals (e.g., “Three
teenagers in hoodies are standing outside a store”). They write down their initial reactions, then discuss how
context, language and stereotypes influence perceptions. A facilitator introduces data on diversity in policing

and guides a discussion on how officers can mitigate implicit bias through training and supervision.

Skills Lab 5: Wellness Plan Workshop
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In small groups, students design a wellness program for a hypothetical agency. They identify stressors officers
face, propose components (peer support, counseling, healthy sleep schedules, mental health training), and
explain how the program supports community policing goals. Groups then role-play presenting their wellness

plan to agency leadership, emphasizing the connection between officer wellness and public trust.

Questions That Change How You Think

1. Explain why trust and legitimacy are as important as crime rates when evaluating police performance.
How do they influence residents’ willingness to cooperate with law enforcement?

2. Describe how the SAR A model difters from traditional reactive policing. Provide an example of how
you would use SAR A to address a recurring problem.

3. Discuss the relationship between organizational transformation and procedural justice. Why must
internal fairness come before external legitimacy?

4. Identify one potential risk that could arise during officer training and explain how proactive risk
management could prevent it.

5. Give two reasons why diversity in police departments may reduce abusive policing and two reasons why
diversity alone is not sufficient.

6. How can law enforcement agencies measure social cohesion? Describe one metric you would use and
why it matters.

7. Imagine a hospital considering whether to employ armed police officers. What factors should leaders
consider to balance security and harm reduction?

8. Explain how a comprehensive strategic plan can address both crime reduction and underlying social
issues. Include at least three stakeholders who should be involved in drafting the plan.

9. Discuss how officer wellness affects community policing outcomes. What steps can agencies take to
support wellness, and how might those steps improve interactions with the public?

10. If you were tasked with creating a performance evaluation system for a community-oriented agency,

what measures would you include to ensure that every employee sees their role in the mission and feels

valued?
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DE-ESCALATION IN PRACTICE

Dr. Michael McHenry

Chapter 2: De-Escalation in Practice

Learning Objectives

By the end of this chapter, you should be able to:

1.

Explain what de-escalation means and why valuing human life and objective reasonableness
are core principles in use-of-force policies.

Describe the legal duties to de-escalate, intervene and provide aid, and identify when less-
lethal and deadly force may be used under law.

Identify and apply de-escalation tools and techniques such as the Critical Decision-Making
Model, crisis recognition, time and distance, and active listening.

Evaluate the benefits and limitations of de-escalation training and understand the
importance of ongoing practice and supervisor support.

Discuss the challenges and controversies surrounding de-escalation, including concerns
about officer safety, gaps in research and the shift from warrior to guardian mindsets.

Chapter Overview

De-escalation is a foundational concept in modern policing. At its heart, it reflects a commitment to preserving

life and resolving conflicts peacefully. This chapter introduces the legal and ethical frameworks that guide

officers” decisions about when and how to use force, with emphasis on valuing human life and employing

objective reasonableness. It explains duties to de-escalate, intervene and provide aid, and details policies that

restrict deadly force and encourage less-lethal options. You will learn practical tools and techniques from
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the Critical Decision-Making Model and crisis recognition skills to time, distance and active listening that
help officers manage tense encounters without resorting to force. De-escalation does not require officers to
sacrifice their own safety. For example, officers can safely resolve a standoff with an armed subject by using
time, communication, and cover. Use of de-escalation strategies not only protect themselves and bystanders
but also prevents injury to the subject. The chapter also examines the effectiveness of de-escalation training,
including encouraging results from some programs and serious gaps in the research. Finally, it discusses the
controversies surrounding de-escalation, including concerns about officer safety and the ongoing shift from
warrior to guardian mindsets. Building on Chapter 1’s emphasis on community partnerships and procedural
justice, this chapter shows how calming conflict through de-escalation enhances trust, accountability and safety

for everyone.

2.1 Defining De-Escalation and Use of Force

Modern use-of-force policies begin with a simple idea: the sanctity of human life. The National Consensus
Policy on Use of Force states that agencies value and preserve human life and that officers shall use only the
force that is objectively reasonable, given the facts and circumstances (International Association of Chiefs of
Police, 2020). Objective reasonableness means asking what a reasonable officer would do in the same situation.
For example, consider an officer who responds to a call involving a person holding a baseball bat and acting
agitated on a sidewalk. Instead of immediately using force, the officer keeps a safe distance, speaks calmly, and
assesses whether the person poses an imminent threat to others. If the person sets down the bat and starts
complying with the officer’s instructions, continued force would not be justified. If a person is complying or no
longer resisting, officers must discontinue force and provide or arrange medical aid for individuals with visible

injuries (International Association of Chiefs of Police, 2020).

What is de-escalation? Both the Consensus Policy and Washington law define de-escalation as taking
steps—through actions, verbal or non-verbal communication—to calm situations, manage potential threats,
and create the time and space needed to safely resolve incidents (International Association of Chiefs of
Police, 2020; State of Washington, 2021). Tactics include giving clear instructions, slowing down interactions,
creating distance, designating a single communicator, and calling on available crisis intervention resources
(State of Washington, 2021).

When selecting a specific tactic, officers make decisions based on factors such as the person’s behavior, level
of threat, presence of weapons, available backup, and the individual’s characteristics or needs. The officer first
assesses the situation, then chooses tactics that have the best chance of reducing risk to all parties while ensuring
safety. For example, if a subject appears upset but is communicating, the officer may try calming speech and

clear instructions. If the subject is holding a weapon but not actively aggressive, creating distance and waiting
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for additional resources may be the preferred approach. These tactics are part of a larger toolkit that includes

less-lethal alternatives such as verbal warnings, conducted energy weapons, pepper spray and impact batons
(State of Washington, 2021).

Use-of-force laws set boundaries. As outlined by the State of Washington (2021), officers in Washington may
use force only to protect against a criminal offense, effect an arrest, prevent escape or perform community
caretaking functions. The law also states that deadly force is allowed only when necessary to protect against an
immediate threat of serious physical injury or death. According to state requirements, reasonable care means
officers must use all available de-escalation tactics before resorting to physical force, apply the least amount
of force necessary, and consider individual characteristics such as pregnancy, age, cognitive impairment,
disabilities, substance use, suicidality, language barriers, and the presence of children. The State of Washington
(2021) also emphasizes that failing to follow these legal requirements can result in significant consequences for
officers, including internal discipline, suspension, loss of certification, civil liability, or even criminal charges
in cases of willful or reckless misconduct. These measures help ensure officers are held accountable for their

actions and maintain public trust.

De-escalation is about choices. Officers must ask whether there is a reasonably effective alternative to force and
whether the level of force is proportional to the threat (State of Washington Office of the Attorney General,
2022). Officer training programs focus on these decision-making processes, teaching officers to evaluate
situations carefully and apply de-escalation tactics to reduce the likelihood of harm. Through scenario-based
training and regular instruction, officers develop the skills needed to recognize, assess, and respond to
challenging encounters. When force is no longer needed, it must stop (State of Washington Office of the
Attorney General, 2022). Building on procedural justice principles introduced in Chapter 1, de-escalation

ensures that interactions remain fair, transparent and respectful. In the following pages, we examine how

officers practice these choices in real time.

Know your agency's definitions and policies. De-escalation is not a loose concept; it involves
specific actions like clear instructions, creating distance and using available crisis resources (State of
Washington, 2021). Understanding these tools and when to apply them helps you stay within the
law and protects lives.
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Watch Your Step

General Public: “De-escalation means officers can never use force.”

Expert Opinion: De-escalation aims to reduce the need for force, but if a person poses an
immediate threat, officers may use less-lethal or deadly force when legally justified.

2.2 Duties, Policies and

Proportionality
Slow Down and Think: Think

Good policies turn principles into clear duties. National and of a time when someone
state guidelines require officers to use de-escalation techniques calmed you down with words
whenever possible and give people time to comply before or actions. How did they change

taking further action (International Association of Chiefs of your mindset? Which of those

Police, 2020). Officers may use less-lethal force if de-escalation techniques align with the

does not work or is not appropriate, but only to protect definition of de-escalation

themselves or others from harm, restrain someone resisting, or described here?
bring a situation under control (International Association of
Chiefs of Police, 2020). Deadly force is only allowed when
there is an immediate threat of death or serious injury, and
chokeholds are banned unless deadly force is permitted (International Association of Chiefs of Police, 2020).
For example, if someone is holding a weapon and threatening bystanders after refusing to cooperate, an officer
may need to use less-lethal force to prevent harm. If a suspect fires a gun at officers or civilians, deadly force is
justified to stop the threat. Using real-life examples helps officers see how these policies work in practice.
Following these rules is also important for building trust with the community and protecting civil rights. Not
following them can lead to legal problems, loss of public trust, and negative outcomes for both individuals and

the agency, as noted in the 21st Century Policing Report.

Duty to intervene and render aid. Officers must step in if they see another officer using too much force or
doing something wrong. They are required to report what they see and are protected from retaliation for
doing so (International Association of Chiefs of Police, 2020; State of Washington Criminal Justice Training
Commission, 2021). To help officers build these skills, it helps to look at examples that move from less risky to

more serious situations:
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1. First, picture an officer noticing a coworker using harsh language or being rude to someone. In this
situation, intervening usually means having a private talk or giving a gentle reminder about department
standards, and documenting the incident if necessary.

2. Ina more serious case, an officer sees a coworker use unnecessary physical force, like pushing someone
who is already cooperating. Here, the officer should act quickly by asking the colleague to stop, telling a
supervisor, and writing a detailed report as soon as possible. If needed, include evidence such as body
camera footage or witness statements.

3. In the most serious situations, an officer might see excessive force that causes visible injury or could cause
harm. The officer should step in right away if it is safe, alert supervisors directly, and make sure the
person gets medical help quickly. Officers must write a detailed report about what happened. If they
worry about retaliation for reporting, they should tell their supervisor or internal affairs and keep a
record of any concerning actions. Many departments offer protections and an appeals process for these
cases. Officers must also provide or arrange medical aid for anyone with visible injuries or who complains

of pain after a use of force incident (International Association of Chiefs of Police, 2020).

Arranging these examples from simple to complex helps officers learn when and how to step in as they gain

experience. These responsibilities support accountability and keep both officers and the community safe.

Proportionality and necessary force. The Washington model policy says that force must be both necessary and
proportional. Officers should keep checking if force is still needed and stop using it when it is not (State of
Washington Office of the Attorney General, 2022). In changing situations, officers can decide if force is needed
by looking at whether the threat is still there, if the person’s behavior has changed, or if safer options are
available. For example, if a situation calms down or someone starts to cooperate, officers should reduce or stop
using force. Officers must also think about individual factors like pregnancy, age, vulnerability, or disabilities,
and only use the amount of force that no other reasonable option would achieve (State of Washington Office
of the Attorney General, 2022). When dealing with people who are young, pregnant, elderly, or show signs of
disability or vulnerability, officers should quickly reassess the need and type of force. They should also consider
other options and whether extra care or support is needed before acting. Visual reminders at the scene, such as

wristbands or profile notes, can help highlight these important factors, as seen in recent PERF training. Taking

these factors into account shows a commitment to fairness and respects the different needs of the public.
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Before using force, ask yourself: “Is there a reasonable alternative? Does the level of force match
the threat?” Considering individual characteristics and providing clear instructions can prevent
unnecessary escalation (State of Washington Office of the Attorney General, 2022).

Watch Your Step

General Public: “Intervening against a fellow officer is disloyal.”

Expert Opinion: Intervention is a professional duty, not betrayal. Policies require officers to stop
excessive force and report wrongdoing (State of Washington Criminal Justice Training Commission,
2021). It protects everyone and builds trust.

2.3 Tools and Techniques for
De-Escalation

Slow Down and Think:

Effective de-escalation requires more than a calm voice. It relies Imagine you witness a fellow
on structured decision making, crisis recognition, officer using excessive force on
communication and patience. The Critical Decision-Making a vulnerable person. What is
Model (CDM) guides officers through five steps: collect your responsibility under policy,

information, assess the situation and risks, consider legal and how might your actions

authority and policy, identify options and determine the best influence community trust?

course of action, and act, review and reassess (Police Executive

Research Forum, 2016). The model is circular, meaning

officers can move back and forth between steps as new

information emerges (Police Executive Research Forum, 2016). Using the CDM encourages officers to gather
as much information as possible, ask questions and develop options rather than rushing into force (Police
Executive Research Forum, 2016). While the process helps manage high-risk situations, it also provides an

opportunity to build trust and positive relationships in the community. Emphasizing these opportunities helps
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shift the focus from merely avoiding liability to actively strengthening public trust through thoughtful

engagement.

For example, an officer responding to a report of a person acting erratically in a public park might start by
collecting information from witnesses and observing the individual’s behavior. Assessing the situation, the
officer notes that the person appears confused and ignores instructions but does not threaten others. The
officer considers legal authority and department policy, then identifies options such as calling for backup or
involving a crisis intervention team. By choosing to engage calmly and keep a safe distance, the officer gives
the person time and space to respond, and continues to reassess as new information emerges. This approach,

guided by the CDM, allows for a safer and more thoughtful resolution.

Recognizing crisis and using CIT. ICAT training reminds officers that only a small percentage of calls involve
individuals in crisis, but these situations carry high risk (Police Executive Research Forum, 2016). Crisis can
stem from mental illness, substance use, developmental disabilities, traumatic events or physical conditions.
Officers may encounter common crisis behaviors such as confusion, incoherence, extreme agitation, difficulty
communicating, emotional distress, or appearing withdrawn or unresponsive. Observable signs may include
talking to oneself, rapid speech, disorganized thoughts, emotional outbursts, or seeming unaware of
surroundings. For example, an individual with a developmental disability or traumatic brain injury may show
repetitive movements, struggle to understand verbal commands or appear highly sensitive to loud noises.
Including these possibilities broadens the mental checklist for officers and reinforces the idea that crisis is not
always related to mental illness. Identifying these signs helps officers know when to use crisis intervention team
strategies. Officers should not automatically treat non-compliance as a threat; instead, they should slow down,
seek help from crisis intervention teams and recognize that behavior might reflect a medical or psychological

condition (Police Executive Research Forum, 2016).

Communication and active listening. Tactical communication techniques help officers build rapport and gain
voluntary compliance. ICAT teaches the “80-20” rule: listen 80 percent of the time and speak 20 percent.
Officers should maintain calm body language, avoid distractions and make eye contact. Open-ended questions,
summaries of the person’s statements and strategic use of silence encourage dialogue (Police Executive
Research Forum, 2016). For example, an officer responding to a distressed individual might use the 80-20 rule

in this way:
Officer: “I can see you’re upset. Can you tell me what’s going on today?” (listening)
Subject: “No one ever listens to me. I just want to be left alone.”

Officer: “It sounds like you’re having a really tough time. I’'m here to help if you want to talk about it.” (listening

again)

Subject: “Tlost my job and now everything is falling apart.”
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Officer: “That must feel overwhelming. Take your time—I’m here to listen.” (ofters supportive silence)

Subject: “Thank you. I didn’t think anyone cared.”

This exchange demonstrates how officers can prioritize listening, use brief responses, and give the other person

space to express themselves, making the interaction safer and more productive.

To improve team effectiveness, officers should designate one primary communicator, often determined by who
has the best rapport or relevant experience with the subject. The rest of the team can support by monitoring
safety, offering information, and managing resources, but should avoid speaking over each other to prevent
confusion. Supportive tone and language matter (Police Executive Research Forum, 2016). In crisis situations,
officers should avoid “hot button” topics, find personal “hooks” to engage subjects and manage their own stress

responses (Police Executive Research Forum, 2016).

Time, distance and options. De-escalation uses time and distance to slow down incidents and create space for
solutions. The National Institute of Justice notes that ICAT training emphasizes using time and distance to
allow officers to assess the situation and safely resolve incidents (National Institute of Justice, 2022). Tactics
include repositioning, placing barriers and requesting additional resources (State of Washington Office of the
Attorney General, 2022). Creating space also means giving subjects time to process instructions, calm down
and make better choices. However, there are limits to de-escalation. In some circumstances, such as when
someone poses an immediate threat to themselves or others, officers may need to act quickly to protect safety.
Itis important for officers to balance efforts to de-escalate with their responsibility to intervene when necessary

in line with legal authority and department policy.

Table 2.1: Practical De-Escalation Response Guide for Field Encounters
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Observed Behavior or Situation

Recommended Officer Response

Purpose of the Response

Individual is pacing, speaking
rapidly, and visibly distressed but

not armed.

Maintain distance, use a calm and
steady voice, and allow the
individual time to speak without
interruption.

Reduces perceived threat, lowers
emotional intensity, and increases the
likelihood of voluntary cooperation.

Subject is noncompliant and
appears confused, disoriented, or
unresponsive.

Slow the pace of the encounter,
avoid escalating commands, and
consider requesting a crisis
intervention team.

Prevents unnecessary force, allows
time for assessment, and brings
specialized resources to complex
situations.

Person threatens self-harm but does
not threaten others.

Prioritize verbal engagement,
maintain safe positioning, and call
for backup and mental health

resources.

Protects life while minimizing
confrontation and ensures additional
support for a vulnerable individual.

Multiple officers present and
subject appears increasingly
agitated.

Designate one primary
communicator; other officers
monitor safety and provide
information quietly.

Reduces sensory overload, prevents
mixed messages, and creates a clearer,
more controlled interaction.

Subject appears withdrawn, avoids
eye contact, and does not respond
to instructions.

Use supportive silence, avoid
physical contact, and provide

physical and psychological space.

Allows processing time, reduces
perceived pressure, and respects
potential trauma or neurodivergent
responses.

Use the 80-20 rule: listen more than you speak. Maintain calm body language, use open-ended

questions and summarise what you hear. Clear communication reduces anxiety and encourages

cooperation (Police Executive Research Forum, 2016).

Watch Your Step
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General Public: “Non-compliance equals threat.”

Expert Opinion: People who do not follow commands may be experiencing crisis, mental illness,
substance use or disability (Police Executive Research Forum, 2016). Slowing down, gathering
information and engaging CIT resources can resolve the situation without force.

2.4 Training, Outcomes and

Implementation
Slow Down and Think: List

Many agencies now mandate de-escalation training. The three questions you might ask
National Consensus Policy requires all officers to complete de- to understand why someone is
escalation, scenario-based exercises, and legal updates not complying. How could time
(International Association of Chiefs of Police, 2020). The and distance help you gather

Washington model policy also emphasizes training in de- that information safely?

escalation, crisis identification, communication, and
continuous assessment (State of Washington Office of the
Attorney General, 2022). Duty to intervene policies instruct
officers on when and how to intervene (State of Washington Criminal Justice Training Commission, 2021).
After completing the de-escalation modules, a typical patrol shift may begin with a calm verbal approach and
maintaining a distance. This shift transforms routine stops into opportunities to apply these skills. Officers

who do not finish the required training can be removed from patrol until they comply.

Research suggests that de-escalation training may have positive eftects. For instance, a National Institute of
Justice report on the Integrating Communications, Assessment and Tactics (ICAT) program found that after
training, officer use-of-force incidents and civilian injuries dropped by more than 25%, while officer injuries
fell by 36% (National Institute of Justice, 2022). The program teaches officers to use time and distance, slow
down, consider their options, and listen actively (National Institute of Justice, 2022). These results likely come
from key behaviors taught in ICAT training. Officers learn to step back to create space during tense situations,
to give calm, clear verbal directions, and to pause to assess a person’s emotional state before acting. By keeping
distance, using structured communication, and waiting for more information, officers can resolve situations
with less risk of injury to themselves and civilians. For example, in a heated moment, an officer might step
back, ask open-ended questions, and try to build rapport to prevent escalation. However, the report also points
out that if supervisors do not reinforce de-escalation principles, the benefits of training can fade over time
(National Institute of Justice, 2022). Ongoing support from supervisors and regular practice are needed to

keep improvements going.
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A systematic review of de-escalation training evaluations across professions found that although trainings
produced slight-to-moderate improvements in individuals and organizations, the quality of most studies
was poor, and conclusions about effectiveness remain uncertain (Engel et al., 2020). Critics worry that de-
escalation instructs officers to slow down and consider more options, which they fear may increase risk (Engel
et al., 2020). For example, some argue that if officers hesitate or spend extra time trying to de-escalate a rapidly
deteriorating situation, they could miss cues or lose the opportunity to protect themselves or others. In high-
threat situations, this delay might allow a suspect to act aggressively or reach for a weapon before officers can
respond, potentially putting both officers and civilians in greater danger. Despite widespread promotion of
de-escalation training after high-profile incidents, there is limited scientific knowledge about its development,

delivery, and impact (Engel et al., 2020).

To address these uncertainties, experts recommend stronger evaluations, better data collection on police use
of force, and ongoing teamwork between researchers and police agencies (Engel et al., 2020). For instance, a
department could work with a university to run a randomized controlled trial comparing officers who receive
enhanced de-escalation training with those who receive standard training, tracking use-of-force incidents and
community complaints over time. Collaboration could also include regular workshops where researchers,
officers, and community members review training and adjust it to fit local needs. Training should go along with
early warning systems, performance management, and risk management strategies, as mentioned in Chapter 1.
Departments should plan, carry out, and review training with input from officers, supervisors, and community

members. For example, agencies could set up regular feedback sessions after training to identify areas for

improvement and ensure feedback from field personnel shapes future updates.

Training is only the beginning. Practise de-escalation skills in realistic scenarios, seek feedback and
encourage supervisors to model and reinforce these techniques. Without reinforcement, skills fade
and officers revert to old habits (National Institute of Justice, 2022).

Watch Your Step
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General Public: “Once officers go through de-escalation training, the problem is solved.”

Expert Opinion: Training alone is not enough. Evidence shows that supervisor support and
ongoing practice are necessary to maintain improvements, and many evaluations are of low quality
(Engel et al., 2020; National Institute of Justice, 2022).

2.5 Challenges, Controversies
and the Path Forward

Slow Down and Think: Why

Calls for de-escalation frequently clash with the deeply do you think it is important to
ingrained ‘split-second’ policing culture. Although de- evaluate de-escalation training?
escalation is widely promoted, it remains controversial. Critics What questions would you ask

argue that asking officers to slow down and consider multiple to determine whether a training

options conflicts with traditional training focused on quick, program is effective?

decisive action and may endanger officers (Engel et al., 2020).

Others worry that de-escalation may be used as a public

relations tool rather than a substantive change. There is limited

evidence about how, when and under what circumstances officers use force, and data collection remains

inadequate (Engel et al., 2020).

Another challenge is balancing safety and compassion. Officers fear that de-escalation could increase hesitation,
while communities want assurance that officers will use restraint. The shift from a “warrior” to a “guardian”
mindset encourages officers to see themselves as protectors and problem solvers rather than soldiers, but
changing culture takes time (Engel et al, 2020). De-escalation policies must be paired with robust
accountability systems and transparent reporting. Practical accountability relies on a combination of tools
like body-worn cameras, civilian oversight, and prompt investigations of force incidents. These measures help
create transparent processes and reinforce the expectation that officers act responsibly. When officers intervene
to stop excessive force, they model accountability and build legitimacy (State of Washington Criminal Justice

Training Commission, 2021).

Research gaps call for action. Scholars recommend rigorous experiments, better data and careful evaluation
of training programs (Engel et al., 2020). Agencies should collect detailed use-of-force data, share it publicly
and invite independent evaluation. One important next step for researchers is to design studies that examine
the real-world effects of de-escalation training. For example, students could investigate the question: Does

participation in a specific de-escalation program reduce the frequency or severity of use-of-force incidents?
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To answer this, they could use methods such as randomized controlled trials or compare outcomes before
and after implementing a training program in a particular agency. Encouraging this kind of research not only
fills current gaps but also promotes a more evidence-based approach to policy making. When evidence-based
practices lead to measurable outcomes—such as fewer use-of-force incidents, improved public trust scores,
and lower rates of complaints—agencies demonstrate clear progress that directly benefits the community and
reinforces police legitimacy. De-escalation is not a panacea; it is one part of a broader strategy that includes
community partnerships, procedural justice and risk management. In Chapter 1 you learned that community
policing builds trust through fairness and collaboration. In this chapter, you see that de-escalation is a practical

manifestation of those values. When officers slow down, listen and use time and distance, they protect lives and

strengthen community trust.

Adopt a guardian mindset. See yourself as a protector and problem solver who uses
communication, time and options before force. This mindset aligns with procedural justice and
builds long-term trust (Engel et al., 2020).

Watch Your Step

General Public: “De-escalation is just a feel-good slogan.”

Expert Opinion: De-escalation is grounded in policy and training. It requires officers to use specific
techniques and make decisions based on law and ethics (International Association of Chiefs of
Police, 2020; State of Washington Office of the Attorney General, 2022).

Chapter Summary
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De-escalation is a vital component of modern policing. It reflects a commitment to preserving life
and exercising objective reasonableness in the use of force (International Association of Chiefs of
Police, 2020). The law defines when and how officers may use force and directs them to employ
de-escalation tactics and less-lethal options whenever possible (State of Washington, 2021). Duties
to intervene, render aid and consider individual characteristics reinforce accountability and fairness
(State of Washington Criminal Justice Training Commission, 2021; State of Washington Office of the
Attorney General, 2022). Practical tools like the Critical Decision-Making Model, crisis recognition
and tactical communications provide officers with a structured approach to managing tense
encounters (Police Executive Research Forum, 2016). Time and distance are key strategies for
slowing events and creating space for resolution (National Institute of Justice, 2022). Training
programs such as ICAT show promising reductions in use-of-force incidents and injuries, but
evaluation research remains limited and requires ongoing support from supervisors and
independent researchers (National Institute of Justice, 2022; Engel et al., 2020). De-escalation is not
without controversy. Critics question its safety and effectiveness, and data collection on police use
of force remains inadequate (Engel et al., 2020). The shift from warrior to guardian mindsets and
the demand for more rigorous research reflect an evolving field. Ultimately, de-escalation is part of
a broader philosophy of procedural justice and community policing. When officers treat people with
dignity, listen, slow down and use proportional force, they reinforce trust and safety for everyone.

End of Chapter Activities

Case Study Analysis: The Failed Traffic Stop

In this scenario, officers stop a vehicle for a minor trafhic violation. The driver is agitated, has a toddler in the
back seat and speaks limited English. One officer repeatedly commands the driver to exit the vehicle while
another officer notices a car seat and tries to calm the driver. The driver refuses to exit and starts recording the

encounter. Tension rises as backup units arrive.

Write a short case position statement that answers the following questions:

1. Which actions by the officers demonstrate proper de-escalation techniques (for example, noticing the
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toddler, using clear instructions, waiting for translation services)? Explain why these actions align with
policy.
2. Which actions could undermine de-escalation (for example, shouting commands, ignoring language
barriers, drawing weapons prematurely)? How could the officers have used time and distance differently?
3. What one step, taken before this encounter, could have reduced risk (such as training in language access,

equipping vehicles with translation apps or practicing the CDM)?

Next, describe how you would talk to the driver after the situation resolves, ensuring respect and fairness.

Discuss the driver’s rights, the reason for the stop and any steps the agency will take to review the incident.

Choose Your Own (Patrol) Adventure

Skills Lab 1: Decision-Making Drill

Your instructor will present a series of brief scenarios involving possible threats, mental health crises and
bystander interference. For each scenario, your team will use the Critical Decision-Making Model to decide
whether to act, reposition, call for assistance or disengage. Discuss how information gathering, assessment and
policy guide your choices. Focus on using time and distance to create options. Write down one insight you

gained about managing uncertainty.
Skills Lab 2: Crisis Communication Role Play

Working in pairs, students role-play interactions with individuals experiencing mental health or substance-
use crises. One student plays the officer using active listening, open-ended questions and calm body language;
the other plays the person in crisis. Swap roles and discuss which communication techniques felt natural and

which were challenging. Identify at least two “hooks” you used to build rapport.
Skills Lab 3: Supervisor Reinforcement Workshop

In small groups, students develop a plan for supervisor reinforcement of de-escalation practices. Consider daily
briefings, after-action reviews and coaching. Discuss how supervisors can model guardian behavior, correct
aggressive tactics and encourage officers to slow down. Present your plan and explain how it addresses training

decay (National Institute of Justice, 2022).
Skills Lab 4: Data and Reflection

Using mock use-of-force data, students identify patterns in when, where and against whom force is used.
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Discuss whether de-escalation tactics could have been employed and identify gaps in information that would
help evaluate decisions. Suggest ways agencies can collect better data and involve community members in

reviewing it (Engel et al., 2020).
Skills Lab 5: Ethical Dilemmas and Duty to Intervene

Students read short vignettes where an officer witnesses misconduct or excessive force. Discuss the duty
to intervene and report, the potential consequences of failing to act and strategies for intervening safely.
Reflect on how fulfilling this duty builds legitimacy and how to support colleagues who intervene (State of

Washington Criminal Justice Training Commission, 2021).

Questions That Change How You Think

1. Describe the core principles of de-escalation and explain how they reflect the sanctity of human life and
objective reasonableness.

2. Explain the difference between necessary and proportional force. How does the Washington model
policy instruct officers to determine whether force is necessary?

3. Identify three de-escalation tactics described in this chapter. In what types of situations might each
tactic be most effective?

4. Discuss why time and distance are important in de-escalation. Provide an example of how an officer
could use these elements to avoid using force.

S. Evaluate the strengths and weaknesses of current de-escalation training. Why is supervisor support
essential, and what happens when it is lacking?

6. Critics argue that de-escalation training may put officers at risk. Do you agree or disagree? Use evidence
from the chapter to support your position.

7. How does the duty to intervene reinforce accountability and trust within both the police department
and the community?

8. Explain how de-escalation connects to the “guardian” mindset discussed in Chapter 1. How can officers
shift from a warrior mentality to a guardian mentality?

9. Identify one gap in research on de-escalation training and suggest how future studies could address it.

10. Imagine you are designing a de-escalation training program. What elements would you include to ensure

it is effective, and how would you measure its success?
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CRISIS INTERVENTION AND
COLLABORATIVE RESPONSE

Dr. Michael McHenry

Chapter 3: Crisis Intervention and Collaborative
Response

Learning Objectives

By the end of this chapter, you should be able to:

1. Define crisis intervention and explain why collaborative partnerships among law
enforcement, behavioral health professionals and community stakeholders are essential for
effective crisis response.

2. Describe the core elements of the Crisis Intervention Team (CIT) model, including its 40-hour
training, community collaboration and focus on diversion to treatment.

3. Evaluate research on CIT effectiveness, including reductions in injuries, improvements in
officer attitudes and challenges such as limited evidence on arrest and injury outcomes.

4. Apply communication strategies like active listening and accommodation to real-world crisis
scenarios and understand the role of the Critical Decision-Making Model in guiding
responses.

5. Discuss how mindset and organizational culture, including the danger imperative and
guardian approach, influence crisis interventions and identify ways to promote officer
wellness and self-efficacy.
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Chapter Overview

In 2023, a significant number of people experiencing a mental health crisis were fatally shot by police (Dong et
al., 2025). Across the country, a misunderstanding during a mental health emergency can result in unnecessary
arrests, injuries, or even tragedy. When someone in distress asks for help in public, the way authorities respond

can change the course of their life.

Crisis intervention is a team-based and compassionate way to help people who are clearly in distress, such as
yelling in public, acting confused, or feeling overwhelmed. Instead of just arresting or detaining someone, crisis
intervention connects people in urgent need to services like mental health counseling or addiction treatment.
By focusing on what is happening right then, such as someone who has stopped taking medication or is
struggling with strong emotions, crisis intervention tries to solve problems before they get worse. This chapter
introduces the history and main parts of the Crisis Intervention Team (CIT) model, which many see as the best

approach for police responding to mental health crises.

Here is an example of how CIT programs can help: Officers are sent to an apartment after a neighbor hears
loud shouting and signs of distress. When they arrive, they find a man who is upset and confused. Using their
CIT training, the officers stay calm, use de-escalation skills, and ask open-ended questions to understand what
he needs. They find out he has stopped taking his medication and is having a mental health crisis. Instead of
arresting him, the officers work with a local crisis team and connect him to a mobile behavioral health unit. He

is taken safely to a treatment center, avoiding force or criminal charges.

You will learn how CIT programs grew out of partnerships between law enforcement and behavioral health
providers and how a 40-hour training equips officers with knowledge, communication skills, and de-escalation
strategies. The chapter also examines the effectiveness of CIT programs, highlighting promising outcomes
like reduced injuries and improved officer attitudes, along with challenges such as limited evidence that
CIT reduces arrests. Building on the de-escalation tools introduced in Chapter 2, this chapter explores
communication techniques rooted in Communication Accommodation Theory and the Critical Decision-
Making Model. For example, Communication Accommodation Theory can be put into practice when officers
use open body posture, maintain an even and calm tone of voice, and mirror the language style or pace of
the individual in crisis. Officers might say things like, “I am here to listen and help you,” or “Can you tell me
more about what you’re feeling right now?” Adjusting body language by lowering hands or kneeling to make
eye contact can further convey empathy and reduce the sense of threat. These concrete actions help translate
theory into steps that any officer can follow in the field. Finally, this chapter considers how cultural frames like
the danger imperative shape officers’ responses and why shifting toward a guardian mindset and promoting

self-efficacy and wellness are essential for successful crisis interventions (Todd et al., 2025).
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3.1 Understanding Crisis Intervention and CIT

In 1988, a police shooting involving a person with mental illness in Memphis led city leaders, police, and
mental health professionals to seek better crisis response solutions. This resulted in the first Crisis Intervention
Team (CIT) program, pairing trained officers with mental health providers to direct people to treatment
instead of jail. The CIT model, now widespread, is defined by specialized officer training, strong community
partnerships, and alternatives to arrest that connect people to services (Maryland Office of the Public Defender,
2025).

On the street, officers often face split-second decisions in unpredictable and tense situations. For example,
when dispatched to a scene where a person is shouting and acting erratically, an officer may struggle to
determine whether the individual is experiencing a mental health crisis, under the influence of drugs, or poses
a safety threat. With limited time to assess the situation and a lack of immediate access to mental health
resources, some officers feel pressure to make an arrest simply to restore order or follow ambiguous department
policies. However, this type of dilemma underscores the need for the CIT program’s specialized training,
which equips officers to navigate these gray areas, recognize signs of behavioral health issues, and confidently

divert individuals to appropriate services rather than defaulting to punitive measures.

The CIT approach relies on teamwork between groups. During a behavioral health crisis, 911 dispatchers spot
mental health calls and send them to CIT-trained officers. If more help is needed, officers can call mobile crisis
teams. These teams bring mental health expertise and connect people to services. Once calm, people may go
to emergency rooms or treatment centers instead of jail to get the care they need. The 40-hour training covers
de-escalation, mental health, substance use, communication, suicide prevention, and local resources. Officers

volunteer for this training, often those eager to help people in crisis (Rogers, McNiel & Binder, 2019).

The term crisis intervention describes a range of strategies used to stabilize chaotic situations, like when
someone is hyperventilating and pacing in a parking lot, shouting at passersby, or sitting silently on a curb
with their head in their hands. Law enforcement often encounters people who are overwhelmed, frightened,
or unable to cope, and officers must quickly decide how to respond in a way that prioritizes safety and
care. For example, consider a situation where police are called to assist a man acting erratically on a city
sidewalk. Rather than immediately resorting to arrest, specially trained officers use de-escalation techniques,
communicate calmly, and involve a mental health professional to assess the man’s needs. As a result, the man is
safely transported to a behavioral health facility for treatment, rather than being jailed or left without support.
Recognizing that police alone cannot resolve these situations, communities developed the Crisis Intervention
Team (CIT) model, a collaborative effort among law enforcement, emergency responders, behavioral health
professionals, and community stakeholders. The CIT model is designed to improve responses to behavioral
health crises, enhance officer and individual safety, reduce unnecessary incarceration, and ensure individuals

receive care rather than punishment (Maryland Office of the Public Defender, 2025). CIT programs align with
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the Sequential Intercept Model, which identifies points where people can be diverted from the criminal justice

system into treatment or support services (Maryland Office of the Public Defender, 2025).

Watch Your Step

General Public: “CIT is just another training class for police.”

Expert Opinion: CIT is a system of partnerships between law enforcement, mental health
providers and communities. It includes training, policy changes and coordinated diversion to care
and not just a classroom program (Maryland Office of the Public Defender, 2025).

The goals of CIT programs are broad but interconnected: reduce harm during crisis encounters, protect
officers and the public, divert individuals away from jail, and connect people to appropriate services. CIT
programs emphasize that crisis calls are not primarily criminal incidents; they are public health emergencies
requiring a calm, informed and compassionate response. When implemented effectively, CIT programs foster
trust between law enforcement and communities by demonstrating a commitment to addressing behavioral

health needs rather than criminalizing them.

3.2 CIT Training and Core

Slow Down and Think: Have Elements
you or someone you know ever

experienced a behavioral health The main feature of the CIT program is its 40-hour training,
crisis? If so, how did responders which is often called the “gold standard” for police crisis
handle it? What actions would response (Crisanti et al., 2022). This course covers topics like
you hope officers would take to mental health diagnoses, substance use disorders, de-escalation
ensure safety and care in future tactics, and communication skills (Crisanti et al., 2022).
encounters? Participants learn to spot symptoms of mental illness,

understand how trauma and substance use affect people, and
tell the difference between criminal behavior and signs of
illness. The training is led by mental health professionals, law
enforcement trainers, and people who have lived with mental illness, offering a range of perspectives (Rogers et
al., 2019). Dispatchers are also trained to recognize mental health calls and send the right resources (Rogers et

al., 2019). Studies show that places using CIT programs often have fewer use-of-force incidents, fewer arrests
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of people with mental illness, and more referrals to mental health services. These results suggest the training

can improve both officer responses and community safety. (Compton et al., 2014)

Stand-alone training, however, may not be enough. Participants often describe a “fade” in skills without
ongoing practice and support (Rogers et al., 2019). In actual crisis encounters, officers must frequently rely on
their own discretion at several key points: determining whether a behavior constitutes a mental health crisis
or criminal conduct, deciding whether to call for specialized mental health resources, and weighing options
for transport, referral, or possible arrest. These decisions are shaped not just by training but by agency policy,
availability of local treatment resources and the broader community support system. For example, if mental
health drop-off centers or mobile crisis teams are not readily accessible, officers may face added pressure to
resolve the situation independently, often within the constraints of existing policies. In some locations, policies
provide clear guidance and partnership opportunities with community providers, while in others, ambiguous
guidelines and limited resources leave officers to navigate these choices alone. Mapping these discretionary
points highlights structural barriers that cannot always be addressed by training alone and may contribute to

uneven outcomes for people in crisis (Rogers et al., 2019).

To address skill retention and provide ongoing support, some agencies, such as the Albuquerque Police
Department, developed ongoing education like the CIT ECHO program. This initiative provides weekly
videoconference sessions covering topics such as CIT policing, available resources, psychiatric diagnosis, de-
escalation, communication skills, officer self-care and substance use (Crisanti et al., 2022). Officers who
participate in these sessions report increased knowledge, comfort and positive attitudes toward crisis response
(Crisanti et al., 2022). However, ongoing training programs like CIT ECHO remain relatively uncommon
nationwide and are not yet standard practice (Crisanti et al., 2022). Agencies often face challenges in sustaining
such programs, including funding limitations, staffing constraints and difficulty integrating regular training
sessions into officers’ schedules. (Mulvey & Reppucci, 1982) In addition, critics have noted that CIT adoption
is uneven across jurisdictions, and recent studies have found mixed evidence regarding CIT’s impact on
reducing racial disparities in police encounters. (Seo & Kruis, 2022) Research to date has focused mainly
on ofhicer attitudes and short-term outcomes, leaving important questions about long-term effectiveness and

systemic equity still to be answered (Compton et al., 2022).

In one real-world case, CIT-trained officers responded to a report of a distraught individual in a public park
who was threatening self-harm. Applying de-escalation and active listening techniques from their training,
one officer calmly established rapport while others ensured the scene remained safe. Building on these
communication skills, the decision-making model then guided the officers as they gathered information about
the individual’s mental health background, considered their options, and ultimately persuaded the person to
accept voluntary transport to a mental health facility without any use of force. This scenario illustrates how the
combination of communication skills and structured decision-making can lead to safer resolutions for both

officers and individuals in crisis.
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Crisis intervention skills require continual practice. After completing CIT training, seek out refresher
sessions or join programs like CIT ECHO to keep your knowledge sharp. Participating in ongoing
case discussions with mental health professionals and peers can reinforce communication
technigues and remind you of community resources (Crisanti et al., 2022).

The 40-hour course uses role plays and scenarios to teach active listening, empathy, and de-escalation. Trainees
learn how to build rapport, use calm body language, and have one officer speak when several responders are
present. These methods follow the Communication Accommodation Theory, which says that adjusting your
communication style to be respectful and flexible helps build trust and reduce conflict (Hill & Dlugolenski,
2025). CIT training also covers the Critical Decision-Making Model, a five-step process that helps officers
gather information, assess risks, consider legal and policy issues, look at their options, and act while always
reassessing the situation (Police Executive Research Forum, 2016). At its core, the model stresses

proportionality and the value of human life.

Watch Your Step

General Public: “Once officers have taken the class, they're ready for any crisis.”

Expert Opinion: Skills decay without practice. Agencies must provide ongoing training and
supervision to reinforce crisis intervention techniques; otherwise, officers may revert to force-
based responses (Crisanti et al., 2022).
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3.3 Outcomes and Ongoing
Challenges

Slow Down and Think: /f you

Research suggests that CIT programs can produce meaningful were designing a 40-hour CIT

benefits, though results vary across contexts. One of the most course, what topics would you

compelling findings comes from Memphis, where officers prioritize? How would you

participating in CIT reported an approximately 80 percent ensure that officers retain and
reduction in injuries during mental health crisis calls (National apply what they learn months
Alliance on Mental Illness, n.d.). However, it is important to or years later?

clarify that such findings are based on observational studies
and program evaluations, which can demonstrate correlation
but do not establish causation. Because these study designs
lack random assignment, it is difficult to rule out other factors that might influence outcomes, and stronger
research designs would be needed to confirm true causal effects. This context is important to keep in mind
when interpreting reported benefits. NAMI’s analysis also indicates that CIT programs reduce arrests and
increase referrals to mental health services (National Alliance on Mental Illness, n.d.). Additionally, CIT can
reduce the time officers spend on mental health calls and save resources for communities by diverting

individuals away from jail (National Alliance on Mental Illness, n.d.).

CIT training improves officer attitudes and knowledge about mental illness and substance use. Participants
often cite personal stories shared by people with lived experience as one of the most valuable components of the
training (National Alliance on Mental Illness, n.d.). For example, a patrol officer in a recent program recounted
how, after completing CIT training, she encountered a distressed individual threatening self-harm. Drawing
on lessons from a service user’s testimony during training, the officer approached the person with empathy
and patience, which helped de-escalate the situation safely and connect them to care. Such stories illustrate
how direct exposure to real experiences fosters understanding and can translate into more compassionate
policing on the ground (Forney et al., 2025). Training also reduces stigmatizing attitudes; one study found
that road patrol officers showed greater reductions in stigma than dispatch or corrections staff (Nick et al.,
2022). This difference may be explained by the nature of road patrol work, which typically involves more direct
and frequent contact with individuals in crisis situations. This exposure could make the training content feel
more relevant or applicable to their daily responsibilities, helping to challenge and change pre-existing attitudes
(Nick et al., 2022). The same study reported that awareness of community resources and increased self-efficacy

contributed to more compassionate responses (Nick et al., 2022).

At the same time, evidence that CIT reduces arrests or use of force remains mixed. A review of CIT research
found little empirical support that programs consistently reduce arrests or injuries, though they do increase

officer satisfaction and self-perceived reductions in force (Rogers et al., 2019). Moreover, many communities
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implement CIT programs differently, and fidelity to the Memphis model varies. Some agencies lack
coordination with mental health providers or fail to provide appropriate diversion options, limiting program
effectiveness (Odes et al., 2024). In light of these challenges, alternative mental health crisis response models
have gained attention. Programs such as co-responder models, which pair law enforcement officers with
mental health professionals, and civilian-led teams like CAHOOTS (Cerisis Assistance Helping Out On The
Streets) in Eugene, Oregon, aim to provide specialized support and reduce law enforcement involvement
in nonviolent crisis situations. To sharpen policy choices, it can be helpful to consider the core features of
each approach side by side: CIT primarily equips all officers with de-escalation and crisis response skills; co-
responder models deploy police alongside mental health clinicians for certain calls; and CAHOOTS-type
teams send civilian mental health professionals as primary responders to nonviolent crises. While CIT is best
suited for broad departmental adoption, co-responder and CAHOOTS models leverage specialized expertise
or civilian response and may more directly reduce law enforcement involvement (Carroll & El-Sabawi, 2021).
Concisely comparing these alternatives highlights the range of strategies communities are considering to

improve outcomes for individuals in crisis. Understanding these limitations helps agencies refine CIT practices

and set realistic expectations.

When evaluating crisis intervention programs, look beyond arrest statistics. Measure success by
tracking reductions in injuries, increases in referrals to treatment, improvements in officer attitudes,
and satisfaction among people with lived experience. Engage community partners in designing
metrics so they reflect what matters most to those affected (Rogers et al., 2019; Nick et al., 2022).

Watch Your Step

General Public: “CIT programs solve all problems related to mental health calls.”

Expert Opinion: CIT improves many outcomes but is not a cure-all. Some studies find limited
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evidence that CIT reduces arrests or injuries, and program fidelity varies widely. Continuous
evaluation and refinement are necessary (Rogers et al., 2019).

3.4 Communication and
Interpersonal Skills

Slow Down and Think:
Patrol officers can improve outcomes during crisis calls by Imagine you are tasked with
using clear and flexible communication. This section shares measuring the impact of a crisis
practical techniques to build trust and resolve high-stress intervention program in your

situations safely, even if you do not have a mental health community. What data would

you collect, and who would you

background.
consult to ensure your
Good communication is key to handling crisis situations well. evaluation captures both
The Communication Accommodation Theory says that quantitative outcomes and lived
listening carefully, using respectful language, and adjusting experiences?

your tone and body language help build trust (Hill &

Dlugolenski, 2025). On the other hand, being dismissive,

impatient, or using an authoritarian tone can make things

worse and damage trust (Hill & Dlugolenski, 2025). CIT training teaches officers to use active listening and
empathy during crisis calls. Officers practice making eye contact, summarizing what the person says, asking
open-ended questions, and using silence when needed. They also learn to have one officer talk while others
focus on safety (Police Executive Research Forum, 2016). Officers who use these skills have shown real
improvements. For example, studies show that CIT programs can reduce use-of-force incidents during crisis
calls by 25% (Compton et al., 2011). In a typical crisis call with someone threatening self-harm, an officer who
listens patiently, speaks gently, and asks open-ended questions can help the person feel understood. This
approach can calm the situation and lead to a safe outcome, like the person agreeing to get help. But if the
officer interrupts, gives commands, or is impatient, the person may feel threatened or misunderstood, which
can make things worse. These examples show how flexible, empathetic communication can change the

outcome of a crisis call.

However, the ability to use adaptive communication relies on the officer’s physiological state. When officers are
under significant stress, it becomes harder to listen effectively, speak calmly, or remain empathetic. Managing
one’s own stress is therefore a foundational step that enables the use of accommodating communication, as

physiological calm directly supports patient, respectful verbal interactions. Effective stress-control techniques
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are mutually reinforcing with skilled communication: when officers are calm, they can communicate more

adaptively, and using these communication strategies can further reduce stress for all parties involved.

Besides good communication, officers also need to manage their own stress. The idea that policing is always
very dangerous can make officers focus too much on risk and act in ways that hurt de-escalation efforts (Sierra-
Arévalo, 2021). However, research shows that policing is safer than many people think. Knowing this helps
officers slow down and use a guardian mindset, which puts everyone’s safety first. Officers can use simple
stress-control techniques, like tactical breathing—taking slow, deep breaths in through the nose and out
through the mouth—to calm down. Quick mental check-ins, such as noticing how you feel or remembering
your main goals, help you stay focused. Counting to five before speaking or naming things you see can
also help you stay grounded. Research suggests that when officers acquire communication skills that help
them build rapport and avoid repetitive commands (behaviors that reflect an orientation toward resolving

situations cooperatively) they demonstrate more patient and need-responsive communication, even though

these improved interpersonal behaviors alone may not directly translate to reductions in use of force (McLean
etal., 2026).

When communicating with someone in crisis, use the 80/20 rule: listen 80 percent of the time and
speak only 20 percent. Reflect what the person says in your own words, avoid interrupting, and
stay aware of your body language. Designate a single communicator to avoid confusion and
conflict (Hill & Dlugolenski, 2025; Police Executive Research Forum, 2016).

Watch Your Step

General Public: “Raising your voice or giving orders will make people comply faster.”

Expert Opinion: Commands delivered impatiently or loudly often increase anxiety and resistance.
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Accommodating communication—listening, summarizing and showing respect—builds trust and
reduces tension (Hill & Dlugolenski, 2025).

3.5 Mindset, Culture and Officer

Wellhess

Slow Down and Think: How
Crisis intervention works best when officers focus on empathy does your agency reinforce the
and shared safety, which contrasts with a traditional warrior danger narrative? What steps
mindset. The warrior approach assumes police work is always could leadership take to

extremely dangerous, while the guardian approach emphasizes promote a guardian mindset

thoughtful response and respect. Popular culture often and support officer wellness

amplifies the sense of constant threat, but the facts tell a during crisis responses?

different story. Recent statistics reveal that line-of-duty deaths

have dropped a lot in the past decade, and serious injuries on

the job are less common than many think (News, 2026). Sierra-

Arévalo (2021) also found that when officers overestimate danger (a feature of the warrior mindset), they may
rush in, use force, and skip de-escalation. Knowing that policing is safer than many stories suggest helps officers
slow down, think through their options, and treat people in crisis with respect. Officers can put this guardian
mindset into practice by pausing before acting, avoiding assumptions, and using de-escalation phrases like “I
want to make sure everyone stays safe” or “How can I help you right now?” A simple checklist at the scene can

help officers remember these steps and connect research to daily work.

These steps can be remembered using a simple checklist at the scene.

1. The first is Pause: Take a moment before getting involved.
2. Nextis Assess: Look closely and gather information about the situation and the people involved.

3. The final step is Dignify: Treat everyone with respect and state your goal to keep everyone safe.

By practicing these three pause-assess-dignify steps, officers can build empathy, patience, and a sense of shared

safety during real situations.

Programs like CIT also highlight the importance of responders taking care of their own well-being (Bowers et
al., 2025). Many officers feel high stress when helping people in crisis. Crisanti et al. (2022) note that effective
training includes self-care and peer support, as we need to manage our own mental health to support others

well. Self-care can mean doing short mindfulness exercises or deep breathing after tough calls, setting limits on
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work messages during off-hours, or reaching out for counseling when needed. Peer support can be as simple
as checking in with trusted coworkers, joining debriefs after critical incidents, or using programs that offer
private conversations. Nick et al. (2022) found that when we build confidence in handling crises, we are less

likely to stigmatize mental illness and more likely to communicate in helpful ways. Agencies can support this

by offering regular training, mentorship, and supportive supervision.

Cultivate a guardian mindset by reminding yourself that your goal is to ensure everyone's safety.
Practise mindfulness and stress-management techniques before and after calls. Debrief with peers
and supervisors to process difficult encounters and reinforce positive communication strategies
(Crisanti et al., 2022; Sierra-Arévalo, 2021).

Watch Your Step

General Public: “Policing is so dangerous that officers must always act as if their lives are at risk.”

Expert Opinion: Policing can be risky, but exaggerating danger encourages risk-focused behaviors
that undermine crisis interventions. Embracing a guardian mindset leads to safer outcomes for
everyone (Sierra-Arévalo, 2021).

Chapter Summary

Effective crisis intervention depends on partnerships, training and cultural change. CIT programs
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bring together law enforcement, behavioral health providers, emergency responders and
community stakeholders to provide an alternative to arrest for individuals experiencing mental
health crises. These programs originated in Memphis and combine 40-hour training, community
collaboration and structured diversion to treatment (Maryland Office of the Public Defender, 2025).
CIT training covers mental illness, co-occurring disorders, communication skills and de-escalation.
Ongoing programs like CIT ECHO reinforce skills through weekly discussions and provide officer
self-care resources (Crisanti et al., 2022). Officers learn to use the Critical Decision-Making Model,
employ active listening and accommodate communication, and practise designating a single contact
person when multiple responders are present (Hill & Dlugolenski, 2025; Police Executive Research
Forum, 2016). These skills are essential to building trust and maintaining safety. Evidence shows
that CIT programs can reduce officer injuries, decrease arrests, increase referrals to treatment and
improve officer attitudes, though findings vary by program and context (National Alliance on
Mental lllness, n.d.; Rogers et al., 2019). Training reduces stigma and enhances self-efficacy,
especially among road patrol officers (Nick et al., 2022). However, research highlights the need for
ongoing evaluation, adherence to core program elements and recognition that CIT alone cannot
solve all problems related to behavioral health crises. Moving forward, agencies must foster a
guardian mindset that counters the danger imperative and emphasizes empathy, communication
and shared safety (Sierra-Arévalo, 2021). Officer wellness and continuous learning are critical for
sustaining effective crisis intervention. By integrating these practices, law enforcement can respond
more humanely and effectively to people in crisis, strengthening trust and reducing harm.

End of Chapter Activities

Case Study Analysis: Crisis in the Alleyway

Your patrol unit receives a call about a man yelling and pacing in a narrow alleyway behind a grocery store.
When you arrive, you see a disheveled individual shouting at unseen people and holding a broken bottle. The
store manager is frightened and wants the man removed. You suspect the man is experiencing a mental health
crisis. Using the principles from this chapter, draft a short position statement answering these questions: 1.

Which aspects of the CIT model would you apply first (e.g., communication, diversion, collaboration) and
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why? 2. What community partners or resources (e.g., mobile crisis team, peer support specialist) would you
involve, and how would you ensure their safety? 3. How would you adapt your approach if the man refused
to put down the broken bottle? What de-escalation or diversion strategies would you try before considering
force? Next, write a brief statement explaining how you would describe the individual’s rights and needs to the

store manager to promote empathy and cooperation.

Choose Your Own (Crisis) Adventure

Skills Lab 1: Crisis Scenario Role Play

In small groups, students role-play a crisis call based on the case study above. One student acts as the primary
officer, another as the subject in crisis, and others as backup officers or behavioral health partners. The primary
officer practises using the Critical Decision-Making Model: gathering information, assessing risks, considering
legal authority and options, and acting while continuously reassessing. After the role play, the group discusses
what communication techniques succeeded, where difficulties arose, and how diversion could have been

improved.
Skills Lab 2: Mapping the Sequential Intercept Model

Students work together to map the Sequential Intercept Model for their local community or a hypothetical
town. They identify intercept points (e.g., law enforcement, initial detention, courts) and brainstorm how
crisis intervention services could divert individuals at each point. Teams propose partnerships with mental

health agencies, peer support groups and crisis respite centers, and discuss barriers to implementation.
Skills Lab 3: Communication Accommodation Practice

Using prompts, students practise adjusting their communication styles to build rapport with people from
different backgrounds. Scenarios include a teenager experiencing a panic attack, an elderly person with
dementia who is lost, and a person with substance use disorder who is angry about losing their job. Students
focus on active listening, calm tone, open-ended questions and summarizing statements. After each scenario,

peers provide feedback on how well the communicator accommodated the other person’s needs.
Skills Lab 4: Guardian Mindset Reflection

Students individually reflect on the “danger imperative” and identify situations in which they felt compelled
to rush or focus on worst-case scenarios. In small groups, they discuss how this mindset might undermine

crisis intervention. They then brainstorm ways to cultivate a guardian mindset, such as practicing mindfulness,
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using time and distance, and engaging in peer support. Groups share ideas for changing organizational culture

to encourage a guardian approach.
Skills Lab 5: Wellness and Self-Efficacy Plan

Students develop a personal wellness plan addressing stress management, peer support and continuing
education. They identify strategies to build self-efficacy in crisis situations, such as participating in scenario
training, seeking mentorship and learning about local mental health resources. Students share their plans and

discuss how agencies can support officer wellness and continuous learning.

Questions That Change How You Think

1. Why is crisis intervention considered a public health approach rather than a strictly law enforcement
function? Explain how collaboration with community partners supports better outcomes.

2. Describe the three core elements of the CIT model. How do training, community collaboration and
diversion work together to prevent unnecessary incarceration?

3. What are some limitations of CIT programs according to existing research? How can agencies address
these limitations while maintaining commitment to crisis intervention?

4. How does Communication Accommodation Theory inform the way officers should speak with
individuals in crisis? Provide examples of both accommodating and non-accommodating
communication.

S. Discuss the “danger imperative” in policing. How might this cultural frame conflict with a guardian
mindset, and what steps can agencies take to shift the narrative?

6. Explain how self-efficacy and knowledge of community resources can reduce stigma and improve crisis
responses.

7. Consider the role of lived experience stories in CIT training. Why are these stories powerful, and how
can they influence officer attitudes and empathy?

8. Imagine your community lacks a CIT program but wants to develop one. What steps would you take to
build partnerships, secure funding and ensure that the program follows the Memphis model?

9. How can agencies support continuous learning and skill retention after the initial 40-hour CIT course?
Provide specific examples of programs or practices.

10. What does a guardian mindset mean to you personally? How would adopting this mindset influence

your decisions during a crisis call?
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This chapter was created using publicly available reports, research articles and practitioner guidance. It is
intended for educational purposes and does not constitute legal advice or official policy. Readers should consult

local laws and policies for specific guidance on crisis intervention.
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FRONTLINE LEADERSHIP

Dr. Michael McHenry

Chapter 4: Frontline Leadership

Learning Objectives

By the end of this chapter, you should be able to:

1. Explain why first-line supervisors play a critical role in guiding officers through today’s
complex policing environment.

2. ldentify the knowledge, skills and qualities that effective supervisors use to support their
subordinates and communities.

3. Describe different supervisory styles and evaluate how each influences officer behaviour and
community outcomes.

4. Outline best practices for supporting, training and empowering first-line supervisors,
including wellness and accountability measures.

5. Assess how supervisors can promote procedural justice and trust both within the agency and
with the public.

Chapter Overview

Picture a busy afternoon patrol. An officer is called to a park where a man is shouting at people and seems confused.
The officer, who is still new, feels unsure about what to do. Her supervisor arrives, talks calmly with the man,
encourages the officer to listen, and keeps bystanders safe. Once the situation is under control and the man is
connected with a mental bealth team, the supervisor meets with the officer to talk about what went well, what could

be better, and how to handle similar situations next time.
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Modern policing is about more than just enforcing laws. Earlier chapters covered community policing, de-
escalation, and crisis intervention—methods that ask officers to listen, communicate, and solve problems with
empathy. First-line supervisors connect these ideas to everyday work. They help officers handle tough issues like
homelessness, mental health crises, and new technology, all while putting leadership’s goals into practice. This
chapter looks at what front-line supervisors do, what makes them effective, and how th