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Infroduction

When a Ciriticdl Incident occurs, ho ohe cun be sure how they will react and
to what extent such un incident will effect them. What is known is that individ-
uul reuctions to incidents vary considerdubly. They dre personul to the individ-
udl concerned und cun include unxiety, negutive mood, depression, etc.

Criticdl Incident Stress Management (CISM) is the structured ussistance for u
normail reaction to an dbnormal event. All CISM activity aims to moderate
the impuct of Criticul Incident Stress und to ussist un individual in returning to
u pre-incident level of mood und performance.

To achieve this, a CISM programme addresses the needs of individuadls by
providing:

o Informution

o Truininy

o Support

This brochure describes the experience of some Europeun ANSPs that have
infroduced CISM info their orgunisations.




skyguide

skyguide is responsible for ensuring the control of air traffic in
Switzerland's airspace, on behalf of the Swiss Confederation

Business issue

In the mid-nineties some of the Swiss ATCOs becume uwdare of the heed to
infroduce support for their peers who hud fuaced u critficul incident (CI).
A CISM Programme bused on g EUROCONTROL publicution und dun existing
approuch in Frunce wus infroduced und implemented in Genhevu and
Zurich.

After the uccident of Uberlingen, the munugement of skyguide redlised that
there wus u hecessity to extend such a programme hationwide and to grant
the necessary financiul and human resources. In cooperution with the DFS
(Deutsche Flugsicherung) und infernal experts, u CISM concept for skyguide
wus developed and implemented in 2002.
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sikyguide

skyguide decided to implement u CISM progrumme with 4 levels of interven-
fion. The intention was to provide ussistunce when un incident occurred and
help controllers munuge uny heygutive emotionul effects.

Level 1: Phuse of Awareness or Information.

This first step provides information ubout criticdl incident stress and describes
potentidl reactions to criticdl incidents. It expluins the different CISM support
mechunisms. The information underlines the importance of prouctively
prepuring dll employees, helping them to better cope with criticul incidents.

Information is provided to munuygement on what the conseyuences of u crit-
icul incident cun be for u person und the benefits of having the support by u
truined colleugue (peer).

Level 2: Intervention of a Peer.
Is the one-to-ohe support by u truined peer counsellor with the person who
hus experienced a critical incident.

Level 3: Referrdl to Truined Mental Hedlth Practitioner.

This level will be activated either when the person experiencing the incident
prefers to have counselling by un external expert (doctor or mentul heulth
professionul) ruther than having un intervention with a peer, or when it seems
necessury to udvise the victim to consult the mentdl heulth professionul.

The peers are dlso offered the option to contuct externdl experts when they
heed couching or debriefing.

Level 4: Collaboration with Crisis Organisation and external experts.

skyguide will activate this level when the critical incident is of such gravity (dis-
uster) that the support of the peers will not be enouyh to handle und over-
come the crisis. A direct colluborution between the crisis munugement tfeum
of skyguide and the peer coordinutors will tuke place dllowing un information
exchunge process und coordinuted und uppropriute uctions.



skyguice

skyguide hus initiated the Awdreness of Information Phuse und the recruit-
ment of the peers. Information sessions huve been orgunised for the compu-
ny munaugers to educute them on the necessity for such u progrumme.

An information cumpuign wus launched to recruit g hnumber of peer coun-
sellors, willing to invest some of their fime und showiny quulities such us empu-
thy, authenticity and who inspire trust. Peers were selected by the unions or
representatives within the stuff group.

A peer fraining course wus run in 2003 in auccordunce with the Institute of
Criticdl Incident Stress Founduation (ICISF) stundards und by the end of 2003
some 60 peers were truined und certified in a Busic Critical Incident
Munugement Course.

When confronted with a criticdl incident, it is evident that some ATCOs full
buck on CISM. In the last two yedrs, some chuhyes in the culture at skyguide
have been observed. After u criticul incident, colleagues often turh spontu-
neously to u peer for u debriefing, und it has become Mmore hatural fo falk
ubout the stress linked to criticul incidents.

The munuygement hus dlso beyun to see the benefits to the employees und
their units. Some of the supervisors ure how orienting the controller immedi-
ately to u peer following u criticdl incident.



sikyoulde

The information caumpuign dubout the possible conseyuences of u criticul
incident hus ruised the awdareness within skyguide of the possible heyutive
effects of stress reuctions followinyg u criticul incident.

Such effects are no longer underestimuted.

It hus become more eusy to talk ubout critical incidents.

More generdilly there is yreuter reflection of error munugement.

During a mdjor crisis at the beyinning of 2004, the support was widely und
quickly orgunised in such u way that controllers were dble to pursue their
activity without havihyg to take extended sick leuve.

To even better support the peers, skyguide hus decided to set up u group
of expert peers. These experts shull benefit from un extended fruining und
will then be duble to couch und supervise the other peers.

Refresher courses for dll the ATCOs and for the supervisors will be
orgunised.

Peers will be provided with unnuul refresher fruining and supervision
sessions.

An extension of this support programme to employees other than ATCOs
(Muinly in the technicdal field) is under considerution.

Increuse the co-operation with other ATC providers to benefit from their
experiences but dlso with other institutions (police; dirport authorities,
hospitdls).

Provide ussistunce - when requested by d foreign ATC provider - during u
mMujor crisis.

skyguide is considering further developments to its CISM programme aund
will monitor developments in the field of psychotraumau in order to udupt
its CISM  programme.



DFS

DFS, Deutsche Flugsicherung GmbH
German Air Navigation Services

DFS had repedted reguests from colleagues from the control room or the
tower who wunted to know how criticul-incident reactions could be man-
uyged und if there were udeyuute methods of copiny with these stress reuc-
fions. In 1998 DFS started resedrch on dppropriate methods und exumined
the experiences of others in this field.

With the support of a EUROCONTROL publication on CISM und the experi-
ence of NAV Cunudu und the Germun Bundeswehr, DFS decided to estub-
lish a CISM model uccording to the stundurds of the Internutional Criticul
Incident Stress Foundution (ICISF). The uim wus to infroduce u model thut
would meet the requirements of dir fraffic conftrollers based on peer coun-
selling.

CISM should generdilly be regarded us u multi-component model which com-
prises more than ohe method und which heeds to be firmly anchored in the
compuny.

CISM has cleurly defined objectives:
Reduciny stress reuctions
Restoring the dbility to work
Avoidiny post-tfraumatic stress disorders (PTSD)



DEFS

After the busic requirements had been identified und described in consultu-
tion with munagers and air truffic controllers, a CISM concept was written
und mude avdiluble for discussion. The finul concept wus then submitted to
und adopted by the DFS Bourd of Managing Directors. This course of actions
luid the foundutions for the ucceptunce of the model within the compuny.

What followed was the training of the CISM expert at DFS who has overdl
responsibility for the implementation of the progrumme und the training of
the personnel to provide debriefing (these ure peers within the orgunisation).

The information phuse, one of the most important elements in the introduc-
fion of a CISM progrumme, took pluce ut different levels in the compuny.
Special seminars were held to inform dll munhagers ubout the programme,
the tusks und objectives us well us the responsibilities of munugers und peers.
For munugers in operutions, u speciul tfruining module, "CISM for Supervisors'
wus prepured.

All stuff members were informed dubout CISM via different mediu, briefings,
fraining courses und information seminars. The potential peers were informed
about their responsibilities, the expectations placed upon them and their
future tusks. In dll of these informution activities the mujor focus wus placed
onh confidentidlity und peer support.



DES

Peer training

The peers ure elected by their colleugues ut the different DFS branches. A
minimum of five peers per control centre und two peers per fower ure desiy-
nated. All peers participate in the followinyg fraining courses:

® CISM Busic Group Crisis Intervention.

® CISM Busic Individuuls und Peer Support,

® CISM Advunced.

All courses ure in keeping with the ICISF standurds and the peers ure certified
by the ICISF. In addition, supervision groups dre provided for the peers ut the
different DFS branches and the so-culled CISM Forum, u conference for dill
DFS peers is held once a yedr.

Certification is un important component of the CISM conhcept at DFS. It
meuns that CISM is u recoygnised und proven method, thut the truiners ure
experienced in this field and that they have been trained to be tfrainers by the
ICISF. For the peers, the fraining course und the certification mean that they
have acyuired d solid stunding und a professional basis for their work.
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BES

CISM hus meunwhile become u stundurd procedure ut DFS. [t is well accept-
ed by dir fruffic controllers und is being used in muny different ways. The
peers have gone through high-gudlity training und are committed to their
function.

The DFS Bourd of Munuginy Directors und the munaugers support the pro-
grumme. The stuff members dure informed dubout CISM, the functions und
avdilubility of the peers und confidentidlity.

Since peers dare the ones who cun relate fo an incident most easily, it is
believed that CISM, performed in accordance with a standardised peer
counselling model, is un optimal support method in dir traffic control. CISM
fucilitutes u reduction of stress reuctions in u most effective munner, leudiny
to u more rapid restoration of pre-incident functioning.

The openness und confidentidlity in dedling with sensitive issues hus dlso led
fo a change in organisational culture. Staff members are mMore open when it
comes to tulking dubout their experiences. Stress reuctions ure no lonhyer
regurded us weukness und the use of CISM has a high professional standing
aumony those involved. CISM is how part of the professiondlism of an uir
traffic controller.
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DEFS

At DFS, d first assessment concerning the number und effects of CISM inter-
ventions wus carried out in 2003. The result clearly showed that the objectives
of restoring the ubility fo work und reducing stress reactions were in ull cuses
uchieved in u reldtively short period of time. The dir truffic controllers con-
cerned needed less time to cope with their reuctions und were duble to return
to work eurlier. Participants of CISM interventions did hot show duny post-trau-
matic stress disorders.

In pardllel to DFS’s owh assessment, a feusibility study concernhing u cost-ben-
efit andlysis was carried out in cooperation with Eurocontrol and Dortmund
University. The study showed that dir traffic controllers use CISM to help them
cope und return more rapidly to pre-incident performance.

This sugyests that compunies which have invested in u programme like CISM
cun uchieve u return-on-investment in that stuff members return to work eur-
lier to perform their normal tusks. The benefit for the dir truffic controllers is that
they dre better uble to recover from their stress reuctions within a shorter peri-
od of time.
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DEFS

DFS will continue with the CISM prograumme it has initiated. The exchange of
experience with other dir havigation service providers, which hus dlready
been initiated, will be carried on. DFS uims to establish a network with others
so us to fucilitute mutudl support if heed be.

In addition to the cooperution ut munugement level, it is ulso plunned to
increuse contucts between peers. This hus dlreudy been sturted aund will be
curried on further. DFS provides consulting services to other dir havigution
service providers for implementing CISM und for the fraining of peers (includ-
ing ICISF certificate). Moreover, DFS will uctively confribute to the further
development of CISM in Europe.
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ENAV S.p.A.

ENAV S.p.A. is the ltalian company in charge of controlling and sup-
porting air traffic.

Business issue

On the 26th of Murch 2003 Ituly experienced u runwdy incursion ut Nuples dir-
port. Followiny this event, some “behuviourdl discomfort” wus detected
umony ATCOs. The ENAV Operutiondl Depurtment, in conjunction with the
locul Heud of ATC Unit, requested u TRM intervention in order to mitigate uny
possible interpersonul discomfort. Following this, it wus felt that TRM interven-
fion waus not sufficient to cover the emotional reactions to this event.

WENAVS.]J.A.
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ENAY S.0:A.

ENAV’s Sufety Management System, Training Centre and the Operdational
Depurtments set up U support process for dir traffic controllers und locul man-
ugement that could be used followiny such operutionul incidents.

ENAV’s CEO decided to include CISM principles within the ENAV Sufety Policy.
This wus published in October 2003 und the compuny started reseurch dimed
at verifying the upplication of CISM principles and technigues. They took into
account EUROCONTROL documentation, research literature and the experi-
enhces of other ANSPs that hud diready implemented CISM: Deutfsche
Flugsicherunhy (DFS), NAV Portugdl, skyguide and IAA Ireland.

ENAV udopted the EUROCONTROL CISM Policy (Mitchell Model) and estab-
lished a coordination line with DFS for support in fraining und CISM implemen-
tation procedures. ENAV launched a CISM pilot-project ut the muin dirports
(Mdlpenhsu, Linate, Fiumicino) and dll ACCs (Miluno, Pudova, Romu, Brindisi).

The first step wus a CISM cumpuign amonyg ATCOs und maunugers by which
ENAV informed them of the CISM scope und content. The uim wus to spreud
CISM uwureness. A “botfom-up upprouch” wus used with the intfention to
provide a customised product for ATCOs. Locdl election committees were
formed to recruit cundidutes to uct us peer counsellors within the CISM pro-
gramme. Sufety investigution stuff were not eligible for election us peer coun-
sellors.

On the 22nd of Murch 2004, ENAV held its first basic CISM Peer Training Course
for 15 purticipants.
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ENAY. S.0:A.

In pardllel, a CISM architecture waus constructed conhsisting of:

CISM Nutional Coordination Teum: for tactical and strategic purposes, for
the design of procedures, hot line with peers, co-ordinution for loyistic and
technicdl support, efc...

The CISM Policy.

The CISM uctivities organisation: local structure and tasks.

The CISM Peers Nutional Bourd (2 meetings per year).

The Crisis Intervention Team (CIT) for u special event in which it is hot suffi-
cient to give u task to u single peer.

A busic und udvunced CISM Training.

A CISM bulletin in the ENAV maguzine.

Costs: ENAV stressed the importance to go auhead with CISM Peers recruit-
ed onh u voluntury busis without uny fringe benefits und/or udvantage for
cureer (with the exception of travelling expenditures und shift hour bonus-
es), to dllow them to be reudy for their tusks.

It is very importunt to define the bounddaries of the CISM intervention; this wus
discussed during the 1st CISM Peers National Board, held in June 2004.

ENAV hoticed that during some CISM interventions, the ATCOs involved usked
the peer for other kinds of support, not included within the peers’ tusks and
unreluted to the CISM event,

In some cuses, peers reported, ufter their intervention, a burhout syndrome
for which u debriefing would be required.
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ENAY S0

Business benefits

ENAV has perceived u very good reduction to its CISM programme; ATCOs are
very much involved and motivated. Until how, ENAV has hud seven CISM
inferventions in Italy with a good record of their outcome. The individuulistic
dpprouch uppurent in ENAV seems to be chunying.

The CISM experience of other ANSPs hus been very valudble. This is the best
wuay to foresee problems or inconveniences in d robust und mature frame of
activity.

Next steps

ENAV’s choice of the CISM dpprouch was driven in the context of standardi-
sation and homoyenisation of the CISM technigue in Europe. ENAV believes
that they should strive to stay on the puth of u common CISM policy.
Moreover ENAV considers it extremely importunt to share experiences und
working methods together with other ANSPs.
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NAV Portugal

The priority mission of NAV Portugal is fo ensure the air traffic manage-
ment within the Flight Information Regions (FIRs) under Portuguese
responsibility. The traffic flow is managed by Air Traffic Control Centres,
which provide Air Traffic Services.

Business issue

NAV Portugul hus faced situations of stuff impairment, some of them leudiny
to edarly retirement of ATCOs identified us reluted (directly or not) with stress
reuctions to criticul incidents. The previously existing structures und services
desighed to ussist stuff were not providing un udeyuute response 1o these sit-
uutions.

NAV Portugul decided that this problem should be addressed consistently, in

order to mitigute both individuuls and orgunisution impairment caused by
Crificdl Incident Stress.

CNAV

NAV Portugal, E.PE.
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NAY Porugioll

Following dun analysis of the different CISM programmes and studies curried
out in 2002/3, NAV Portugal creuted u CISM Programme to ussist, initidlly,
ATCOs und Communicutions Operutors/Flight Dutu Assistunts in coping with
the neydtive stress reuctions which may result from critical events occurring
in the work environment, und in order to facilitute a more rapid return to the
“hormal” functioning of the individudl.

The implementation of NAV Portugul CISM Programme took its first steps in
2002, with the selection of CISM Peers (ATCOs uhd COM Operutors) from vol-
untfeers in every unit, and the credtion of a NAV Portugal CISM Team.

In April 2003 NAV Portugudl officidlly implemented the CISM Programme, rec-
oyhizing it us u necessury component in the performaunce aund sufety of ATS.

The NAV Portugal CISM Programme is based on the following principles:
Every intervention and contuct in the scope of the CISM Programme is
conhducted on u voluntary busis; ho ATCO or COM Operutor will ever be
constrained to use the services of the CISM.

Strict confidentidlity for every contuct, conversution or intervention, under
the CISM Progrumme.

Records on CISM sessions ure nhot kept.

Complete independence of the CISM Programme from any other depuart-
ments or corporution structures, both internal (NAV Portugal) and external.
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NAY Porugall

The NAV Portuygul CISM Progrumme consists of:

An Educutiondl Programme, diminyg to provide the ATCOs und/or COM
Operutors with the necessury information about stress in yeneral, the stress
reactions to crifical incidents and the services avdilable through the CISM
Programme - INFORMATION.

A Truining Programme for the CISM Peers und Mentul Hedlth Professional
thut constitute the CISM Teum — TRAINING.

Support und Crisis Intervention provided by CISM Peers (and, if hecessary,
d hedlth professionul, following u referral) o the colleugues that voluntar-
ily ask for that support, in order fo moderate the impact of Critical Incident
Stress, und to speed up the return to the pre-incident stute — SUPPORT.

The NAV Portugal CISM Teum is composed of:

23 CISM Peers, (ATCOs und COM Operutors) — Approximately 1 CISM Peer
per 15 potential users (ATCOs and/or COM Operators working in ATC
units).

1 Nutionul Coordinator — a CISM Peer.

1 Clinicul Coordinator — a Clinicul Psycholoyist.

The CISM Progrumme is structurdlly independent from the Sufety, Operational
Reyuirements & Performunce Directorate of NAV Portugal.
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NAY Porugal

NAV Portugul guined severdl insights into the CISM programme organisu-
fion including:
® CISM peer truining is u determinunt of the success of the Progrumme;
annudl refresher courses ure hecessary.
® The CISM programme has to be customised to the target users: cultur-
al and specific working conditions and environment are muaijor issues.
® Close coordinution und orygunisution of the Teum’s uctivities dre
necessury.
® Promotion of the CISM Programme is g major issue: the target users
(ATCOs und COM Operutors) hormually see themselves us highly skilled
specidlists and that there is nho pluce for “feelings” in their life.
® A method to ussess the overdll quulity of the services provided by the
CISM Progyrumme hus to be defined; yuestionnuires for the users ut the
end of the follow-ups proved to be u useful upprouch.
® The educutionul progrumme hus to be conducted through training
modules.
® A CISM module specidlly desighed for the students in the initial fraining
(Ub-intio).
® Operutions Supervisors have un important role in the CISM Programme:
- By following specific routines to ulert the CISM teum whehever u
Critical Incident occurs.
- By providing informution on the avdildbility of the CISM Peers (und
the List of Contucts to the CISM Teum) to colleugues involved in the
Criticdl Incident.

The CISM Programme hus ulreudy proved its udded value.
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NAY Porugiol
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Easier und quicker recovery from stress reuction to critical incidents.
Fucilitution of the post incident skill reacqyuisition.

The educutionul programme hus opened up the discussion uround stress
on the job. People ure getting used to the notion that each one should
rely on euch other. Other topics, like TRM, have brought un important rap-
port, leudiny to the awareness that “things cun be different, to the bet-
ter” und that “things ure chungyging”.

Improvement of the compuany’s internal image.



NAY Pornrugal

Next steps

Routine refresher tfraining for CISM Peers, focused on role playiny
scenarios.

The educdtfionul programme must continue on u regulur busis, und the
information to the users must be organised und provided in g modular
dpjprouch.

There ure definite benefits in the interchunye of experiences und methods
umony the direudy existing ATS providers CISM Programmes and Teums,
purticularly aucross Europe; regular meetings und common training should
be considered.

NAV Portugdl is looking for further developments to its CISM initiative.
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Maastricht UAC

Maastricht UAC provides air traffic control services in the upper air-
space of one of the busiest regions in Europe. From the Centre at
Maastricht in the Netherlands, a multinational team controls air traffic
in the skies over Belgium, Luxembourg, the Netherlands and part of
Germany.

Business issue

The Muustricht UAC considers Crificul Incident Stress munugement us un
importunt and inteyral part of its Sufety Management System.

CISM is u method of curiny for its Air Truffic Controllers und control stuff that
have experienced un emotiondl crisis which could prevent them continuing
to function sufely, if not addressed in u supportive und structured way.

The CISM objective of Muustricht UAC, is to lessen the impuct of a Criticul
Incident und uccelerute the recovery process of its stuff who ure experienc-
iny stress reuctions.

EUROCONTROL
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Maastricihr UAC

Noting the Muaustricht UAC’s uhigue structure and taking info account the
many different nationdlities, it wus decided to train 14 CISM Peer Councillors
to support the operutions room personnel. The peers cover the disciplines of
dir traffic control, flow munagement und flight duta support.

Initial und unnual refresher peer training is provided by u locully bused com-
puny which is ulso contracted to supply immediute professional crisis support
whenh required.

The Muaustricht UAC considers its stuff as its most importunt usset und invest-
ment. Therefore, unything that can be done to protect und support this
investment cun be considered as a Major business benefit. The cost of train-
ing an Air Traffic Controller is very high, representing a muijor proportion of the
budyet; the cost of losing just one Air Traffic Controller, balanced aguinst the
investment required to muintuin a CISM programme maukes good business
senhse.

CISM support will be later extended to dll staff in the Mauastricht UAC. It is dlso
hoped thut supporting its diverse nutionulity buse, u Europeun ATM CISM supo-
port hetwork will be set-up to dllow for un additionul support layer if it should
be reyuired.
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CISM and |
your organisation

This brochure, prepured in 2004, hus described the CISM programmes in
Europeun ATM. The business und sociul benefits of CISM type programmes in
ATM und other industries ure generdlly uccepted by those involved. Like sufe-
Ty management initiatives, the full benefits of a CISM programme becomes
appurent, once the system is in place and has evolved to d level of maturity.

Whdat is not yet clear ure the business and sociul costs that are incurred when
programmes like CISM are not in place. It is likely that such costs remuain sub-
stantial, though currently hidden, in most orgunisutions without a CISM pro-
grumme.

The ANSPs contributing to this brochure dre direudy seeiny the benefits of
CISM progrummes und through g EUROCONTROL sponsored user group,
have begun to network und develop further CISM products to promote
implementution in EUROPE.

A CISM User Group hus been created for ANSPs in Europe. It meets twice a
yeur und hus un Extranet site hosted by EUROCONTROL. If you dure an ANSP
with a CISM requirement or have CISM in place und would like to know more,
pleuse contuct:

DAS/HUM Secretariut
Rue de lu Fusée, 96
B — 1130 Brussels

Tel: +32 2 729 33 98
Fux: +32 2 729 91 49
Emuail: eatm.dus.hum@eurocontrol.int
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Further information and deliverables are avdiluble at:
www.eurocontrol.int/humanfactors/public/standard_page/humanfactors.html

or by contucting

EUROCONTROL

DAS/HUM Secretariat

Rue de lu Fusée, 96

B-1130 Brussels

Belgium

T.+322729 33 98

F. +32 2729 91 49

E. eatm.das.hum@eurocontrol.int
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