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Moving from Post-Traumatic Stress Injury to Post-Traumatic Growth 

Welcome to the Oregon Fire Chiefs’ Association & SAIF 5-Step Pilot Program. Your agency has 

been identified as a possible participant in the Pilot Program. Some of you have already 

participated in educational and training opportunities that have been offered by Boulder Crest 

Foundation’s Struggle Well Program and Dr. Donnie Hutchinson’s Proactive Behavior Health 

Program. As part of this Pilot Program, you would receive educational opportunities in support of 

the Struggle Well and Proactive Behavioral Health concepts. 

The catalyst to develop this Pilot is the pervasive challenges our people are facing with Post-

Traumatic Stress. These and other health concerns need our utmost forward thinking to protect 

our staff.  

Our people are our greatest asset, keeping them healthy throughout their career is our highest 

responsibility. This program is the first evolution designed to help prevent and monitor PTSD work-

related injuries and illnesses. By implementing these steps, we aim to create a culture of 

prevention and safety vigilance. Post-Traumatic Stress Injuries are the catalyst to developing this 

Pilot Program. 

This guidebook* outlines a 5-Step approach to effectively prevent and manage injuries and 

illnesses. This program is designed to be a scalable tool to assist your agency, or city, to develop 

and enhance policies, guidelines, and practices to prevent and manage work related events that 

have or could have a negative impact on people. The ideas for you to consider in the program 

should be reviewed by your operations, HR, training, management, and legal advisor. No program 

or parts of a program should be adopted or implemented without thorough review and approval.   

*It is important to note that you must complete 3.A., 3.I., and 3.J. to participate in this Pilot 

Program. This guidebook will assist you in developing a program that is specific to your needs and 

consistent with existing policies, guidelines, and practices. Prior to implementing any part of this 

program, it should be reviewed by your legal counsel and HR team.   

Your input and support are critical as we embark on this journey to make our profession healthier 

and safer.  
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The 5-Steps: 

1. Pre-Hire 

2. Hire-Orientation/On-Boarding 

3. Ongoing Prevention & Identification 

4. Claims Management & Support 

5. Pre-Retirement 

Each step can be reduced to a checklist that helps you track an individual in their career life cycle 

from pre-hire through pre-retirement planning. This document is designed to help you evaluate 

your processes and identify areas that could be developed. If you would like sample documents 

from other Public Safety Agencies or need help developing your program; SAIF’s Safety 

Management Consultants, OFCA’s Safety & Health Section, or OFCA’s Executive Team are 

committed to helping you make this program a reality. 

The foundation of your agency is its culture. Hiring wisely can build a positive passion for our 

mission, vision, and values. In today’s competitive and dynamic work landscape, the significance 

of hiring wisely cannot be overstated. The individuals you bring into your organization play a pivotal 

role in shaping your team’s success or failure. According to a study by Deloitte, 94% of team 

leaders and 88% of employees believe workplace culture is crucial to success. Hiring employees 

that resonate with your culture helps build positive attitudes, and morale. Harvard Business 

Review found teams with high levels of collaboration are 5 times more likely to perform 

successfully. Conversely hiring candidates that aren’t a cultural fit can result in unsafe work 

conditions, more frequent, and severe claims, higher employee turnover, and a reluctance to 

adhere to safety protocols.   

Hiring is one of your agencies’ most important tasks. Every minute spent to assure the hiring of the 

right candidates can save time and money downstream. 
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1. PRE-HIRE 

To address in your hiring practices are, not to include job description, job posting, application 

process, and comprehensive background checks: 

A. Conduct a thorough background check. 

a. Ask for and check all references. Evaluate for accuracy of contact information, 

relationship to applicant, relevance, authenticity, consistency of information, tone, and 

compliance with the job requirements. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

b. Every applicant, regardless of the position you are trying to fill should have a 

comprehensive background check completed. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

c. Develop an impartial rating system that is consistent with all applicants.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

d. Have a process if an applicant’s reference information doesn’t produce an easy 

connection, if references are unavailable, or don’t give a reference. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

e. Develop a list of questions that goes beyond certifications and education. If the 

candidate is in a leadership position, gathering feedback about their past leadership 

system and success will be valuable to help you make a prudent hire. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy               

B. Within the confines of state law, your legal advisors’ recommendations, and your 

organization’s policies have processes to determine the candidate’s ability to physically 

and mentally perform the work they are being tasked to carry out. If the candidate is 

applying for a firefighter position, can they pass an NFPA 1582 physical? If the work they are 
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applying for requires they work with bodily fluids, severely injured, traumatic events, and/or 

the deceased are they mentally capable of performing the job requirements in those 

conditions?   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

C. Consider a “pre-hire” work exposure experience.  Often a candidate’s dream work, and 

reality are not aligned.   Your organization invests a great deal of time and money training 

and preparing a new hire to become a valued member of a work team.  Strive to prevent you 

and the candidates investing time and money only to learn the job isn’t what they 

anticipated. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

D. Develop and provide material for candidate’s significant other and their families.  Reinforce 

the upside of the importance of the work, the high standards of ethics, and gift of public 

service along with the downsides of long hours, stress, and risk.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

E. Provide each candidate with realistic expectations and requirements for future 

advancements and benefits.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

F. Develop an evaluation process that includes skill assessment, cultural fit assessment, 

behavioral interview assessment, understanding of ability to meet clear expectations, and 

communication skill level. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

G. Prior to offering employment as part of the pre-hire, organize a social setting allowing the 

candidate to meet the team, at that setting, evaluate the candidates’ social skills and core 

personal values. This process may help you determine if the candidate is a good cultural fit, 
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and if they understand and can conduct themselves consistent with your organization’s 

expectations. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

Hiring is a core critical task of every organization. A good hire helps you raise the bar, a bad 

hire can destroy the organization’s culture, morale, and work performance.   
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2. NEW HIRE ORIENTATION & ON-BOARDING 

A. Develop a “Welcome Packet” that includes agency information, including sample minutes 

from a recent board meeting, all relevant policies, practices, guidelines, and scheduled 

training. Ensure all necessary technology is set up and reviewed with the new hire.  

B. Introduce critical core “red rules” about confidentiality of patient information, protocols 

with email information, and other written items that could be “discovered”. Discuss 

expectations of the agency when interfacing with the public including appearance, listening 

skills, appropriate language, and all other appropriate social skills. Assess and inventory 

each new hire’s personal skills unrelated to the position they were hired to perform to 

recognize their potential and understand who they are as a unique individual. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

C. Work with the new hire to understand all career options in the fire agency, to include what 

education, training, and experience is needed to be a viable candidate for advancement. 

Encourage each new hire to start developing skills for the future. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

D. On-board each new hire about the laws, standards, and culture of your organization. As a 

public employee each new hire should be educated, they have selected a career with a 

“higher calling”. This career requires them to conduct themselves professionally, ethically, 

and in keeping with high standards of the organization. Every day we need to re-earn the 

public’s trust. Educate each new hire with state and federal law that is applicable to your 

organization. This orientation should include familiarizing the new hire with the duties and 

responsibilities of all public offices including Direction, Resources, Oversight, Care, 

Loyalty, and Obedience.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

E. Schedule welcome meetings with all key team members and stakeholders to introduce the 

new hire.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 
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F. Review the agency’s Mission, Vision, and Values statements. Include time to review the 

strategic plan, standards of cover, and operating standards. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

G. Conduct a tour of all facilities and openly discuss all functions and services the agency has 

and offers to the public. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

H. Spend time openly discussing the importance of the agency’s culture and the expectations 

of always being physically able and mentally present, presenting themselves professionally 

in all activities, and exercising conduct above reproach with the public and other agency 

employees.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

I. Review training and development, to include all mandatory, skill development and optional 

training. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

J. Discuss mentorship and assign a shift worker to help orientate the new hire for the 60 days 

of employment. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

K. Educate the new hire on the process for them to give feedback to the agency. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

L. Schedule review and update meeting as needed with at least one meeting 30-90 days post 

start date.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

Setting expectations and on-boarding new employees will help to develop your agency’s 

positive culture. 
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3. ONGOING PREVENTION & IDENTIFICATION  

Consistent, predictable, and ongoing prevention helps reinforce it as a core cultural value. 

Safety, health, wellness, and fitness need to be woven into the fabric of the culture. The 

organization’s story should be employee safety and welfare first.  

The following recommendations are designed to keep safety, health, wellness, and fitness a 

primary part of all agency activities. 

A. Commit to the following Struggle Well training/opportunities: A two-day training 

process to pass critical training materials to the agencies. Each agency in the Pilot will 

help identify agency leaders and “at risk” staff if they would like to volunteer for the 

training.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

B. Enhance the Q&A Q&I process to include time for crew evaluation. After each 

response/critical call, crews conduct a Q&A or Q&I process to evaluate the event and make 

recommendations for improvement. During this process add a safety, health, and wellness 

time for questions and observations of the agency’s staff. Develop a process to address 

concerns, anomalies, or at-risk staff.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

C. Add a crew evaluation to the daily “pass/down” process. During shift change when the 

outgoing company officer is conducting the “pass/down” with the incoming company 

officer, add time for questions addressing the outgoing crew’s safety, health, and wellness. 

At that time take specific note of any critical calls resulting in severe trauma, a death, injury 

or death to an infant, any change in an employee’s normal conduct after an event, and 

discussion involving how the event impacted the employee. The outgoing company officer 

will notify their superior of any employee identified at risk. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 
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D. Provide regular training moments at scheduled drills. All training activities that occur during 

the month should include a brief safety, health, wellness, or fitness item. Never miss an 

opportunity to advance your safety culture. If your agency would like additional topics the 

OFCA has over 100 “Take 5 for Safety” training moments.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

E. Probationary firefighters should be off-boarding from probation to regular duty. This 

process is designed to be a learning moment for the agency’s management team. At this 

event probationary firefighters should be encouraged to point out errors, short comings, 

inconsistencies, and ideas to improve the quality of probation. A key discussion should be 

to identify “policy drift” from training to practice in the field. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

F. The “blind leading the blind” round table is an exercise designed to have small groups 

representing all ranks, shifts, and levels of experience in a group round table exercise. This 

collaborative learning experience focuses on shared safety, health, and wellness 

experiences. The round table leader will have several examples from other public safety 

agencies provided by the OFCA. The time will start by round tabling some external events 

currently in the news. It will close with discussing internal concerns.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

G. NFPA 1582 physicals/psych updates should be conducted at regularly scheduled intervals, 

to include pre-hire, at least bi-annually for firefighters under 45 years of age, and annually 

for firefighters 45 years of age and older.   

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

H. Pair the “peer fitness” program with Struggle Well/Dr. Donnie Hutchinson. Currently 

Struggle Well, Dr. Donnie Hutchinson, and the OFCA have agreed to produce an 

assortment of web-based training documents on prevention topics.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 
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I. Pilot Program will have a standing agenda time at the monthly OFCA board meeting to 

update the Board and Members on their agency’s adoption, progress, and feedback.  

J. A job description in place with light duty opportunities identified. Including continuing 

education and training opportunities. 
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4. CLAIMS MANAGEMENT 

Things we should do to support an employee who has filed a claim, include: 

A. On day one of any time/loss event meet with the injured worker and their family or at-home 

support unit for the sole purpose of showing support and caring about their injury. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

B. Internally manage time/loss claims regularly and discuss them with the claims adjuster to 

learn anything the agency can do to assist. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

C. Remind the injured worker regularly that the agency is eager for them to return to work and 

wants to assist them. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

D. When appropriate, work with SAIF to offer return to work options to perform meaningful 

work. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 
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5. PRE-RETIREMENT 

Retirement offers new challenges our staff are frequently not prepared to face. The loss of 

identity, companionship, and active days filled with helping others can create a void some may 

fill with memories of tough past calls. Helping through this transition to a stable fulfilling 

retirement is an important task every agency faces. Some recommended steps include: 

A. Develop an agency pre-retirement process helping staff mentally prepare for retirement. 

The process should include: 

a. Peer support or access to mental health professionals. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

b. A retirement readiness workshop focused on coping strategies and stress 

management. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

c. Offering access to health and wellness programs including mental wellness. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

d. Offering continued access to healthy lifestyle programs including nutrition, and 

fitness. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

e. Offer a life skills transition training program.  

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

f. Provide volunteer support opportunities and mentorship programs. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

B. Establish an infrequent, but planned, check-in system to stay in contact with firefighters 

after retirement. 
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☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

C. Invite retired firefighters to agency functions. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

D. Provide a pre-retirement financial counseling session. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 

E. Conduct a pre-retirement medical and psych medical evaluation. 

☐ Similar/Identical Policy in Effective                    ☐ Needs A Policy 
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Thank you for participating in this Pilot Program. SAIF and OFCA are focused on three goals with 

the program: 

1. Identify best practices, policies, processes, and systems that can be shared to 

better serve our agencies and their employees. 

2. Use the information we glean from the Pilot Program to help create a 

recommended statewide approach. 

3. Collect meaningful data we can use to help public employees involved in 

emergency services to stay and or return to good mental health.  

 

Our people are our greatest asset, and we are committed to their health and safety. 

 

Sincerely, 

Jeff Griffin 

OFCA Executive Director 
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