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Stress is endemic to modern life. It is equally true that 
. human existence has always been marked by stress, whatever 
'the historical era. To live is to encounter stress. 
Stress is the ever-present response of mind, body, or 
behavior to the ongoing demands of life. 

(Walt Schafer, Stress, Distress and Growth, 1978) 
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CRIMINAL JUSTICE. RESEARCH UTILIZATION PROGRAM 

The National Institute v[ JusLice (NIJ) , part of the U.S. Department of 
Justice, supports wide-ranging research in criminal justice, including the 
testing and evaluation of innovative programs. As new knowledge is gained, 
the InstiLute follows through winh the essential step of communicating what 
has been learned and any related policy, program, and research implications. 

The Criminal Justice Researr.h Utilization Program, administered by NIJ's 
Office of Development;" Testing, and Dissemination, makes research and evalua­
tion results accessible to criminal justice officials, other government execu­
tives, community leaders, and researchers. The goal--to influence crime con­
trol and criminal justice improvement efforts and map out future research 
strategies. 

HOW IT WORKS 

The Criminal Justice Research Utilization Program (CJRUP) consists of.l 
three elements: Research Utilization Workshops, Special National Workshops, 
and Field Test Support. 

Research Utilization Worksho~ (ROWs) 

These are series of workshops held for criminal justice practitiot!~r:.~.,~ 
government executives, and community leaders on the application of researcH.':;.~ 
and evaluation results to public policy and programming. 

Research Utilization Workshops address subjects where a body of research 
findings suggests new program approaches. They are oriented to action or 
operations and address important needs of state and local governments. The 
topics chosen are generally based on NIJ Field Test Program Models that out­
line potential program options and the advantages and disadvantages of each, 
or research/ evaluation studies. 

Now in its fourth year, RUP has presented 12 workshop series across the 
country. Four new topics are scheduled for 1979-80. Each 3-day workshop is 
devoted to one topic.and attended by 50 to 90 top criminal justice policy­
makers from the larger jurisdictions in a multistate area. 

The four new topics for 1979-80 are: 

• Compensating Victims of Crime 

.~. 

This topic refers·to financial recompense for losses suffered as the 
result of a specific criminal act. Approximately half of the states 
have victim compensation programs. Variations among these programs 
are presented, and cost, factqrs and the implications of pending fed­
eral legislation discussed. The workshops will introduce recommenda­
tions for improving programs for compensating crime victims that can 
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be u!iled by states having programs as well as states planning to 
esvAblish a program. 

Community ",Crime Prevention Planning 
A recently completed 5-yearresearch study provides new insights into, 
what citizens perceive and define as "the crime problem" in their ;(C" 
neighborhoods, what they do and view as crime prevention efforts , a+ld 
the factors affecting their sense of risk or safety. RepresentatiJ{es 
;of police agencies, city administrations, and community organizat,~bns 
examine the policy and program implications 0;£ .the study, review!;the 
experience and evaluations of a range of current crime preventi(n 
strategies, and work as teams to identify the parti;cipants anq]!skills 
needed to plan, design, and implement appropriate and responsJvepro-
grams in their own communi ties. " ;,' 

Small Business Security, 
Crimes against small businesses, such as buriglary, robbery, shoplift­
ing, and employee theft cause losses of about $20 billion a year. 
Recent researc~ findings and Institute-spon~pred Program Models sug­
gest promising techniques for containing or ;'reducing such crimes. In 
thi~ workshop, police executives, business ~!ommunity representatives, 
and local government policymakers work as t~lams to create action 
plans for preventing or reducing the opport,mity for business-related 
crime. 

Man~gement of Stress in Corrections 
This workshop helps correctional administrators and managers handie 
job-related stress in prisons. The objective is to enablepartici- c 

pants to produce a stress management plan for identifying a~d remedy­
ing such problems -as employee disability, alcoholism~ drug abuse, and 
distressed inmate~staff problems. 

In the first three years of the program~ RUW series were presented on: 

• 
• • 
• • • • • 
• 
• • 

Managing Criminal Irtvestigations 
Developing Sentencing Guidelines 
Juror Usage and Management 
Prison Grievance Mechanisms 
Rape and Its Victims 
Managing (Police) Patrol Operations 
Victim/Witness ,Services 
Operating a Defender Office 
Improved Prob~tion Strategies 
Maintaining Hunicipal Integrity 
Health Care in Correctional Institutions 
M~naging the Pressures of Inflation 

Participants in Ru"Ws receive summary findings of relevant research, com­
prehensive bibliographic references, individual program plannln&- guide·s, self.c 
instructional materials, handbooks, and selected readings. Each participant is 
awarded a certificate of attendance at the workshop's conclusion. 

~~'" 

6 

./ 
:::--~ 

,;Y 

" 

.' 
i 

J 

cl 

/ 6 
.:-~~------

"""" """------~---

For each RUWtopic, replication of the workshop or technical assistance 
related to t"he topic is avai1alile Gn a limited basj sto states and local 
jurisdictions intereste~ in implementing the particular program approach. 

. Multimedia packag~E.,on most RUW topics are available on request to agencies 
i~terested in iniplementation. Inc1j.!.deda,re videotapes, Institute publica­
t10ns, handbooks, manuals, and other __ resource documents. 

Special National Workshops (SNWs) 

,i Special NationalWorkshonsare one-t{me events designed to establish 
directions for fti'ture research'orsh~re information and develop a':'lareness 
among executives and policymakers. 

The SN"ws inform researchers and practitioners abouf important new 
research and evaluation findings, define appropriate new directions for NIJ 
research,~~d"meet ~he need~ of groups such as elected offiCials, plann~rs, 
and evalu3Lvrs for 1nformat10n" on current research and advance(J; practices in 
aSPrcts of cri~inal justic:. These workshops are 1>5s operationally oriented 
tha~ RUWs or F~e~d Tests S1nce they do not represent a particular program 
des1gn or s~ec1f]c program options. They do, .however, have action implications 

,; for public policy, present practices, and futurer'esearch. 

. The Research Utiliz~tion Pro~~m assembles a team of nationally recog- --" 
n1zed experts. on each SNW subject. ,Extensive conference support services are > 

also.pro:rided for the ~orkshops, inClll<:lihg multimedia development, editing and 
pub11cat10n of materials, comprehensive evaluation, research utilization 
methodology, and 199istical support. 

In 1979c;,and 1980, Special National Works~9ps will be held on: 

• 

• 

• 

• 

Res~arch and Evaluation" Methods 
Criminal Justice Evaluation--An 
methods used to investigate and 
justice evaluation procedures. 

and the Third National Workshop on 
update of recent developments and 
analyze social programs and criminal 

Historical Approaches to Studying Crime~-Modern-day criminal justic~ 
problems approached through an historical perspective of violent and 
non-violent crimes. 

State Legislative Planning for Correctional Reform--~1ethods and 
resources for planning and developing appropriate correctional legis': 
lation at the state level. 

, " 

Prevention and Detection of Fraud, Waste, and Abuse of Public Funds-­
A conference of state and local practitioners, researchers, and 
federal officials to assess needs and develop strategies tl' prevent 
and detect fraud, waste, and abuse of public funds. 

,; The Serious Juvenile Offender7-Review of research and development 
;:;needs for planning (in cooperation with the National Institute of 
Juvenile Justice and Delinquency Prevention). 

.",: 



" 

--'---.~ 

-'--~-'-~.'-------=/ ::-~I· 

Previous RUP SVecial National!'1Qr1tsh~PS were conduct-edon:, 

• Stochastic Model±l1g::A promising new techniqJle for crime analysis. 

• Plea}Jaigaining--Current issues 'and n,ew"'research on this ,judicial 

.". 

• 

p·r6cess. 

Second Nitional Work&hop on C~iminal Justice Evaluation--The entire 
spectrum of C'r-iminaF justice research and evaluation issues. 

Forensic SdenceServices and the Administration of Justice-­
~nterdisciplinary exchange of view&. among various members of the 
c~iminal justice community. 

Mental Health Services~ih Local Jails--Models for improving service 
d~livery. 

• .The Career Criminal--Implications of resea'rch from the NIJ Career 

• 
• 

• 

• 

• 

CrimiJJ.al program. " 

A~gersinger' v. Hamlin--Legal counsel for indige~ts facing jail. 

Update '77; Update '78--.The role of local officials in .criminal 
justice decisionmaking. 

Determinate Sentencing~-Implicatiori§ of this trend for the criminal 
justice system. 

PretriaJ,/Release--Discussion of a demon,stration project with judges 
from alISO states. 

;1 

Crime Control; State of the Art· ... -An update of criminal justice:;.,·.· 
knowledge for governors and representatives of State Planning"~;:",,,~; 
Agencies. " ,-f~-"- ,-~'-

• Urban Crisis Planning--Simulated planning 0(. tespon~es to hypo­
theticaL crisis situations. 

... ::-

• Perfol1Jlance Measurement--Organizatidnal assessment techniques for 
police, courts, and c6~rections ~/ " 

/'-~/// 
FreId Test Support 

c;, • .,.,1,:·;;c··'Field Test Supp(>rt provides technic,!.Y assistan~~ and training for staff 
_~""aIid policymakers at sitesselect~d to ~implement NIJ' Field Test designs. The:se 

c'Y designs represent promising. new operational approaches to controlling crime or 
improving eriminal jtlstice. / 

The FieJdTests involve carefully designed program strategies that are 
implementred in Gl limitednilmber of sites under 'controlled'or quasi-controlled c· 
c~jlditions todetermine.the eff~ctivenes~" transferability, arid suitability of 
the concepts for f"urtheI- dempnstration .. _' 
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K~y representatives from the Field Test sities receive training and tech-' 
nic",.! ,i'ssistance designed to: .,c. ',j /' ,~," ' f~ 

• Orient test';;sfte s'id'f on the goals, m~thods-, and req~irements- of 
the~Field Test project -" 

• Build skills in the particular program technology 

• 
• 

Assist ~,ri: project: implementation 

Assist te_st agen(~ies in conducting technology t:;~nsfe~ 
to familiarize qolleagues in nearby j urisdictfons with 
experience. 

conferences, 
the tes~t' ~>~', 

During 1979 and I98i three field tests will b~dinitic9t'ed by N;J: 
'.' 

~- . ..;.. .,,-

• Commercial Secud t:v>, ~"., 
/' •.• ..-<::,;;; ! .... Cc.'(.;:::.'}~;;·..:;;.:':::·· ~r'--'" "'. " ./J . /G' ,~" ::: .. -i'.'· < ,:-;.::::::,=:c:::::: 

,c£'-"~'':::;;:~Tfie Commercial Security field teJ~;t--in SL _Loui§,.Mis~ouri; Denver, 
Colorado; and Long' Beach, Califdrnia--is desi'gned to reduc'e com­
mercial crime in small retag( and .. service busines,!;e's. Aimed at such 
crim:s as rob~ery, burglary;C~ind lars,~ny, it.:ificliides conducting 

.c' 

~; .~ 

~'''' ~ /pr:ml.Se secur~ty su~veys 9)1 a saturation basis (in selected high-
, ~nme. co~erC1alne~ghborhoods as well as. intense police-community 
~nteract~on and follow-up activities tq/encourage adoption of 
security recommendations. 

• 

• 

§tructured Plea NegotiationS":-: r~, 

Though widely critj,ciz'~d and misunderstood, "plea bargaininpll in 
m~ny juris~ict~ons ~,ccounts for 80 to 95 percent.o:f case di;posi­
bons. Th~JsFl.eld Test will create inparticipa:ting jurisdictions a 
structu:t~d,(,tohferellce procedure involving not only the defense anw· 
pr~se<;;u~in~ attorneys, but also a jud~e, the defendant, and _the' 

" cnme ":"lct~m. Outcomes sought wiJI include increased consistency, 
. and fa~rness of plea bargaining agreements. (in fact and in the . 

public's perc;"eptions), speedier· disposition of cases ,and smoother 
operations of the courts. 

--:'-

Multijurisdictional Sentencing GUideili"fiies 

Four courts of general j!:l,F-:l:sdiction representing urban, suburbin, 
and rural areas in FJgrida and Ma:ryland are included in this,test. 
Past sentencing.deC;tsions in·these courts will be studied to d~velon 

. senten5J~g~·guidelines fo: use by the judges in the participating . }' 
cou:rts over a I-year penod. The test is intended to determine the 
feasibility of using. sentencing guidelines as a tool;forreducin.g· 
~nwarranted sentencing ,variation and producing an'e,*plicit'sentenc­
~ng policy in diverse jurisdictions. 

Other Field Tests receiving support from RUP since 1976 are: 
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• Managing Criminal Investigations 
• Juror'Usage and Management .. 
• Neighborhood J~ls.tice Centers 
• Pre-Release Centers 
• Managing (Po};ice) Patrol Operations 
• Improyed Correctional Field Services.·· 

:~ .. 

Results 

Each RUW is evaluated within 60 to 90 days after its conclusion. Results 
to date show that a majority of participants reported positive effects on 
their activities: 

• Health ~arelin Correctional Institutions--Two-thirds of the medical, 
correct10na , ,and planning personnel who attended the workshop 
evaluated the1r health care procedures and began generating outside 
support for change. About half revised both their medical record 
and,medication distribution systems and stopped using inmates to 
del1verhealth care services. 

• Victim/Witness Services--Almost three-fourths of the participants-­
pros~c~tors, law,en~orc:ment officials, and community organizers-­
pub11c1zed new v1ct1m/w1tness services and sought new advocates for 
such pro~rams. More than half attempted to increase interagency 
cooperation in this area. 

• 

• 

• 

~anagi~g C:iminal Investigations--Changes in case screening, initial 
1nvest1gat10ns, and management of investigations were reported by 
about half the participants. 

Juror Usage and Management--Over half the participants instituted 
changes in their jury procedures after attending this workshop. 

Rape and Its Victi.ms--Over three-fourths of those attending the work­
shop :eported,i~creased.cooperationand communication among community 
agenc1es prov1d1ng serV1ces to rape victims. ., 

The most recent workshops also have produced significant progress in the 
initial steps of the change process: 

Main~aining Municipal Integrity--About half the participants reported 
a he1ghtened awareness of ethical issues and said they have taken 

• 

• 

• 

.. >s~~p~ to assess th~ir jurisdictions' investigative ability , vulner­
a.lJ~.hty to corruphon, and regulatory and enforcement capabilities. 

'!<~~ 

Operat{~'g.:,a, .Defender OffiC'e--Over half 
their personn~L.~policies. Almost half 
of services anddete,l:"mined areas where 
needed. ".o"'.z 

-...,:~,;':,~ 

the participants reviewed 
evaluated their current scope 
additional staff training was 

Improved Probation,S~rategies::"Qyer half the probation officials at 
~he worksh?ps have subsequently (fi'g~.~minated strategies for C improv-
1ng probatlOn and evaluated their pre's.e.nt services. Almost half 
have reviewed current caseloads and assess~d available resources for 
planning and implementing a more efficient ·monitoringsystem. 
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• Managing Patrol (Police) Operations--Over half the police personnel 
analyzed their patrol operations using the systematic assessment 
procedures presented at the workshop. 

About the Office of Development, Testing,and Dissemination 

The Office of Development,Testing, and Dissemination is responsible for 
distilling research findings, transforming the theoretical int-oEhe practical, 
.lind identifying programs with measureable records of, SUccess th'&t warrant 
widespread application. As part of its program, ODTD also provides financial 
and professional assistance in adapting and testing programs in selected 
communities. The Office also disseminates information to criminal justice 
executiv~s nationwide through a variety of forms. The aim is to give criminal 
justice professionals ready access to promising new approaches. 

ODTD has developed a structured, organized system to bridge (1) the 
operational gap between theory and practice and, (2) the communication gap 
between researchers and criminal justice personnel scattered across the coun­
try. ODTD's comprehensive program provides: 

• 
• 

• 
• 

• 

Practical guidelines for model criminal justice programs 

Research utilization workshops for criminal justice executives in 
selected model programs based on promising research and evaluation 
findings 

Field tests of important new approaches in different environments 

On-site training visits for criminal justice executives to agencies 
operating successful innovative programs 

Clearinghouse and reference services for the internati'onal criminal 
justice community. 
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WORKSHOP DESIGN 
MANAGEMENT OF STRESS IN CORRECTIONS 

RESEARCH UTILIZATION WORKSHOP 

Stress Management In Corrections will be the subject of a series of Research 
Utilization Workshops in the 1979-1980 cycle of the National Criminal Justice 
Research Utilization Pre,gram (formerly National Criminal Justice Executive 
Training Program).~ The workshop will present information, skills, and strate-
gies to correctional administrators and managers, helping them identify and ) 
implement procedures, policies, and programs to manage organizational job­
related stress in the prison environment. The specific objective of the work­
shop will be to enable participants to produce a stress management plan for 
implementation in their state correctional agencies. 

The content areas of the workshop will include: 

• • J • 
• 

Role of the manager in preventing and identifying stress 
Personal and organizational stress 
Organizational stress in prisons 
Potential initiatives and interventions for managing stress in 
prisons 

• Develop,ment of a stress management plan for a prison. 

Stress Management Techniques 

) 

The main themes for training will be the development of administrative, person­
nel, training, health/mental health~ and legislative strategies for combatting 
the more serious effects of job and ~rganizational ~tress in corrections. 
These strategies include: 

• • • • 
• 
• 

Employee Assistance Programs 
Improved Pre-Service and In-Servl.ce Training 
Employee self-help groups 
Space utilization techniques 
Monitoring the correctional environment to prevent stress 
Monitoring employee performance to prevent crises. 

) 

The focus of this training will be on adaptive organizational response strate- ) 
gies to the stresses and strains of management and personnel in state institu­
tional correctional settings. 

Stress and Strain In Prisons 

"The process of developing long-term stress followed a sequEnce beginning 
with awareness of change and proceeding through realization that the work 
environment had become unpleasant. There was a concommitant sense of ten­
sion and a pronounced ambivalence about whether to stay on the job or to 
leave it .... This process is illustrated by the guard who after a prison 
riot reported, 'I started thinking that all I know was that I would be 
able to walk in at the beginning of the shift. I never knew that I would 
be able to' walk out' ." (Brodsky, 1977). 
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'Events that are lan:dmarks in r~,cent correctional hist!)ry--the Attica rebellion, 
the New York correctional offiter strike, the Soledad prison escape attempts, 
and the Walla Walla officer walkout--are stark evidence of the stresses (pres­
sures) and strains (effects of pressure) in the prison envi~oi~ent. Less pub­
licized are the stresses of overcrowding, aged and crumbling buildings, severe 
budget const~aints, court-6rdered reforms, and employee dissatisfaction. The 
effects of these circumstances are even less well known but are evidenced upon 
close analysis of such indicators as early retirement of employees on medical 
disability; employee absenteeism, alcoholism, and drug abuse; distressed mari­
tal relations; and troubled inmate-staff relations. The costs are enormous. 
California, for example, pays out disability retirement funds equal to $12,000 
per year for each active correctional officer. Medicai experts agree that a 
substantial amount of disability is due to the effects of stress. 

Research on the occurrence of job-related stress exists for many work set­
tings--such as industry, the military, and law enforcement--but very little 
has been done in corrections. Even less has been done--for any work setting-­
on effective strategies for managing Job-related stress. 

Participants 

The participants invited to this workshop will include state corrections 
department/division administrators, wardens/superintendents of major state 
adult correctional institutions, personnel officers, training officers, health 
and mental health officers, mid-level corrections managers, line-officer repre­
sentatives, legislative or executive corrections policymakers, and State Plan­
ning Agency corrections specialists. 

Workshop Information 

Between December 1979 and April 1980, the Stress Management in Corrections 
workshop will be conducted in five locations throughout the United States. The 
training will take place over a three-day period, from 1 p.m. the first day to 
1 p.m. the third day, for a total program of approximately 15 hours. The pro­
ceedings will include plenary sessions, small-group meetings, and development 
of an individualized stress management, plan for each participating state cor­
'rections agency. 

Follow-On Tr~ining 

Additional training will be offered to selected state agencies and institutions 
who request further assistance from NILECJ. 
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Biographical Profiles 
Training/Design Team 

Management of Stress in Corrections 
Research Utilization Workshop 

University Research Corporation Staff 

JAMES J. DAHL 

. Mr. Dahl currently serves as Team Leader with the National Criminal Jus­
t1ce.Research Utilization Program. He was formerly Senior Associate for Cor­
rect10ns at URC, . serving the National Corrections Technical Assistance Project 
as a ~o~sul~ant 1n.mental health programs, corrections standards, and jail 
class1f1cat10n. H1S career in criminal justice began with a brief tour with 
:he ~ew York ~tate Police, and has focused for the last nine years on criminal 
Just1ce plann1ng, policy analysis, and training. 

. He h~s s~rved as Director of the New York State Division of Criminal jus-
t1~e.Serv:ces. Standards and Goals Program, with responsibility for statewide 
cr1m1na~ ~u~t1ce standards and goals development;'Chief Planner of the New York 
State D1v1s10n for Youth, which included development of juvenile corrections 
standar~s.a~d statewide field services; and, Deputy Director of an RPU, with 
n~sponslb1l1ty f~r development of programs for law enforcement, courts, correc­
t10ns, and the Dlstrict Attorney's office. 

SHELDON S~ STEINBERG, Ed.D. 

.Dr. Steinberg has directed the CJRUP since its conception in 1976. He has 
prov1ded overall leadership to the development of sixteen research utilization 
workshops this project has conducted for NILECJ. He has assisted various work­
shop teams.in theplann~ng, curriculum development, and training design phases 
of all tOP1CS. Dr. Ste1nberg has also served as a trainer and group facilita­
tor on sel~cted topics such as "Rape and Its Victims" and "Maintaining Munici­
pal Integnty." 

. His experience includes teaching health and mental health at the univer­
Slty level; directing professional education activities for a state division of 
the Am~rican Cancer Society; and directing research and training for an urban 
commu~lty men~al health center. He also has directed other major training and 
techn1cal asslstance programs. 

MI CHAEL J. CHAP~1AN 

Mr. Chapman is currently providing administrative as well as secretarial 
support to the ~ational C:i~inal Justice Research Utilization Workshop, M~nage­
ment of ~tress 1n.Correct~ons. Mr. Chapman gained extensive administrative/ 
secretarlal experlence whlle attending the University of Maryland and The 
American University. . 
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Consultant Staff - Training 

DAVID H. BRIERTON 

Mr. Brierton 1S a career correctional administrator, and presently 
Inspector General for the Florida Department of Corrections. He was formerly 
Sup'erintendent of the Florida State Prison, a maximum security institution, 
where -he instituted innovative management procedures involving line correc­
tional staff in operations planning. 

CARROLL H. BRODSKY, M.D. 

Dr. Brodsky is a faculty member, Department of Psychiatry, The University 
of California School of Medicine, and a forerunner in research on long-term 
stress in prison guards. He is the author of two books on stress and stress 
management and is also in private practice in San Francisco. 

WILLIAM CIUROS, JR. 

Hr. Ciuros most recently served as Commissioner of the New York City c: 

Department of Corrections, managing and operating one of the largest,correc­
tions systems in the United States, with more than 4,500 employees; an annual 
operating budget of over $135 million; twenty-one maximum secv~ity inmate 
hOllsing institutions and Held installations. While serving in posts from 
corrections officer to Deputy Commissioner for New York State, Mr. Ciuros 
developed the first three month training curriculum for entry level Correction 
Officers in New York State. He also directed the Correction Officer training 
program; developed and taught vario~s labor relatibns seminars sponsored by 
AFSCME, AFL-CIO; lectured at Russell Sage College and at Cornell University in 
New York City. He presently is a cons~ltant in criminal justice and correc­
tions and is working on projects involving private security for banks and 
corrections planning. 

ALVIK :.J _ COHN, D. Crim. 

Dr. Cohn has had almost 20 years of academic,professional, and adminis­
trative experience in the field of criminal justice administration. He has 
specialized in the development of management and training programs, focusing 
on organizational theory and development. Dr. Cohn has been on the full-time 
faculties of The American University and Virginia Commonwealth University and 
has been a guest lecturer at numerous universities, including Fordham,' 
Pennsylvania State University, University of Delaware, University of CinCinnati, 
and University of Maryland. He has trained or taught apprOXimately 10,000 
persons in the field of criminal justice. ~~ile servtng as the Director of 
Training for the National Council on Crime and Delinquency, he developed 
numerous training programs for correctional and law enforcement agencies 
throughout the United States. He has also worked in community organizations, 
juvenile and adult institutions, juvenile after.care, and adult probation pro­
grams. 'Dr. Cohn is the author of numerous professional articles and is the 
author or co-author of six books in criminology and criminal justice. 
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Consultant Staff - Training (Continued) 

NORMA B. GLUCKSTERN, Ed.D. 

Dr. Gluckstern is Director of the Patuxent Institution, a 600-bed, male, 
maximum security correctional facility for persons who have committ:d.ser~ous 
crimes but who are determined to be amenable to treatment and rehab111tat10n. 
She is also a~ adjunct faculty member of the Institute of Criminal Justice at 
the University of Maryland, where she teaches co~rectional psychology and com-

'munity corrections. She was the Director of the Bureau of Programs and. 
Rehabilitation Prince George's County, Maryland Department of Correct10ns; a 
trainer and cu;riculum developer in the area of corrections for the University 
Research Corporation; and a faculty member of the Department of Psycholo~y, 
Catholic University. She has recently been awarded a grant from the Nat10nal 
Institute of Corrections to develop training materials for correctional 
6'fficers. She is co-author of four video-based training manuals in conununica­
tion skills and of a number of articles in the fields of corrections and 
psychology. 

CECIL PATMON 

Mr. Cecil Patmon is currently on the research staff of the Center for 
Urban Affairs', Northwestern University, as Project Coordinator for the Epilepsy 
in Prison Project. This project has as an emphasis, the determination of the 
prevalence of epilepsy among prisoners in a state prison system and the devel­
opment of criteria for diagnosis and clinical/institutional management of the 
individual with epilepsy. 

Formerly medical services administrator with the Il~in?is De~artment.o~ 
Corrections where lie was responsible for the overall med1ca~ serV1ces adm1n1s­
tration including budgeting, personnel policies, staffing, and training, for 
local i~stitutions, he also provides consultant services in program develop~ent 
and implementation for facility administrators. Previous~y, he has worked 1n 
planning and implementing .new programs in the health serV1ce areas. Mr. Pat~on 
has served as faculty advisor for the University Without Walls program at Ch1-
cago State University, and is on the faculty of Prairie State College. 

Consultant Staff - Curriculum Design/Develo~ment 

ETTA A. ANDERSON, M.A. 

Ms. Anderson is a writer, curriculum developer, and training specialist 
with considerable experience in criminal justice. She is a former fac~lty mem­
ber of both the University of Maryland Institute of Criminal Justice and Crimi­
nology, and Prince George's Conununity College, Department.of ~aw E~forcemen~ .. 
Ms. Anderson is the author and co-author of numerous publ1cat10ns 1n the cr1m1-
nal justice field. Her writing and research experienc: c~vers.e~ucat~on,. 
training, evaluation, research design, and data analys1s 1n cr1m1nal Just1ce 
programs. 
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MARTHA F. BRAMHALL, M.S.W. 

Ms. Bramhall is an independent social work and human services consultant 
to numerous social agencies, specializing in training and organizational devel­
opment for"the prevention of employee burn out. A trained and experienced psy­
chotherapist, she has also provided services to individuals and couples in mar­
riage and family counseling, including services to court referred casis~or­
spouse abuse,. 

PETER G. MARINAKIS, M. A. 

Mr. Marinakis served as the Director of Treatment and primary developer of 
Lantana Correctional Institution, State of Florida, a program awarded exem-' 
plary status by the National Institute of Drug Abuse. He serves as a psycholo­
gist with the Department of Commerce and is the Employee Assistance Coordinator 
for the National Oceanic and Atmospheric Administration. Mr. Marinakis has 
been a credentialed organizational consultant and psychotherapist in public and 
private practice for the last six years, providing technical assistance, train­
ing, curriculum design and program development to individuals and organizations. 
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MANAGEMENT OF STRESS IN CORRECTIONS 

Planning Conference Participants 

Martha Bramhall, MSW 
9119 Manchesta Road, #211 
Silver Spring, MD 20901 

Dr. Carroll M. Brodsky 
University of California 
School of Medicine 
Department of Psychiatry 
San Francisco, CA 94143 

Dr. Frances E. Cheek 
Director 
Behavior Modification Program 
New Jersey Department of Corrections 
Whittleasea Road 
Trenton, NJ 08628 

Dr. Alvin W. Cohn 
President 
Administration of Justice 

Services, Inc. 
15005 Westbury Road 
Rockville, MD 20003 

Nancy Neveloff Dubler, LL.B. 
Prison Health Project 
Department of SociaLMedicine 
Montefiore Hospital 
111 East 210th Street 
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Director 
Patuxent Correctional Institution 
Jessup, MD 20794 

Gordon Kamka 
Secretary 
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Towson, MD 21204 
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Health Administrator 
Health Services 
North Carolina Division 
831 West Morgan Street 
Raleigh, NC 27603 

rlark A. Levine 

of Prisons 

Jail Administrator 
Baltimore County Jail 
200 Baltimore Avenue 
Towson, MD 21204 

Peter Marinakis 
President 
Options ConSUlting 
4004 East-West Highway 
Chevy Chase, MD 20015 

Tommie Munhollon 
Munhollon Assertiveness 

Training Group 
5900 Mosteller Drive 
Oklahoma City, OK 75112 

Dr. Marc Orner 
Director 
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Services 
New Mexico Department of 

Corrections 
Santa Fe, NM 
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MANAGEMENT OF STRESS IN CORRECTIONS 
Planning Conference Participants (Continued) 
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American C9rrectional Association 
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President 
Responsible Action 
P.O. Box 924 -
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Bill Wilkey 
National Institute of Corrections 
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Washington, D.C. 20009 / 

Frank Wood 
Warden 
Minnesota State Prison 
P.O. Box 55 
Stillwater, MN 55082 

National Criminal Justice 
Research Utilization Program 

James J. Dahl 
Team Leader 
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Project Director 
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MANAGEffi:NT OF STRESS IN CORRECTIONS : NEEDS ASSESSMENT SURVEY 
;;-

Summary of Da€atollected,: 

Introduction 

\. 
\ 

o'y 
During October 1979" training needs assessment questionnaires were mailed 

to state correctional aepartlllents in all fl:£ty states and in the District of 
Columbia.* S~rveys were completed and returned by 37 of the agencies ,that were 
contacted.~k On the basisj6f the information contained within these question-
naires,the fgllowing 4.~ta were compiled:/ o 

• 

:,« 
1. A listing(o'f the stressors that typically influence correctional 

~.>oJ!~:t~~~~ adm~nistr~t~r~c~~:\j> 

2. The conseqtieno::.es .. oistress' in prisons for the following individuals: 
employees, !Danagers', a!\~. inmates. 

3. 

4. 

5. 

" 
-'.'--~" 

The various adaptational responses to organization stress made by 
each of the following departments with{n correctional agel!cies: 

• • • 
• • 

Administrative 
Health/Mental Health 
Personnel .-
Training ,0 

Legislative/Executive 

The personal adaptational response to stress of individuals who work 
within correctional agencies. 

The relative utility 
and program contents 
tions. 

of various trai~iIl.g,-ga~l"ls;·iraining 
concerning~th~~management of stress 

,.:.C::'"'''''-

-.;:::;.-­
v'-

::::;::.-:' , 

in correc-

The information and st~tistics obtained iI!/tlie survey results relating to 
each of the above i~ems yet' ~resen~ed an~d~::;Cussed on the following pages. 
All of the frequenC1e~,:>conta~ned w~thin<the tables to follow are based on 
relative frequencie!F. /?/~' . 

G . 

Relative Importance of Stressors 

Many correctional officers and administrators have identified the follow­
ing itemsas!sources of stress (Stressors). The degree of impo_t'tance of fac­
tors or potential stressors foroothcQrrectional officers and administrators 
who were surveyed is presented in Figure 1. 

*See .. , (p. 31) for a cQmplete listing, by state, of the 37 responqents. 
J ./ ,",'0 '.' 
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FIGURE 1. Lrst of Stressors 

~ ~-

.:::-;:<-/ 

::.,,-;/ 

Stressors 

/ 
/ 

.-4:-

/'-

f': 
// 

Not :rmportant 

'-:;,"/ 
No. % 

Political Pressures 15 4) 
Budget Lilpitations 4 .11, 
Gover1lll!ent Bureaucracy.. 616 
,Unre.sponsive Legislature 16 43 
AgA-/Accreditation Standards. 'C 13 35 
Employee. 'Unions' 13 35 
Overcrowding of Inmates 10, 27 
Employee Conflict .', 1027 
Supetvision of Employees 8 22 
Lack of In-Se,~vice. :training .. ' 8 22 
Interaction w{th Other Supervi;sors~;<oTO;c7~1·.A~~ 19 
Maintenance of Inmate Discipline 5 14 
Inmate Rights Compliance'- 5 J4 
Role Conflict/Ambiguity 924 
Interaction with Inmates 8 22 
Bgredome ' ~ / ",: 13 35 

'~PrQg1,,~m .. "9,r=oBpecia-r Inmates 11 30 
Schedule Conflict./Time Ma.ta'gement 10 27 

Important~1fost Important 
No. "% No. % 

1746 , 
'Ii 32 
24 65 

/ 

:, 1~ 32 
13 35 
18 49 
12 . ;~32 

:J4"c"""",'--'38 
15, 41 
f9 51 
19. /'51 
12 32 
18 49 
18 49 
19 51 

;~ 14 38 
12 35 
14 38 

<'j. 

5.~-; 14 
21 57 

7 19 
8 22 

11 30 
6 ' 16 

15 41 
13 35 
14 38 

,;10 27 
'11 30 
19 51 
14 38 
10 27 
10 27 
10 27 
13 35 
13 35 

N/ 
/ 

37:, 
37 
37 
36 
37 ,:0 

37 
37 
37 
37 

c;o 370 
3} 

,37 
31) 

·37 
37 
37 
37 
37 

These,data suggest that for the respondents, the mare important stressors 
include the following: 

• Government Bureaucracy 
• Budget Limitations 
• .Maintenance of Inmate Discipline 
• Inmates Rights Compliance __ 
• IliteractioI,l.,w!tnOther Supervisors 
• Interaction w~th Inmates 

/~ .. ;:~ 
;O~ 

• ~ui>ervision of.EmPloyees ,'~ 
. .-:~ Lack of In-Service. Trainirig "-;;; - !> 

(~~.<.<;:?-

also 
II!, addition, th~ respondents indr~;;;d th~t the {ol~.owing. f~~~or~ we~};~/':-' 
significant"/stresso~~.s"'r~lat~d' to working ~n,'correchonal_~nst~tutiml'"s-( 

"".-/ ;:;...---- - . r"/ 

.~ 

-/-' - ...---;:3' - _"" _ ~/!;...",-

'~Reque~fs --for a lot of /irif'otmation ,s;, 
,~:--;--' 

...... e'· Cllanging priorities ~ ",-' 

• • • • • • 
',' 

P'roblems of recruitmE!t1t -and retention 
Crisis management-· ~ 
Lack of information and diffusion 
Any form of change 
Stigma' of being a "goyernment worker" 
Isolation .- () .,' 
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/ 

• .- In~Dility to see positive results 
Exposure to' s:yfiicism 

, ,,/ 
Employ~es at all levels not doing the job the way they have been 
insttucted co' . 

• 

• 
• • 

Lack 6f physical fitness and activities 
.-->Frisoners abusirig officers 

Prij)oners being combative at initial booking 
I~pact Qf employees' strike 
Lack of-'commuoication from administration to lin,e- staff 

• iO Race relations , ____ c~ , ,-"" 

• -. Community-based interaction with cor-rettTons ~ - --

~_ Consequence of Stress in Prisons:;" ~janagers and Employees 
'~:;",,~ 

~= ~ 

.. FigiIre 2 contains data that indicate the view of the respondents '(who were" 
generally managerial personnel) concerning(how problem~t~,!:,,,vari()J1S /<:PJ!,~~q\lences".",:::~: 
of stre~"~ are both for tg,ems_e~ye~- ang; for:o;t>~'id'r-einp]:oye-es"-{-, . 

FIGURE 2. Consequences ofStressiz{PriSons 

Consequences 

Absences 

Excessive Leave Time .:?S-

Medical Disability 
:.' .. 

Turn Over 

Burn Out 

Alcoholism 
;:-';" 

Drug Abuse 

Poor. Job Performance 

Physical Illness J'. 

Minert:"'" 
No. % 

E-·· " '6 17 
23 62-

E 
Y 

H>' 44 
17 46 

E 16 
Y-" -18 

E 7, 
Y 9 

"E9 
y c' 13 

E 17 
Y 24 

E 17 
Y 21 

E 8 
Y 10 

E 18 
Y 16 

23 

19 
24 

25 
35 

49 
65 

49 
58 

22 
29 

50 
44 

Intermediate 
No. % 

12 
6 

10 
13 

32 
17 

28 
35' 

12 32 
11 30 

13 36 
14 38 

13 36 
13 35 

11 31 
10 27 

'10 29 
8·--22 

18 49 
17 49 

9 25 
1233 

.f) 

Major .. 

18 50 
8 22 

10\ 28 
7 19 

N 

36 
37 

36 
37 

8. 22'· _.36-:-, 
8 22 37 

16 44 36 
14 38 37 

14 39 36 
10 27 37 

8 22 36 
3 8 37 

,j 8 22 35 
7 19 36 

10 28 36 
9 25 37 

9 25 36 
8 22 37 

t;i:' 
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G~nsequences (continued) 

Mental Illness 
-

-

Family Problems 

Injuries (job-related) 

Strikes (employee) 

Abuse Towards Inmates 

Abuse of Fellow 
Correctional Officers 

Effec~s on Others 

E'1, = Employee 
y~'. = Yourself 

E 
Y 

E 
Y 

E 
Y 

E 
Y 

E 
Y 

E 
Y 

E 
Y 

Minor 
No. % 

21 58 
23 64 

15 43 
18 50 

16 44 
17 49 

15 42 
18 50 

16 44 
22 61 

17 49 
21 58 

18 55 
20' 59 

Intermediate 
No. % 

9 25 
8 22 

17 49 
10 28 

10 28 
10 28 

10 28 
10 28 

10 28 
8 22 

9 25 
8 22 

8 24 
8 24 

" . .: 

Major 
No. % ,N 

6 11 36 
5 14 37 

3 8 35 
8 22 37 

10 28 36 
9 25 37 

11 31 36 
8 22 37 

10 28 36 
6 17 37 

10 28 36 
7 19 37 

7 21 33 
6 17 34 

As Figure 2 indicates, managers are more likely to perceive the effects of 
stress to be more detrimental for other employees than for themselves. For 
instance, 62% of the respondents reported absences to, be a minor consequence of 
stress, with only 22% reporting it to be a major significance for themselves. 
On the either hand, 17% of the respondents vie,.,ed absences as a minor conse 
quence of stress, with 50% seeing absenteeism as a major consequence for other 
employees. These findings are congruent with Cheek's (1978) research, in which 
she found an over reporLing of the effects of stress on others (both peers and 
subordinates) by managerial perso~nel who were questioned stress, its effects 
and consequences. 

According to the survey results, the following consequences of stress were 
reported by managers to be of major significance for employees: 

• Absences 
• Turn Over 
• Burn Out 
• Strikes 

Examining significant consequences of stress for managers, the following 
factors were the most important: 
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• Turn Over 
• Poor Job Performance 
• Burn Out 
• Medical Disabilities 

Consequences of Stress For Inmates In Prison 

Figure 3 contains the data that was reported about the effects of stress 
on inmates. It should be noted that these data represent the views of correc­
tional personnel and not necessarily those of the inmates. 

FIGURE 3. Consequences of Stress for Inmates in Prisons 

Political Pressures 

Unrest (destructive/disruptive 
behavior 

Strikes 

Lawsuits 

Discontent 

Illness 

Assaults 

Breakouts 

Injuries 

Not Important 
No. % 

15 41 

9 24 

13 35 

5 14 

9 24 

15 41 

8 22 

16 43 

10 27 

Adaptational Responses to Organizational Stress 

Important 
No. % 

17 46 

13 35 

12 32 

13 35 

15 41 

12 32 

18 49 

11 30 

17 46 

Most Important 
No. % 

5 14 

15 41 

12 32 

19 51 

13 35 

10 27 

11 30 

10 27 

10 27 

N 

37 

37 

37 

37 

37 

37 

37 

37 

37 

In the chart below (Figure 4), the data concerning the use of an interest 
in adaptational responses to organizational stress exhibited by administrative; 
health/mental health; personnel; training; and legislative/executive branches 
of correctional organizations, as well as personal adaptational responses is 
presented. 
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FIGURE 4. Adaptational Responses to Organizational Stress 

;~~ ~ /, 
.,~~ q ." 

Administrative* N ~ N ~ N ~ N ~ ~ o. ~ o. ~ o. ~ o. ~ No. ~ 

Design- and implement an overall stress 
management plan for the organization. 

Review and re-design job assignments 
and responsibilities to provide clarity 
of roles, responsibilities, and increase 
communications. 

Stimulate and support efforts to 
mitigate effects of stress by training 
personnel, health, rehabilitation units. 

Justify and obtain legislative and 
executive support for improved 
management structure. 

Develop a community education program 
about corrections and correctional 
employees. 

Re-design and improve space utilization, 
physical environment. 

Health/Mental Health* 

Monitor employee health/stress level. 

Monitor inmate health/stress level. 

Develop organizational stress management 
plan on health/stress factors. 

Facilitate employee self-help by referral 
to health/mental health resources. 

Screen applicants for stress tolerance. 

Develop job related standards f~r hiring. 

Conduct periodic performance reviews. 

Facilitate employee self-help groups. 

Establish an employee assistance program. 

Implement liberal transfer policies. 

13 35 

8 22 

13 35 

6 16 

9 24 

2 5 

7 19 

I 3 

8 22 

3 8 

25 68 

28 77-

I 3 

II 30 

12 32 

26 

17 46 

3 8 16 43 

4 II 10 27 

5 14 I 3 14 38 

5 14 18 49 

21 57 

I 3 16 43 

22 59 

2 5 23 63 

4 II 18 49 

4 ~5 IS 41 

12 32 

1 3 1 30 

4 II 10 27 

9 24 

-~--::-------------:-~-----.. -----------.--~-------------. 
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1 3 

4 11 

1 3 

3 8 

1 3 

2 5 

4II 

1 3 

5 14 

Personnel Department* 

Provide sabbaticals for staff. 

Implement assignment rotation systems. 

Training* 

Design and implement orientation training 
on the nature of job stress in the 
correctional environment, its effects 
on job performance, and the means to cope 
with stress. 

Provide in-service training on ways to 
cope with stress encountered in 
organizational change. 

Encourage the establishment of voluntary 
training groups of personnel on work/family 
life stress effects. 

Facilitate transfe~rs through retraining. 

Train employee self-help leaders and 
counselors. 

Provide adequate budget support for 
documented correctional initiatives. 

Consult correctional managers on budget 
revie,~, and proposed legislative changes. 

Support programs to manage stress. 

Effectively communicate the goals and 
state policies for corrections to the 
public. 

Personal";" 

Learn how to identify, prevent, and 
remedy stress in your own life by , 
knowing your manageable stress level. 

Design a personal stress management plan. 

Learn and implement techniques of time­
management, behavior modification, and 
others appropriate to managing stress 
in your own life. 
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No. % No. % No. % No. % No. % 

7 19 

9 24 1 3 

9 24 4II 

II 30 4 II 

1 3 

3 18 1 3 

1 3 1 3 

12 32 

24 65 

6 16 2 5 

14 38 

9 24 

7 19 

8 22 

II 30 1 3 

1 3 10 43 

17 46 

16 43 

I 3 12 32 2 5 

13 35 3 8 

22 59 

10 27 

7 19 

1 3 10 27 

10 27 1 3 

1 3 

2 5 

2 5 

14 38 

14 38 

15 41 
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Legislative/Executive Branch* 

Be alert to your stressful effects on 
others. 

Allow others the freedom and resources 
to manage their own stress. 

Contribute to the recognition and 
remedy of stress on an organizational 
level. 

"'N = 37 

~; 

No. % 

12 32 

9 24 

12 32 

I~ 
if 
~ 

No. 0/ 
to 

2 5 

1 3 

- "~--~------~ ..... ' 

~;;v 
Iq~ 

.'"----No. '~ No. % No. % 

11 30 

1 3 17 46 

16 43 

An examination of the administrative responses to stress reveals that the 
respondents expressed an overall high level of interest in obtaining informa­
tion about all of the strategies listed. Justifying and obtaining legislative 
support and re-designing job assignments were the two most frequently cited 
strategies presently used by administrative divisions in correctional agencies. 

The respondents expressed an even higher interest in obtaining additional 
information about the various responses that are available in the area of 
health/mental health. This may be at least partially attributable to the fact 
that only 3% of the respondents Were utilizing an organizational stress manage­
ment plan; 5% now have the capacity to monitor inmate health/stress level; 19% 
with the capacity to monitor inmate health/stress level; and 22% presently 
refer employees to health/mental health resources. Compared to the other organ­
izational divisions of corrections, the health/mental health resources are the 
least utilized for adaptational responses to organizational stress. 

In the personnel department, the strategy that was cited most frequently 
(68%) by the respondents was the development of job related standards for hir­
ing. In general, there was considerable desire expressed to obtain more infor~ 
mation about the other strategies as well. 

~/ 

In the area of training, in-serVIce training was the method of stress 
reduction used most often by-the participants in the survey. As was the case 
for the other categories, the respondents expressed a good deal of interest in 
obtaining more information about training strategies to reduce stress. 

The least amount of interest was expressed by the respondents in obtaining 
more information about the legislative/executive branch. However 65% of the 
subjects replied that they currently utilize correctional managers and proposed 
legislative changes. 

Finally, the results in the area of personal responses indicate a moderate 
amount of interest in being more informed on the subject. Thirty-two percent 
of the respondents reported that they presently are alert to their stressful 
effects on'-OJthers and that they contribute to the recognition and remedy of 
stress on the organizational level. 
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Goals, Objectives, Program Contents 

Figure 5 contains the respondents feelings concerning the relative utility 
of various training goals, training objectives, and the contents of the work­
shop's programs. 

FIGURE 5. Goals, Objectives, Program Contents 

Training Goals'" 

Enable participants to identify the 
personal and organizational conse­
quences, causes, and management rem­
edies for the occurrence of human 
stress in the correctional environ-
ment. 

Training Objectives* 

Participants Will, 

Have a basic understanding of the 
cycle and stages of human stress; 

Identify major points of stress in 
the correctional environment; 

Review policies, procedures, prac­
tices to ameliorate stress within 
the organization; 

Develop a strategic plan to aid the 
management of stress in the correc­
tional environment. 

Program Contents* 

Personal stress. 

Or.ganizational stress in prisons. 

Role of the manager in preventing 
and identifying stress. 

Potential initiatives and interven­
tions for managing stress in prisons. 

Development of a stress management 
plan for a prison. 

*N = 37 

Of Little Use 
No, % 

1 3 

2 5 

3 8 

2 5 

1 3 

1 3 

2 5 

3 8 

29 

Some Use 
No. % 

6 16 

4 11 

5 14 

7 19 

8 22 

9 24 

7 19 

4 11 

9 24 

4 11 

Very Useful 
No. % 

30 81 

31 84 

29 78 

2.8 77 

28 77 

27 73 

28 77 

33 89 

25 68 

33 89 



As the figures indicate, the respondents expressed a high level of enthu­
siasm in the utility of the. goals, objectives, and program contents that were 
suggested in th€ "'lestionnaire. 

Furthermore, the respondents expL'esscd that they would like more informa­
tion about the f~llowing: 

(1) Participants' review of proposed "solution" to stress; 

(2) Modification of ideas based on feedback; 

(3) Trainee-trainer approach; 

(4) The field to receive broadest application of the proposed stress man­
agement techniques. 

Validation of This Survey 

At the actual workshops, a short questionnaire will be distributed to the 
participants. It will be used in evaluating the reliability of the data. in 
this sample and in providing a broad base of information for future amendments 
to the training workshops. 
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APPENDIX A 

Respondents Abbreviation 

Alabama AB 
Alaska AK 
Arizona AZ 
California CA 
Colorado CO 
Connecticut CT 
Delaware DL 
Flor:i.da / FL 
Idaho ID 
Indiana IN 
Kansas' KS 
Kentucky KY 
Massachusetts MA 
Michigan MI 
Minnesota MN 
Missouri MS 
Montana MT 
llew Hampshire NH 
New Mexico NM 

.i- New York NY 
North Carolina NC 
North Dakota ND 
Ohio OH 
Oklahoma OK 
Oregon OR 
Rhode Island RI 
South Carolina SC 
South Dakota SD 
Tennessee TN 
Utah UT 
Virginia VA 
Vermont VT 
Washington WA 
West Virginia WV 
Wisconsin WS 
Wyoming WY 
Anonymous AN 

N = 37 
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2:00 - 3:00 
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DAY II 

9:00 9:30 a.a. 

9:30 11:30 

11:.30 12:00 noon 

12:00 1:00 p ••• 

1:00 3:00 

3:00 - 3:15 

3:15 5:00 p ••• 

DAY III 
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Objectives 

DAY I 

ORIENTATION AND INTRODUCTION 
;',: 

,'-; ------------------

Participants will be introduced to goals) objectives, 
outline for the workshop, will become acquainted with 
will be given an overview of program materials. 

and currfculum 
presenters and 

Participants will: 

Understand the goal, obj ecti ves, and curriculWl!" units for the workshop 

• Know the presenters for the workshop 

• Be familiar vd.th the training materials to be used in th~, workshop. 
..... ----, .. -- ...... >. - . 

~.;(....--..:., ...... ~ .. 

>::.co,Synopsis " 

This introductory session provides anprientation to the goals, objectives, 
and content of the workshop for the participants. The basic problems of stress 
in corrections are highlighted along with .the developmental approach to design­
ing strategies for stress management. 
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ORIENTATION AND INTRODUCTION 

I. Welcome and Introduction 

II. Introduction of Workshop Purpose, Scope, Goals 

A. Sponsorship - NIJ 

B. Purpose 

C. Scope 

D. Goals 

E. Objectives 

III. Workshop Design 

A. 

B. 

C. 

Content Areas 

Stress Manag~ment Techniques 

Stress and Strain in Prisons 

D. Participant Profile 

E. Materials 

IV. Needs Assessment Survey - Summary 

H Problem of Stress in Corrections 

A. 

B. 

C. 

D. 

E. 

Changing Health Attitudes in America 

National Correctional Manpower Survey 

Problems and Trends in Correctional Manageme~t 

Stress Research 

Systems -:pproach to Stress Management 

F. Costs of Stress 
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Workshop Goals 

To enable participants to Identify 
the personal and 

organizational causes and consequences 
of stress in the prison environment 

and to design stress management strategies. 
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Workshop Objectives 

1. To understand the cycle and stages of 
stress 

2. To identify stress points in the prison 

3. To design policies, procedures, practices 
for managing stress . 

. 
4. To develop a stress management plan. 
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Prison Stressors 

• Role Conflict 

• Role Ambiguity 

• Lack of Communication 

• Racial Problems 

• Inmate Grievances 

• Physical Threat 

• Loss of Autonomy 

, 
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Organizational Stress: 
A General Model 

l1me 

" " 

I Human - Individual Consequences -
\ \ 

.t>. 
N 

Process Responses 
. 

I L 
Organizational -- Environmental Consequences ~ 

" 

-. 

? I 

~ 

,1 

i 
.1 

i 
j 

A 
~ 

i 
~ 
1 
.~ 

~ r 
\:J 

~ 
J 

I 
I 

I 
I , , 

, 



r , 

" 

Goal 

Session 2 

DAY I 

2:00 - 3:00 p.m. 

STRESS IN CORRECTIONS: PERSONAL AND ORGANIZATIONAL 

• Participants will understand the stress process for individuals in 
various organizations, including corrections. 

Objectives 

Participants will: 

• Understand some sources of stress for the individual in corrections 
and other occupations; 

• Understand how the organization may contribute to individual stress. 

Synopsis 

This session provides participants with a basic understanding of stress 
as a biologically grounded life process, as it occurs individually and organi­
zationally within the correctional setting. Clinical studies of stress, 
together with previously identified sources of stress will be used to lend a 
basic frame of reference to stress for this workshop. The discussion of 
occupational stress case histories will be a major focus. 

"If you knew what was going on inside of you, you'd be 
bitterly offended." 

(Noel Coward, Design for Living) 
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STRESS IN CORRECTIONS: PERSONAL AND ORGANIZATIONAL 

I. Viewpoint 

II. Stress Definitions 

III. Perspectives for Studying Stress 

IV. Data from a Clinical Study 

V. Conclusions 

VI. Stress in Corrections 

VII. Costs of Work Stress - Why is it a problem? 

VIII. Why we do so little about it 

'". :--:::--.-:--
--~~--

-:: '. 

.. 
IX. \Vbat can we do about work stress 
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SUPPLEMENTARY f~TERIAL 

STRESS IN CORRECTIONS: PERSONAL AND ORGANIZATIONAL 

The word "stress" is one w~th which we are all familiar; the concept of 
what stress is, however, is probably different for all of us. The meaning of 
stress has been taken apart and made ~omplex, given unlimited variations, mass 
produced in the media; books have showered down upon us, and yet after reading 
most of the relevant research on this topiC the only thing about'which we are 
sure of is that each of us responds to stressful situations in different ways. 
The study of stress ~ust be regarded as interdisciplinary since it involves 
medicine, psychiatry, physiology, psychology, sociology, and anthropology. 

The biggest killers, not just of law enforcement personnel, but of every­
body today, are stress related diseases. As Jack McCall, Ph.D. (Director of 
Human Services, Division of Prisons, N.C.) points out in his workshops on 
stress, infectious ,diseases used to be the kille~s, now it is stress related 
diseases such as coronary heart disease, ulcers, hypertension, colitis. 

The following are examples of stressors in corrections as documented by 
Dr. Frances Cheek, New Jersey Department of Corrections and others: 

(Important to note that these are not the results of, or signs of stress, 
but the causes of stress). 

Lack of communication 

Job insecurity 

Lack of recognition 

Lack of input 

Public and political 
influences 

Racial problems 

Lack of cooperation 

Unclear policy and procedure 

Role ambiguity 

Procedural changes (environmental) 

Legal restraints 

Inmate grievances 

Assignment patterns 

Physical threat 

Loss of autonomy, etc ..... 

Stress is a constant of the human condition. It predates conception. A 
variety of chemicals, radiation, and genetic transfers from parents affects both 
sperm and ovum. Stress is present at the instant of fertilization and evolve­
ment of the embryo and fetus through labor and birth. 

Stress concerns the body's attempt to maintain internal equilibrium. How­
ever, stress is necessary, disequilibrium is necessary, to maintain our life 
processes from the molecular to coordination of all life processes levels. The 
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basic exchange of oxygen across alveola~ m~~bianes in the lungs or cell mem­
branes cannot occur without disequilibrium on each side of the membrane. 
Improvement in efficiency of cardiac muscle'cannot occur without planned~ stress 
on the heart and lungs t~rough exercise. ~(ij,ntenance of hydraulic pressure in 
the eye requires constant adjustments of both fluid and pH levels on both sides 
of the lens. 

Similarly, as we mature, nonchemical/physical stress impacts'us in recog­
nizable and unrecognizable ways, both positively and negatively. These exter- ' 
nal stressorS include family, frierlds, school, workplace, and other interactive 
persons and organizations. Our constant interaction with them creates psycho­
logical, physical, and behavioral consequences. 

f I 

These are: 

a.Psych()logical health consequences, e.g. 
-:::...-

anxiety, tension 
depressioli 
dissatisfaction, boredom 
somatic complaints 
psychological fatigue 
feelings of futility, inadequacy, low self-esteem 
feelings of alienation 
psychoses 
anger 
repression, suppression of feelings and ideas 
loss of concentration 

b. Physical health consequences, e.g. 

c. 

cardiovascular disease 
gastrointestinal disorders 
respiratory problems 
cancer 
arthritis 
headaches 

'bodily injuries 
skin disorders 
physical/physiological fatigue or strain 
death 

Behavioral consequences 

dispensary visits 
drug use and abuse (including alcohol, caffeine, nicotine) 
over- or under-eating 
nervous gesturing, pacing 
risky behavior (e.g., reckless driving, gambling) 
aggression 
vandalism 
stealing 
poor interpersonal relations (with friends, family, co-workers) 
suicide or attempted suicide 
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"Psychophysiological stress resides neither in the situation nor in the 
person; it depends on a transaction '}etween the two. It arises from how the 
person appraises an event and adap~ & to it. Stress is what occurs when the 
demands of the environment, in the person's eyes, clearly exceed the resources 
of the person to handle them." (Richard Lazaru,s\ 1979). 

/ 

Another d,errnition, and there are many::t6 choos.e from, comes from Hans 
Selye, "Stress is the wear and tear wtth·in'the body irlresponse to the life 
process." One adapts to a problem;j'rrespective of what that problem may be, 
even the normal prdbclems-Enc6unfered in day-to-day living. The nonspecific 
demand fg:r: activIty as such is the essence of stress. Stress is: not to be 
avoided, nor is it always damaging. Its cause may be pleasant or unpleasant. 
The effects of stress uepend on the intensity of the dema~d made upon the 
body's adaptive capacity. Jack McCall gives us an example. Let's suppose that 
two inmates are fighting in ,the yard, you go running over and as you do your 
whole body changes. Your body goes through what is called an emergency reac­
tion. This re~ction was best explained by Hans Selye (1939) as the G.A.S.'or· 
the General Adaptation Syndrome. He found that the body has three levels of 
defense. In the first stage, which is termed the alarm-reaction, the body's 
defense forces are quickly called up by pituitary-adrenal secretions, producing 
an increase in heart rate, blood sugar, and muscle tone, as well as gene~al 
alertness. In the resistance stage, further reactions take place that enable 
the individual to repair damage and sustain continued stress. Inctiie final 
stage of exhaustion, the hormone defenses and protective reactions break down, 
and further exposure to stress may lead to disintegration or death. Selye 
(1956) believes that many of the human "diseases of adaptation," including 
hypertension, arthritis, and peptic ulcer, are due to the excessive use of the 
body's defense system during long-continued stress. The general adaptation 
syndrome suggests a parallel between psychological and biological defenses, 
and this has been tested in the lab on animals 'as well as human subjects. 

As the co~rectional officer in the yard runs over to stop that fight, 
his body is going through the first two stages mentioned above. He is prepared 
to either fight or flee. "The hard thing about being a correctional officer 
is your body gets ready to fight or flee and you are not able to do either." 
What happens time after time, when you do that, you run the risk of the last 
stage, the stage of exhaustion and that's when the most damage can occur. The 
physical and psychological symptoms are numerous. 

Paul Hansen (1977) presented a simplified summary of the stress response 
of the body: we will present this physical response without the medical termi­
nology: 

1. 

2. 

3. 

4. 

5. 

The stressor is perceived, internally or externally. 

Message is relayed to the brain. 

Autonomic nervous system turns on the adrenalin flow. 

Metabolism is stimulated. 

If the intense bodily activity producing energy is not used up, long­
term stress effects on the body will be damaging . 



6. The body is thrown out of balance, causing further defenselessness 
of the body to be immune to disease. 

7. If the individual does not fight or flee, the brain interprets that 
as a message that there has been insufficient preparation and accele­
rates the stress response. 

8. Over time, pain and ai,stress occur (headaches, stomach aches, upsets, 
diarrhea, heart pains, sweating, elevated blood pressure, eventual 
disease and damage to vital organs. 

We have not yet answered the question, why is it that some peoples' stress 
are others' adaptations (non-stress)? Wnat is stressful for some, is not for 
others. How we perceive the situation and what we have learned about the right 
and wrong way to react to situations and other peoples' actions are very impor­
tant, if we are to understand the concept of adaptation. Although this will 
be discussed elsewhere, some of the models in which people adapt for them­
selves will be mentioned here. 

In the "executive monkey experiment," one monkey was placed in a position 
of having to be responsible for yet another monkey, in which an electric shock 
was generated at intervals. The executive monkey was to pull a switch to turn 
off the flow of electricity to both the monkey it was responsible for and 
itself. In the end of the experiment the monkey who had executive responsibil­
ity died of stress induced causes and the other lived. This is mentioned in 
direct respect to the correctional officer's role as a caretaker, one who is 
charged with responsibility for other human beings, for protection, food, shel­
ter, etc. In Robert Kahn's studies (1978), research indicates that responsi­
bility, overload, role conflict, personal problems, organizational difficul­
ties, and 'incompatibility of job demands tends to cause a high degree of 
stress where the job holders had the responsibility simultaneously with some 
people inside the organization (supervisors and co-workers) and some outside 
the organization (inmates and family).' How is the individual to react to the 
individually oriented stress, fear of failing in the job; interpersonally ori­
ented stress, inadequate support in the situation perceived; and the organiza­
tionally oriented stress, unclear job requirements, etc. 

The Stress Response Cycle 

As an individual perceives a particular situation in his/her environment, 
an interesting filtering process occurs. The individual's own feelings, atti­
tudes behaviors and beliefs about the situation come into play. These fil-, , , 

ters assess the situation and a specific response to it is the result, that 1S 

then perceived by other individuals who go through the same process internally. 
This generates a kind of feedback from one individual's perception, which in 
turn is processed by others, in which the behaviors exhibited are seen as 
either adaptive or maladaptive depending on the viewer's frame of reference. 

How we all teach our children to handle themselves in situations is a good 
example to view the process of ho~ feelings, attitudes, and behaviors are 
taught to people. You have probably told your children or some other signifi­
cant individual to or not to feel a certain way in certain situations. They 
in turn had to repress their real feelings in order to accommodate the author­
ity figure. The particular attitudes you have displayed, as a model, in front 
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of your children have for the most part been absorbed by them also. They have 
seen your behavior patterns in times of crisis, not getting what you want, or 
when you've been angry or blaming. How you have reacted to various kinds of 
situations and the feelings, attitudes, and behaviors that were displayed taught 
your kids as you were taught by your parents how not to be and how to be. 
These ways of "being" are in a sense coping skills that we develop in order to 
meet our needs. When these needs are not met we have a choice, we either adapt 
appropriately or inappropriately. The appropriateness of our actions are 
judged by our peers, the organization, the inmates, our families. 

Below is a list of the feelings a person under stress might have. 

• A felt loss of the ability to be an effective helper or leader 

• Chronic feelings of anxiety or dread before going to work 

• Feeling exhausted or overtired, even when getting plenty of rest 

• Getting angry or irritated easily 

• Sleeplessness and night worry 

• Feeling sick, trouble taking care of yourself. 

Behaviors, the reactions to stress we can see, are really distancing mech­
anisms. Scme are healthy when used in moderation and act to reduce the amount 
of personal stress between the recipient and worker by helping the worker to: 

1. View relationship with the other person in objective and analytical 
terms 

2. Reduce the intensity and scope of the experienced emotional arousal 

3. Distance himself while still maintaining a genuine concern for the 
individual's well being 

However, these healthy behaviors when carried to an extreme are like a 
form of rsychological protection which have become m.31ignant. Another impor­
tant aspect of these behaviors is that they become rigid and stereotypic as 
the person's experienced level of stress rises. Furthermore, some of these 
behavioral techniques preclude any continued caring, and can lead to the total 
emotional detachment and dehumanization found in individuals suffering from 
burnout. 

Some of these behaviors are: 

• Acting blase or uncaring about the recipient's problems and 
sufferings 

• Categorizing people without considering their individual needs 

• Labeling 

• Intellectualizing - objectifying, denying personal feelings as a 
result 
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• Excessive use of sick humor 

• 

o 

• 
• 

• 

Psychological, physical distancing or withdrawal: avoiding tasks, 
poor performance 

Rigidly applying rules, too exhausted to be creative 

Extreme compartmentalization between work and private life 

Expressing negative attitude in general (projecting your sense of 
being overwhelmed) 

Excessive absenteeism. 

Attitudes are found in a lesser or greater degree in all of us and are 
activated in different times and different situations. However, during times 
of great stress attitudes (just as we have seen with feelings and behaviors) 
become rigid, stereotypic, and limited. When these attitudes, styles of func­
tioning, are taken to extremes they can cause great stress. You may see them 
to some degree in your behavior now, when taken to a stressful situation they 
may be experienced as humanly impossible. 

• Driving forces: Try hard, please others, work hard, be perfect, be 
strong - all the time, without regard to reality they kill 

• Anxious - over-controller: "I'm the only one who can do things 
right around here" 

Quiet compensator:" with an unhappy personal life ... I will 
lose myself in my work" 

• Rigid reformer: " ... I'm a dreamer and I'm going to rea15ze it no 
matter what happens ... (to the other person) 

• Enthusiastic novice: " ... takes on tqo much, too long, too 
intensely ... " 

• Ambivalent individual: 
but I don't know where 
them ... " 

" I know something is wrong somewhere ... 
Am I here to help people or just control 

• Bossy individual:" I know whats best for my clients ... people 
in distress are too upset to make any important decisions .... Most 
people don't know what's best for them anyway." 

The situations that produce stress may be divided into the following four 
types: (this should not be seen as an exhaustive list, but rather a model in 
which to view situational analysis, R.M. Goldenson, Ph.D., 1970). 

Deprivations, frustrations, conflicts, and pressures. Each of these may 
arise from either internal or external sources, as indicated in the following 
brief descriptions: 
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Deprivation: social deprivation 
" sensory 

recognition " 

isolation 
lack of outside stimulation 
lack of social and personal ego ful­
fillment 

i.e., such as a correctional officer being assigned to the same duty station, 
with same job function, same people, day-in-day-out. Raising the insensitivity 
to his/her relationship to the position he/she has. 

Frustration: Deprivation and frustration frequently overlap, but the 
emphasis in frustration is on obstacles that thwart our drives or impede our 
progress toward a goal. Major sources of external frustration include: 

accidents 
storms 
social situations 

Internal frustrations: 

awkwardness 
insufficient 

skills 
lack motivation 

discrimination 
rules and regulations 
too many bosses 

excessive inhibition 
fatigue 

doubting one's self excessively 

Conflict: Conflicting needs and goals also put us under a special 
strain, we frequently find it difficult to make decisions and choices, espe­
cially when we have to forego one desirable alternative for another, or when 
we create a double bind for ourselves, such as, t~hen there's work-you want to 
play and vice versa. 

approach-avoidance conflicts: 
double-approach conflicts: 
double-avoidance conflicts: 

double binds 
goals equally desirable 
objection to all alternatives 

Pressures: Internal pressures like taking on the responsibilities of 
others, or for others; seeking goals that (we) cannot achieve; feelings of 
failure and disappointment in ourselves. External pressures like trying to 
meet the demands of others when they are unrealistic given our situation; 
forced decision, decisions, decisions; competition from co-workers. 

Deprivations, frustrations, conflicts, and pressures exert varying amounts 
of stress and strain on our adjustive capacities. 
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With regard to the physical or physiological correlates of job related 
stress, the research literature has focused primarily on those correlates 
relating to the cardiovascular system. Research that utilizes heart attacks 
as the physical consequences is typically conducted retrospectively due to the 
relative infrequency of heart attacks among the population as a whole. Either 
a large sample and/or a long time frame would be required in order for enough 
people to have heart attacks to use inferential statistics effectively in a 
predictive study. 

Most job stress-heart attack research has been concerned with "risk fac­
tors" rather than heart attacks themselves. This is largely due to the fact 
that the rate of heart attacks among any employee sample of practical size is 
too low to permit efficient study in any but relatively poor retrospective 
designs. Risk factors are generally factors that medical researchers have 
identified as contributors to coronary heart disease. To date, the following 
risk factors have been related to some type of job stressor - blood pressure, 
cholesterol level, pulse rate, and electrocardiogram abnormalities. 

However, stress reactions appear in all organs and systems, as the 
following chart illustrates: 
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ORGAN/SYSTEM 

CARDIOVASCULAR 

PULMONARY 

DIGESTIVE 

NERVOUS 

ENDOCRINE 

PHYSIOLOGICAL STRESS REACTIONS 

SOME 
PHYSIOLOGICAL 
STRESS REACTIONS 

• 
• 
• 
It 

• 

• 
• 
• 
• 

• 
• 
.' • 
• 
• • • • • 

• • • • 
• 
• 
• 
• 
• 
• 

• • 
• 
• 
• 

INCREASED DIASTOLIC/SYSTOLIC PRESSURE 
INCREASED PULSE RATE 
VASOCONSTRICTION 
IRREGULAR HEART BEAT 
EKG ABNORMALITIES 

INCREASED RESPIRATORY RATE 
BRONCHIOLE CONSTRICTION 
ASTHMA 
HYPERVENTILATION 

HYPERGASTRICITY 
DUODENAL ULCER 
PEPTIC ULCER 
HIATAL ULCER 
LOSS OF APPETITE 
INCREASED CHOLESTEROL LEVELS 
HYPO, HYPERGLYCEMIA 
SIGNIFICANT WEIGHT GAIN/LOSS 
CONSTIPATION 
DIARRHEA 

REDUCED REACTION TIME 
FACIAL TICS 
MIGRAINE HEADACHES 
IMPOTENCE 
BACKACHES 
TREMORS 
MASS PSYCHOGENIC ILLNESS 
"CRYING JAGS" 
DEPRESSION 
DRUG DEPENDENCE 

RHEUMATOID ARTHRITIS 
INVOLUNTARY SWEATING (PALMAR, etc.) 
DERMATITIS 
ALLERGIES 
ULCERATIVE COLITIS 

53 

" 

" 

I 

" , , 



~- -~-- - - ----

~ I 

Infection-Allergy Stress 
Syndrome 

Emotional 
Stressor 

J 
Body Immune 

System 

Hypothalamus 

" 

Adrenal 

• 
, 

Glucocorticoid , 
Reduced Antibody 

Production , 
Colds-Flu 

Histamine 
Production 

• • Tissue Swelling-
• Overproduction 

of Mucous 
• Hives, Rash 
• Bronchiole 

Constriction 
• Asthma, Shock 

, 
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The dynamics of psychosomatic reaction 
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Stress Response 

1. Stressor Perceived 

2. Message Relayed 

. 3. Adrenalin Increased 

4. Metabolism Accelerated 

5. Bodily Activity Intensified 

6. .Immunity Diminished 

7. Response Accelerated 

8. Pain, Distress, Disease 
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Conditions·· Precipitating 
Long-Term Stress 

1. With Inmates: 

• Uncontrolled and uncontrollable inmate.s 

• Harassment 

• Threat of violence against officers 

• Unexpected experience of violence 

• Inability to retaliate or punish in kind 

, 
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Conditions Precipitating 
Long-Term Stress 

2. With Co-Workers: 

• Competition for choice slots/assignments 

• Normal personality clashes 

• Paranoirj problems-fear of not being 
backed up/protected by co-workers 

• Fear of inmates plotting against them 

• Belief they are being excluded 
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Stress Components 

• Feelings 

• Attitudes 

• Behavior 

• Situations 



---1 

, 

Feelings 

• Loss of Effectiveness 

• Anxiety 

• Exhaustion 
0'\ 
I-' 

• Irritation 

• Sleeplessness 

• Illness 
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Attitudes 

• Perfectionist; Compulsive 

• Excessive Controller 

• Quiet Compensator 

• Rigid Reformer 

• EnthuSiastic Novice 

• Ambivalent 

• Bossy 
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• 
• 
• 
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• 
• 
• 
• 

-. 

Uncaring 

Categorizing 

Labelling 

Objectifying 

Sick Hurrlor 

Withdrawal 

Rigidity 

Absenteeism 
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Situations 

• Deprivation 

• Frustration 

• Conflict ~ 
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~ 
• Pressures 
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Goal 

Session 3 

DAY I 

3:15 - 4:30 p.m. 

STATE TEAtl STRESS IDENTIFICATION: TEAM MEETING I 

• Participants will identify and develop a priority list of major 
sources of stress and consequences for their ~tate's institution 
or system. 

Objectives 

Participants will: 

• Identify major sources of stress in the correctional environment 

• Identify major consequences of stress in the correctional environ­ment. 

Synopsis 

This unit facilitates each state group in the identification of major 
sources of stress for the organization. 
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Worksheets - Session 3 

Identification of stress in corrections 

You have now had the opportunity to hear about and discuss stress factors in 
correctional work. 

1. Each individual should first personally ideutify sources of stress, e.g., 
low morale, rate, and amend the list from his/her job perspective. 
(15 min) 

2. The state planning group should then generate a list of the top five 
stressors as rated by the group by reviewing and scoring the entire list. 
(30 min) 

3. Write the "top five" sources of stress on a flip chart for sharing with 
other states. 

4. Towards the end of the session, turn to your larger subgroup of states to 
compare and discuss lists. 

Rating: 3 = very important 2 = important 1 = not important 
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Worksheets - Session 3 

LIST SOURCES OF STRESS 

(1-3) Rating 

Self Grou 

" ,. 
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Goal 

• 

Session 4 

DAY I 

4:30 - 5:30 p.m. 

ORGANIZATIONAL STRESS IN CORRECTIONS 

Participants will unders~and the stress process as a real, dynamic, 
developmental process that takes place in individuals, affects 
organizations and is affected by them, and has unique aspects in 
corrections. 

Objectives 

Participants will: 

• Understand how stress on individuals may affect the organization 

• Understand how organization may pr.oduce stress on individuals 

• Recognize unique aspects in corrections that may produce stress on 
individuals and organizations. 

Synopsis 

This session provides participants with an understanding of organizational 
stress as it manifests itself in correctional institutions. This session will 
illustrate the stress process and responses to stress. The seven aspects of a 
model (i.e., the environmental, individual, process, human consequences, 
organizational consequences, response, and time) are discussed in this session. 
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ORGANIZATIONAL STRESS: AN INTERACTIONAL PROCESS 

In the last session four components of the stress response cycle were pre­
sented - i.e., feelings, attitudes, situations, and behavior. In this session, 
these four factors will be incorporated into a broader framework or model for 
viewing both individual and organizational stress which is adapted from the 
model of organizational stress set forth by Beehr and Newman (1978). This 
model provides a more complete description of the manner in which the individ­
ual and organizational stress processes evolve. In additon, the model takes 
into account the interaction of personal and organizational stress response 
systems. 

This model is comprised of the following seven aspects: 

• Environmental 
• Individual 
• Process 
• Human Consequences 
• Organizational Consequences 
8 Adaptive Responses 
• Time 

A discussion of the manner in which these seven aspects interact to form 
a general model of organizational stress is presented below, along with opera­
tional definitions and illustrations of each facet. 

Environmental 

The first step in this process is the interaction of the environmental 
and individual facets. Beehr and Newman (1978:677) state that the environ­
mental facet "includes any aspect of the (objective) environment that is per­
ceived as stressful by the employee, and responded to accordingly, or sensed 
by the human organism and responded to (e.g., physiologically) without the 
employee being cognitively aware of the cause." Characteristics of the organi­
zation, the task, the work role, and situational factors mentioned in session 
two, are all included in this facet. 

ENVIRONMENTAL FACET 

a. job demands and task characteristics 

weekly work schedule* 
over- and under-utilization of skills* 
variance in workload 
pace of work 
responsibility (for people or for things) 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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travel as part of the job 
job characteristics thought to be intrinsically motivating 

b. role demands or expectations 

role overload;', 
role cO'Llflicti , 
role arJbiguity 
formal and informal relationships among role set members 
psychological contract perceived by the employee 

c. organizational characteristics and conditions 

company size~' 
job security 
hours of work (both total and time of day) 
duration of work tasks 
socio-technical changes 
organizational structure (and job's position within hierarchy) 
communication system (and job's position within system) 
subsystem relations 
staffing policies and procedures 
management style (philosophical and operational) 
evaluation, control, and reward systems 
training programs 
organizational climate 
opportunity for advancement 
required relocation 
local union constraints 

d. organization's external dem~nds and conditions 

route to and from work 
number and nature of customers or clients 
national or international unions 
governmental laws and regulations 
suppliers; providers of needed services 
weather 
technological and scientific developments 
consumer movements 
geographic location of organization 

The majority of the studies on the environmental facet have concerned 
themselves with social-psychological and organizational characteristics of the 
work environment rather than on the physical work environment. Only a small 
number of studies have measured job/environmental stressors in an objective 
way and a smaller number have studied the relationship between objectively mea­
sured environmental stressors and employee perr.eptions of them. Certain envi­
ronmental stressors have been related to some individual health consequences. 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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The environmental stressors that have been found to be the most significantly 
correlated with personal health (including stress) are: overload, e.g., phone 
calls, office units, and meetings); the arrangement of working hours throughout 
the week; company size; jobs that did not allow enough rest; and jobs that 
required very little physical activity. 

Individual 

The individual (personal) facet is j'any characteristic of the human being 
that influences an individual's perception of stressful events, interpretation 
of events as stressful, and/or reaction to stress." An individual's feeli~ 
and attitudes (two of the factors discussed in the previous session) are two 
elements of this facet. 

INDIVIDUAL (PERSONAL) FACET 

a. psychological condition (personality traits and behavioral character­
istics) 

Type N': 
ego needs~: 
need for clarity/intolerance of ambiguity* 
introversion/extroversion 
internal/externality 
approval seeking 
defensiveness 
impatience 
intrapersonal conflicts (e.g., between ego-ideal and reality) 
self-esteem 
motives/goals/aspirations (career, life) 
typical anxiety level 
perceptual style 
values (human, religious, etc.); personal work standards 
need for perfection 
intelligence 
abilities (especially task- and coping-related) 
previous experience with stress 
satisfaction with job and other major aspects of life 

b. physical condition 

physical fitness*/health 
diet and eating habits 
exercise, work, sleep, and relaxation patterns 

c. life-stage characteristics 

. human development stages 
career stages 

*Facet elements that have been studied "empirically within the context of 
job stress--employee health (at least to some extent). 
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d. demographics 

age~'" 

education (amount and type);': 
sex 
race 
socio-economic status 
occupation, avocation 

Beehr and Newman (1978:679) note that many personal characteristics which 
comprise the individual facet have never been studied. Of those individual 
traits that have been examined, four have received the most attention - i.e., 
age, ability, personality/needs, and physical condition. Considering age as a 
predictor of stress, researchers have found that groups of employees with high 
scores on a measure of "discord" and on a life-changes scale had higher blood 
pressure than other groups. This observation was more striking for employees 
age 41-56 than employees age 56-65. Physical condition is a logical predictor 
of illness and perhaps of stress as well. One study reports that men in good 
physical condition and nonsmokers are able to maintain a low heart rate during 
the normal stresses of the workday, whereas stress is more likely to increase 
the heart rate of other people. The research findings with respect to the 
relationships between individual ability and stress and personality/needs and 
stress are less conclusive and often inconsistent. Therefore no definite 
statements about the nature of these relationships will be made at this time. 

Process 

The mechanism by which the personal and environmental facets come together 
and interact is the process facet, "which refers to those events within the 
human organism which transform input (stimuli) and produce output (human and 
organizational consequences and responses). Both physical and psychological 
processes are included." 

PROCESS FACET 

a. psychological processes 

perceptions* (of past, present, and predicted future situations) 
evaluation of situation 
response selection 
response execution 

b. physical processes* 

physiological, biological 
neurological 
chemical 

The physical processes include any physical, physiological, chemical, or 
neurological events in an individual that intervene between a person's contact 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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with the stressful environmental stimulus and the final organizational or human 
consequence. Selye maintains that there are "first mediators" of stress, which 
transmit the stress signal to the organs affected in the stress process .. He 
suggests that they could operate either via the nervous system or the blood 
stream while the specific chemical nature of this agent is yet unknown (Seyle, 
1975). 'Mason (1975) suggests that the "first mediator" may be the emotional 
arousal that accompanies many stressful situations, which indicates that the 
nervous system may play an important role. Other researchers, including Seyle, 
assert that the "first mediators" are probably different according to the 
nature of the stressful event - leaving the controversy unresolved (~eehr and 

Newman, 1978:681-682). 

Psychological processes include the following activities: perception of 
the situation, appraisal of the situation, decision-making regarding an appro­
priate response, and perception of the outcomes of one's responses. 

For the most part, the elements of the process facet are the least 
explored and uncertain elements of all of the seven facets. The research 
domain concerning the psychological processes is an area where industrial/ 
organizational psychologists could make a significant contribution. There are 
a variety of approaches within the fields of cognitive and social psychology 
that appear to be well-suited for the study of these psycholo~ical proces~e~ 
(e.g., subject areas concerning motivation, learning, perceptIon, and declslon-

making). 

Human Consequences 

The human consequences facet, which is one output of the interaction of 
the individual and enviroTh~ental facets, is defined In the following manner: 

liThe human consequences facet consists of health-related 
conditions that are primarily important to the individual 
and less important to the organization .... The human 
consequences of stress may be divided into three categor­
ies: physical or psychological, and behavioral." 

HUMAN CONSEQUENCES FACET 

a. psychological health consequences 

anxiety, tension;'~ 
depression~'~ 
dissatisfaction, boredom;'~ 
somatic complaints* 
psychological fatigue* 
feelings of futility, inadequacy, low self-esteem~'; 
feelings of alienation 
psychoses 
anger 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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repression, suppression of feelings and ideas 
loss of concentration 

b. physical health consequences 

cardiovascular disease* 
gastrointestinal disorders* 
respiratory problems 
cancer 
arthritis 
headaches 
bodily injuries 
skin disorders 
physical/physiological fatigue or strain 
death 

c. behavioral consequences 

dispensary visits* 
drug use and abuse (including alcohol, caffeine, nicotine)* 
over- or under-eating 
nervous gesturing, pacing 
risky behavior (e.g., reckless driving, gambling) 
vandalism 
stealing 
poor interpersonal relations (with friends, family, co-workers) 
suicide or attempted suicide 

With regards to the physical or physiological correlatf!s"'of job stressors 
the rese~rch literature has focused primarily on those correlates relating to ' 
the cardl0vascula: syst:m. Research that utilizes heart attacks as the pbysi­
:al consequences IS typIcally conducted retrospectively due to the relative 
Infrequency of heart a~tacks among the population as a whole. Either a large 
sample and/or a long tIme fra~e would be required in order for enough people 
to have heart attacks to use Inferential statistics effectively in a predictive 
study. 

"Most job stress-heart attack research has been concerned with "risk fac­
tors rather than heart attacks themselves. This is largely due to the fact 
that the rate o~ hear~ ~ttacks among any employee sample of practical size is 
too. low to ~ermIt effICIent study in any but relatively poor retrospective 
~eslg~s: RISk factors are generally factors that medical researchers have 
I~entlfled as contributors to coronary heart disease. To date, the following 
rIsk factors have been related to some t)~e of job stressor - blood pressure, 
cholesterol level, pulse rate, and electrocardiogram abnormalities. 

Studies of the psychological processes concerning human consequences of 
stress have focused their attention on investigating the relationship between 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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employees' psychological well-being and job st.ressors via paper and pencil, 
self-report measures. 

Job stress researchers using psych.ological health measures have used num­
erous labels for the psychological health variables. A category comprising 
general measures of poor mental health would include neuroticism, depression, 
tension, anxiety, and irritation. S~veral studies indicate that perceived job 
stressors are related to one or more of these. 

Orgam.zat.ional Consequences 

In order to explain the organizational stress process it is necessary to 
trace the interactional sequence of the facets discussed above. Once the envi­
ronmental and individual facets have interacted via the process facet to pro­
duce the human consequences facet, the organizational consequences facet must 
be taken into account. This facet refers to "consequences of stress in which 
the organization presumably has more direct interest than the involved individ­
ual employee which are primarily those (e.g., an employee's job performance) 
presumed to be linked directly with the organization's effectiveness." Workers' 
job performance, employee suggestions, employee withdrawal: and low productivity 
are all examples of organizational consequences. 

ORGANIZATIONAL CONSEQUENCES FACET 

changes in quantity, quality of job performance* 
increase or decrease in withdrawal behaviors (absenteeism, turnover, 
early retirement)* 
changes in profits, sales, earnings 
changes in ability to recruit and retain quality employees 
changes in ability to obtain raw materials 
increase or decrease in control over environment 
changes in innovation and creativity 
changes in quality of work life~ 
increase or decrease in employee strikes 
cban.ges in level of influence of supervisors 

" . 
grievdnces 

This facet of the model has been the focus of very little inquiry within 
the context of job stress research. While many industrial organizational psy­
chologists have studied these consequences, they have not done so in relation 
to job stress. Of those researchers who have focused on jbb stress and 
employee health most have generally ignored the organizational consequences of 
stress. There is a definite nee ~ for both human and organizational conse­
quences to be studied in relationship to the same job stressors in the same 
study. 

,',Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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Responses 

Once, human and organizational consequences have been produced, various 
agenfs"undertake the job of adaptation (i.e., decreasing undesirable effects 
of job stress and/or incr-easing the beneficial effects). This response facet 
may, at times, have an impact upon the individual and environmental facets. 
These responses are most often expressed in the form of various behaviors, are 
of the four components of the stress response system presented in session two. 

RESPONSE FACET 

a. 

b. 

adaptive responses by the individual 

meditation 
manage desires, ambitions, drives 
attempts at increased self-understanding 
vicarious stress reduction (audience activities for sports, 
drama) 
relaxation te~hniques 
mastery of the environment (including stressors) 
seeking sympathy or social support 
tension release (laughing, crying, attac1Lilll) 
leaving the stressful situation (permanencly, temporarily) 
adjusting work activities to biorhythms 
seeking medical, psychological, other professional help 
attempts to alter behavioral, pel.<;onality style 
planning, organizing each day's ac\ivities 
use of biofeedback techniques 
reduction of psychological importance of work 
increased religious activity 
quitting drug intake 
find more suitable job 
setting realistic goals 
physical activity 
diet 
getting sufficient rest 

adaptive responses by the organization 

redesigning jobs 
altering orga~izational structure 
changes in eva.luation, reward systems 
changes in work. schedules 
providing fee-dl}ack to_ ~nlployees aimed at role clarification 
~efine selecti~n and placement procedures; include job stress 
as a validation ,criterion 
provision of human relations training 
making career p~jths and promoti6n criteria clear 

*Facet elements that have been studied empirically within the context of 
job stress--employee health (at least to some extent). 
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conununication improvement 
'provide health services 

c. adaptive responses by third parties 

attention to car~er guidance by school systems 
alcohol and drug abuse treatment programs 
legislation regarding quality of work life, health care, manda­
tory retirement 
social support by family and friends 

The relevant research concerning the response facet is dealt with in ses­
sion five, which concerns itself exclusively with adaptive and maladaptive 
responses. Therefore, a discussion of these studies will not be presented here. 

Time 

The interaction of these various facets in the general model of organiza­
tional stress takes place over time, the last facet of this process. 

TIME FACET 

time as a variable in development of stress 
time as a variable in response to stress 
time as a variable in relationships among facets 1-6 
sequential reactions (chain and cyclic) 

In research concerning the long-term reaction to stress, Selye's general 
adaptation syndrome (GAS) has proven to be useful in describing the generalized 
reaction of the body to a large number of specific stimuli. Laboratory animals 
have exhibited this generalized reaction to such stresses as near-freezing tem­
peratures, confinement in a small cage r forced muscular work, drugs of various 
types, and infectious agents. This gene.'ral reaction is the stage of alarm. 
If the stress persists long enough, the reactions of the animals ~hanges and 
they enter lhe st~ge of resistance. If the external stress per-sists unabated 
for a long enough time perjod the organism may die. This final stage is called 
the stage of exhaustio!!.. 

Prolonged st.ress and additive stress are most likely involved in many 
diseases adaptation. In human beings such diseases are characterized by ulcer­
at-ion in-various· parts of the digestive track, high blood pressure, heart 
disease, kidney disease, and rheUmatism.--

These seven facets interact to form a general model of organizational 
stress: 

A Case Example 

An example of the process whereby work stress develops for a correctional 
officer and elicits reaction to it is provided by Brodsky (1977). For the pre­
sent purposes, factors relevant to the organizational st.ress model will be 
taken from Brodsky's case example to illustrate the inter.actional processes 
which occur within the model presented above. 
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The environmental facet consists of ~ prison setting in which there is 
talk of hiring additional women as guards. The personal facet is characterized 
by a correctional officer, who is a lieutenant, who 'gets a long well with 
inmates and his co-workers. In addition, he is very conscious of the changes 
going' on about him in the prison. The correctional officer interacts with his 
environment via the process facet, which results in certain human consequences 
(facet). In this particular situation the guard becomes very worried over the 
prospect of more women being utilized as guards. As a result he becomes 

.extremely concerned about the idea that a woman might be ~alled upon to support 
him in a crisis situation. The organizational consequence (facet) of this 
man's feelings is low productivity and high absenteeism due to sickness. In 
this example the correctional officer's adaptive response (facet) is that he 
starts itching and scratching and subsequently develops severe skin problems 
because of his emotional state. The adaptive response dis?layed by the organi­
zation in this case was to eventually change their policy with regarq to hiring 
women to serve as guards in that institution. Finally, this entire process 
takes place over several months, which is accounted for by the time facet. 
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DAY II 

~:oo 

9:30 -11:30 

11:30 ~ 12:00 noon 

12:00 1:00 p.m. 

1:00.. 3:00 

3:00 - 3:15 

3:15... 5:00 

*State groups meet 
**Sl'Ia11 groups meet 

." . 

, .. ;: 

Responses to Stress 

Stres's Response Identification* 

-Strategy Design 

Lunch 

Strategy Presentation 

Break 

Strategy Profi1es** 
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Goal 

Session 5 

DAY II 

9:00 - 9:30 a.m. 

RESPONSES TO STRESS 

• Participants will understand adaptive and maladaptive responses to stress. 

Objectives 

Participants will: 

• Understand maladaptive responses to stress - individual/organiza_ tional 

• Understand adaptive responses to stress - individual/orga'nizational. 
SynopSis 

This session identifies various individual and organizational responses 
to stress. Adeptive (problem-solving) responses to stress are differentiated 
from maladaptive responses (tend to perpe~uate stress), in the overall context 
of the organization, the stress process, and response patterns. 
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RESPONSES TO STRESS 

Adaptive/Maladaptive Responses to Stress 

In their discussion of adaptive responses, Beehr and Newman (1978:675) 
note that it contains elements which represent a variety of methods for han­
dling stress. They indicate that people can seek to reduce or eliminate the 
unde3irable effects of stress in such a way that results in long-term health 
for the individual and organization. The stressee has various psychological 
and behavioral coping mechanisms from which to choose an adaptive response to 
stress; The organizational response, for example, may be to redesign jobs or 
give special benefits such as earned time off for those employees whose stress­
ful jobs cannot be redesigned. Also included in this facet are the adaptive 
responses by parties outside of the organization (e.g., governmental responses 
in terms of legislation regarding the quality of work life generated by the 
employment situation, psychological support provided by spouse). In a more 
recent article, Newman and Beehr (1979:2) give a more specific definition of an 
adaptive response to job stress -- i.e., "a response intended to eliminate, 
ameliorate, or change the stress producing factors in the job context or 
intended to modify, in a beneficial way, the individual's reaction to s·tressful 
job situations .1' 

Newman and Beehr identify three sources of adaptive responses to job 
stress: 

(1) the person (stressee/potential stressee), 

(2) the person's work organization and/or, 

(3) some person or organization outside of the local organization (an 
outsider) . 

The prinCipal target of the adaptive response is generally some aspect of 
the person (e.g., psychological, physiological, behavioral) and/or some aspect 
of the organization (e.g., employee relations, supervisory style, job design, 
organizational structure). The nature of the adaptive response can be charac­
terized as p~!fI.IC!r:;ily preventive .or curative. A more detailed and elaborate 
discussion of-the three initiators of the adaptive response (i. e., the person, 
organization, or outsider); the targets of the response (i.e., the person and/or 
organization); and the nature of the response (i.e., curative or preventive) 
will be presented in session eight. In this session the emphasis is placed 
upon identifying various individual and organizatif)nal responses to stress. 
Specifically, the primary focus of the remainder of this presentatiori will be 
on differentiating between adaptive responses to stress and responses that are 
maladaptive. 

Torrington and Cooper (I977:49) identify the following sources of work 
stress: 

(1) 

t I 

those intrinsic to the job (e.g., too much/too little work, poor 
physical working conditions, time pressures, etc.); 
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(2) one's role in the organization (e.g., role conflict/ambiguity, 
responsibility for people, no participation in decision making, 
etc.) ', ~r .. ::;, 

(3) .career development (e .. g., over-promotion, under-promotion, lack of 
job security, thwarted ambition, etc.); 

(4) relations within the organization (e.g., poor relations with boss, 
poor relations with colleagues and subordinates, difficulties in 
delegating responsibility, etc.); 

(5) being in the organization (e.g., lack of effective. consultation, 
restrictions on behavior, office politiCS, etc.); 

(6) organization interface with outside (e.g., company versus family 
demands, company versus own interests, etc.); and 

(7) the individual (e.g., personality, tolerance for ambiguity, ability 
to cope with change, motivation, etc.). 

With these sources of stress in mind, we will now examine various ways ir/ 
which the individual and organization may react to them. According to 
Torrington and Cooper (1977) an adaptive response is "a situation in whisti the 
reactions and/or behaviors of the individual or organization deal dire9tly with 
the stress'ful situation by producing solutions to it. Thus adaptive .,l;esponses 
tackle the basic source(s) of the stress and find at least a tempo~ary if not 
permanent solution to it. A maladaptive response is! "a situat~dh in which 
the reactions and/or behaviors of the individual or organizatiqr{ do not deal 
with the problem - i.e., they avoid it and more often than nqt aggravate it." 
(Torrington and Cooper, 1977:46) 

Utilizing examples of stressors cited above in the discussion of sources 
of work stress, typical adaptive and maladaptive responses to each of these 
stressors.are listed below. 

Stressor 

(Ind) Overworked 

(Ind) Role ambiguity 

(Ind) Underpromotion 

(Org) Facility in disrepair 

(Org) Violent guardl 
inmate incidents 

Adaptive Behavior 

Some work delegated 

Seeks clarification 
with colleagues 

Leaves organization 
for another 

Design repair program 

Seek source of dis­
content 
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Maladaptive Behavior 

Accepts work overload 
with result that 

_general performance 
-deten:orat.es 

Withdraws from some 
aspects of work role 

Loses' confidence and 
becomes convinced of 
own inadequacy 

() 

Ignore; deny 

Ignore; tighten secur­
ity only 



.. 
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It should be noted that adaptive responses may include both positively 
adaptive responses (i.e., problem-solving) and negatively adaptive (i.e., those 
that are not solution oriented). As the examples above suggest, for our pur­
poses the term "adaptive responses" is utilized to describe only those 
responses that may be classified as primarily aimed at problem-solving. Since 
this maybe viewed by some as a somewhat-arbitrary distinction between what is 
an adaptive response versus a maladaptive response, it seems appropriate to 
elaborate upon how this differentiation is made. 

There is obviously a value judgment being made when a response to stress 
is evaluated as either adaptive or maladaptive. A certain response may be 
adaptive for one person while maladaptive for another. In addition, what is 
an adaptive response for the individual may be maladaptive for the organiza­
tion. Therefore, when one is attemptiQg/to deter~mine whether or not a particu­
lar response is either adaptive or maladaptive for the "individual and/or the 
organization, several factors should be considered. 

There should be a determination concerning whether or not it is possible 
and/or feasible to do sometfiing about the problem. ~or instance, there may be 
little that can be done to reduce and/or alleviate the stress or indivIduals 
who are attempting to cope with :a terminal illness. In his comments about the 
utility of positive denial, Lazarus (1979:48) points out that re:;earchers have 
found that a valuable initial response to coping with the severity of an inca­
paciting disease was self denial on the part of the patient. Initially, when 
such individuals are weak and confuse9, it is the mostdiffi,~ult period to 
react realistically. Inextreme crisis situations, denial buys preparation 
time - Le., it allows people to confront the grim facts at a gradual, manage­
able pace. Even though traditIonally a breal!'.,/with~.teality is the hallmark of 
psychosis, Lazarus maintains t.hat illusion5:-;;m~Yi/at times, be useful mechanisms 
for coping with stress rather than indicatio;js of pathology. Lazarus asserts 
that before one can access the usefulness of- such responses to stress a dis­
tinction must be made between the types of denials. Lazarus (1979:48) states 
that: 

"Denial of the facts clears the way for illus'fdn. F().l: ~.­
example, a person can deny the facts of his illness, but 
eventually the illusions that denial allows becomes very 
difficult to sustain. 1f it's~an illness that become pro­
gressively worse, th~ evidence is harder and harder to 
overlook. To do s(':~sembles a psychotic denial t a dis­
avowal of reality. Ilch extreme cases of denbl can be 
dangerous, like the:' I:llan who ran up the stairs to convince 
himself he wasn't having a heart attack ..• that sort of 
denial is damaging, but in other ci.rcumstances it may not 
be. Illusions can sometimes allow hope, which is healthy." 

As the preceding discussion indicates, it is not always easy to Q~termine 
either whether or not something may be done to solve the stress producing prob­
lem or even at what point (if at all) it is helpful to "do something," as 
opposed to denying the situation. Therefore the task of categorizing responses 
to stress is often difficult and somewhat ambiguous . 
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Lazarus makes a useful distinction between two primary modes of coping:, 
(1) problem-solving methods of responding, which we have referred-to as adap­
tive, and (2) emotion~focused methods, which are examples of maladapt~ve 
responses expresseqbyc.the individual. Emotion-focused methods of responding 
to stress are cogrritive in nature as opposed to efforts to change things. 
These modes include such things as distancing yourself, minimizing, and think­
ing of something else. 

This differentiation suggests one type of measuring rod which we might 
utilize .:in our own assessments of responses to stress. The nature and extent 
of cont'cibution that a r~sponse makes toward solving the st.ress producing prob­
lem ir; perhaps the most appropriate criteria that we might apply when attempt­
ing,~;to identify and und~:tstand responses to stress, either at the indiv~~ual or 

~o::·':7Q;r.~~izatiorial level. . C" - !...> 
-~.-:-:::.:-.;;. 
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Maladaptive Response 

• Avoidance 

• Denial 

• Aggravation 
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Goal 

.' ( .. , 

Session 6 

DAY II 

9:30 - 11:30 a.m. 

STRESS RESPONSE IDENTIFICATION: TEAM MEETING II 

• Participants (State Team) will construct adaptive responses to 
stress. 

Objectives 

Participants will: 

• Identify present state organization/institution responses to stress 

• Classify responses as adaptive/maladaptive. 

Synopsis 

This unit facilitates group use of adaptive response criteria to develop 
creative organizational responses to stress. 

101 



.. 

STRESS RESPONSE IDENTIFICATION: TEAM MEE'rING II 

Identification of adaptive and maladapLive responses to stress 

Coping With Stress 

Once an individual as well as an organization experiences stress they will 
adopt a series of behaviours reacting to it. In most cases these will be adap­
tive behaviours dealing directly with the stressful situation by producing 
solutions to it. Typical stressors and adaptive behaviours might be: 

Stressor 

Overworked 
Not aware of company policy 

on a particular matter 
Poor working relationship 

with coUeague 

Ullderpromotion 
Company vs. family demands 
Role ambiguity 

Adaptive behavior 

Some work delegated 
Finds out what policy is 

Confronts issue with colleague 
and negotiates better relation-
ships ' 

Leaves organization for another 
Takes aboIiday 
Seeks,clarification with 

colleagues or superior 
-~' 

Each of these tackles the basic cause of t~~~e-£S~and solves it, at 
least temporarily and perhaps permanently; ___ ' 

An 
they do 
Typical 

-~ 
-~ 

~ 

alternative set of behavioursi~re those which are maladaptive in that 
probably aggravate it. not deal with the-prol>l~ they avoid it and 

of this might be: /~ 
/' / 

/ 

Overworked 

Not aware of company policy 
on a particular mafter 

Poor working rel~tionship 
with colleague 

Underpromotion 
/' 

. .:/.~;.jJ 

Companyt:i1'.' family demands 

Role ambiguity 

Maladaptive behavior 

Accepts work overload that results 
in general performance deterior­
ates 

Guesses incorrectly and performs 
inappropriately 

Attacks colleague indirectly 
through third party 

Loses confidence and becomes con­
vinced of own inadequacy 

Blames company for family discon­
tent 

Withdraws from some aspects of 
work role 

In all these situ~tions thf! initiator is always the individual under 
stress and it is reasonable to suggest that an external intervention is only 
going to become potentially useful as a way of turning maladaptive behaviours, 
which harm both the individual a~d his organization, into adaptive behaviours 
aiding one or both. 
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Worksheets - Session 6 

1. Individually list the major five sources of stress and stre~sor adapta­
/tions and maladaptations in your correctional environment both for indi~ 

vidual and organizations. (30 min.) 

Stressor 

Example: 
Low salary 
(Officers) 

Adaptive 

Individual 

Second job 
Seek promotion 
Quit 

Organization 

Maximize Produc­
tive Overtime 
Seek higher sal­
ary levels 

103 

Individual 

Depression 
Quit 

Maladaptive 

Organization 

Denial 

, . , 

'·1 

,; 
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2 .biscuss individual maladaptive and adapt~v~ responses "it!i/Y~9!"Y~~lleagues. 
Session 7 

3. 

Do they fit the definition? What are the alternatives? /::" 

Second, list 
the top five 

" 

c· ~ 

~-----

source of 
stressors 

(' .. ~ 

~.::. 

th~.!p:resent maladaptive organizational responses to 
~n'a flip chart. Why are they not productive? 
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Goal 

• 

Objectives 

DAY II 

11:30 - 12:00 noon, 

STRATEGY DESIGN 

---------"--

Participants will be able to analyze and evaluate various strategies 
for stress management. 

Participants will: 

• 

~opsis 

Summarize £he categories of organizational strategies for stress man­
agement 

,.' 
Understand the precess of strategy development for organizations. 

In this session various strategic points for stress management which dif­
ferentiate responses to stress are identified (e.g., source of response; target 
of response, etc.). Managerial functions within the scope of corrections are 
discussed, along with examples ofqrganizatibriarstrategies. which can be incor­
porated in various typesoJ.prograllls within correctional settirigs;,;Ast~.;1J,.egy~ _.Cr-, 

profile is present~.d wlffch is viewed as a tool to be used by correctional per­
sonnel in ~dentixying priorities for organizational intervention for stress 
~~~agement programs. 
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STRATEGY DESIGN 
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/_c-~c~<;: // ~//5'/~' 
Before discussing 1lI~t;twdS'~-"6f strategy deye1:opment for the ~managemen;t,of 

_stress in correctiona1"-institutions, fou~/.stFategic points for management .wllT 
be setb foith. Each of these catego~~.?ftt:idns uses a different way to differenti-

';ate responses to stress. ~ .. ~.---

(1) It·was pointed o.ut/in session five that Newman and Beehr (1979: 2) identify 
the followtng<£hree sources of adaptive responses to.joh stress: 

(a) the person (st~essor/potential stressee), 

(b) the person's work organization and/or, 

(c) some person or organization outside of the lQC~~t,'6r~anization (an 
outsider). .;:-:":~:>.:.:"~'j--

The source of work stress, C;!iJk;be~"a::'·;;·~:::;;:~~/or an organization (which 
was noted above) that cause.s;."'as'rressful reaction within the individual and/or 
a stressful situaJj,9n,Cwiihin the work environment. Therefore ,the identifica­
'tion of tJl..e"inffil;tor or origin of the job stress is one m~~ns of differ entiat-
~ng,-$EfspOiises . 

-' .-;:::.';.~;"--- -
(2) Ne~'JIlan a'hd Beehr (1979: 2) use ar{o'ther,:method of categorizing responses to 

stress.' They note that reactions t.P~ stress may also be classified accord­
ing to their target:.. Two targets _,'0'£ responses are identified: 

,-·L" 

(a) the employee, 

(b) 
;. 

some aspect of the organiza tion._ 
_ .--:;:;;-::..S~-- - -"-,-.'--

'the t.arget(s strategies to handle stress is that person(s) and/or~work .' 
organization that is experiencing stress and/or its effects (e.g., low produc- -
tivity, absenteeism, etc.) and is the focus of the response. For instance, 
the majority of the organizational sirategies for dealing with Job stress are 
directed first toward changing some aspect of the work organization (e.g., ' 
policies,""-processes, structures, job designs, roles, tasks, etc.)' 

(3) We can also identJfy two forms of intervention strategies that are used 
by managementun:its within an organization to handle stres"~ : operational 
and influential '(Torrington and Cooper 1977:49). 

(a) Operational Strategies are those strategies modifying existing per­
sonnel operations to take account of their potential for stress miti­
gation. Examples of these strategies are training~ the professional 
counselor, and performance review . 

(b) 
. ;. 

Influential Strategies refer to the potential for stress mitigation 
second-hand, through the influence of personnel specialists on over­
all management philosophy and policy. Some examples of these more 
indirect methods of stress management are rev1s1ng grievance proce­
dures, and examining selection and promotion criteria. 
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f4) Newman and Beehr (1979:3) maj,_~~Ai;n!';fl'i~{~'~~' strategy for handling job stress 
can be either primaril¥.~~~€ventive or curative ~n nature. Preventive 
strategies attack p,Q;t!!n·t:ial sources and/or sitmitions that are likely to 
produce job strers:~·:· Curative strategies, on the other hand, attempt to 
ameliorate ~..xisting stressful conditions both within the individual and 
the orga~i~ation. 

[" 
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Intervention Points 

The major intervention points in a state correctional organization that 
can affect change to manage stress are: 

• 
• 
• 
• • 
• 
• 
• • 
• 

Administration 
Management 
Mid-Management 
Line Officers 
Health/Mental Health 
Training 
Personnel 
Legislative 
Planning/Budget 
Other 

Administration refers to a centralized corrections organization adminis­
trator and staff performing "central office" functions such as planning, bud­
geting, and program development. 

Management denotes operational managers and staff such as wardens, super­
intendents, and institutionally focused top-level management staff. 

Mid-Management here refers to mid-level management within an institution, 
such as captains or division supervisors. 

Line Officers refers to line correctional officer staff. 

Health/Mental Health staff refers to physicans, nurses, psychiatrists, 
social workers, psychologists, etc. 

Training staff refers to either centralized statewide training or institu­
tional personnel training staff. 

Personnel staff refers to either centralized statewide personnel staff or 
to personnel staff at the institutional level. 

Legislative here refers to state legislative personnel involved in correc­
tions policy-making. 

Planning/Budget denotes central office or institutional staff assigned to 
program and fiscal control. 

Other refers to management and staff categories not included above. 

Each of these functions can have a role to play in the management of 
stress in correctional institutions. 
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Organizational Responses Strategies A Typology of Objectives 

Administrative 

Conduct organizational planning for stress management. Support institu­
tional efforts for stress management. Provide resources for stress management. 

Management/Mid-Management 

Continue clear communication with subordinates. Support line rorrectional 
personnel. Consider stressful effects of management style. Support organiza­
tional stress management efforts. 

Line Officers 

Increase self-management of stress. Increase peer support. 

Health/Mental Health 

Monitor health of employees. Share treatment responsibility with correc­
tional personnel. 

Increase pre-service stress awareness. Increase in-service stress manage­
ment training. Prepare promoted personnel for new responsibilities. 

Personnel 

Screen employees for stress tolerance. Designate EAP resources. Define 
job roles, responsibilities, performance expectations. 

Legislative 

Consider stress related effects of corrections legislation, (e.g., over­
time, under pay, facilities quality). 

Once a stress management str3tegy profile has been completed, an assump­
tion can be made that the manager is ready for implementation. But, this pre­
supposes that other strategies have been explored, analyzed, and rejected. 
The fact of the matter is that the manager must first engage in a priority­
setting process to ensure that the strategy of choice is the one which is most 
important, has the greatest urgency, and/or is the one which can be addressed 
most. easily and completely by the or.ganization. 

In order to assure the relevancy and importance of any selected strategy, 
it is imperative that top management review its analyses of the perceived prob­
lems, analyze the consequences for individuals and the organization for each 
problem, explore alternatives available, establish priorities, and then settle 
on the strategy for implementation as a result of its formal deliberations. 
This, in essence, is the process of decisionmaking or problemsolving. 
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There is no magical formula available that will enable the manager to 
choose among alternatives and develop a course of action. Instead, it is 
important that cause and effect relationships, consequences of problems and 
alternatives, and impacts of potential solutions be explored. This means that 
the entire spectrum of issues be examined, dealt with, and analyzed. 

The first step in the process is to identify the nature and meaning of 
the perceived problem. If, for example, there is a high absenteeism rate, one 
cannot assume that a stress management strategy will either prevent or cure 
the problem. It may be that absenteeism is symptomatic of low wages and per­
sonnel are moonlighting on other jobs. Thus, the solution to the problem is a 
budgetary or management policy oriented one, not a reflection directly of stress 
(even though low wages can indeed produce stress for some workers). 

If, after a careful analysis, management finds that absenteeism is a 
direct result of stress on the job (or off the job), then a stress reduction 
strategy is a potential solution. The next step is to assess the impact this 
problem is having on the organization and the affected employees. These 
impacts may be in terms of money (sick leave, costs for training of replacing 
workers who have been fired, lost wages), time (hours spent in rearranging 
shift assignments), morale (low wages can cause low sense of self esteem), 
and/or political interference (elected officials inquiring about policies and 
prcedures and forcing new poliCies on top management). 

When the manager has isolated the consequences of the problem, he or she 
is in a better position to compare one problem against another in terms of 
establishing some idea of their seriousness of the problem. Thus, the first 
step in the problemsolving process, after identifying the actual problem is to 
determine what the consequences of the problem might be if left unattended or 
uncorrected. 

The next step is to review possible alternative strategies for bringing 
about an improvement in the problem. Insofar as the absenteeism example is 
concerned, alternatives might include: (1) -changing personnel policies about 
moonlighting jobs, (2) increase the wages so that second jobs are not needed, 
(3) improve interpersonal relations among and between colleagues and superiors 
(if this is a cause), and/or (4) rotate shifts to accomodate desired worker 
changes in assignments (if this is a cause). Thus, we find that changes in 
management poliCies might impact the absenteeism rate; or we find that some 
kind of stress reducing strategy is in order. 

With regard to alternatives 1, 2, and 4, management can carry out the 
implementation, in part, merely by issuing directives. With regard to change 
3, a training program would be needed. 

If we assume that change 3 is the appropriate course of action, then the 
next step is to explore what it would cost to implement in order to achieve a 
specific goal of improved interpersonal relationships that reduces perceived 
personal stress. Costs, in this instance, can be broken into several categories: 
dollars, time, equipment, space, personnel, and supplies. That is, depending 
upon the source, target, and nature of the program to be implemented, it is 
necessary to determine what resources will be needed to mount an effective 
program of change. Money may be needed to hire a consultant, pay for released 
or overtime charges for personnel to attend a program, to arrange for a 
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fatility away from the institution for the program, and to pay for other costs 
of materials, equipment, and supplies. This figure, although not all out-of­
pocket, could be a very high one, depending upon the nature and extent of the 
projected program. 

Once a determination has been made concerning the resources needed to 
mount much a program, the next step for the decisionmaker is to compare the 
various proposed programs of change. Here one may find considerable differ­
ences in expenses, both in terms of money and time. Based on the outcome of 
such analysis, the manager may be forced to decide that he or she cannot afford 
such a program (it will take too long, the resources are not available, and/or 
there is low likelihood that it can be approved by superiors). If this is the 
case, and the problem is still one which has the highest priority for atten­
tion, it may be necessary to locate an alternative strategy for implementation. 
In this instance, irstead of a group training program, the manager may decide 
to refer individual employees with the highest absenteeism rates to the insti­
tutional psychologist or psychiatrist for a treatment program to reduce the 
perceived stress. 

Thus, the gains to be expected as a result of the strategy must be defined 
in precise objectives so that the manager not only knows what has been causing 
the problem and what he or she can do about it, but the consequences of inter­
vention as well. In the final analysis, if there is no way that the organiza­
tion can implement a strategy that will produce desirable consequences at an 
affordable cost, this strategy and this problem may have to be abandoned at 
the present time in favor of addressing another problem or another strategy. 

Implied in the above is that once a strategy has been implemented, it is 
imperative that some kind of evaluation be built into the program. This is 
necessary in order to provide the manager with measured data that will assist 
him or her in determining not only whether the intervention had impact on the 
individuals (reduced stress, reduced absenteeism), but the impact on the organi­
zation (absenteeism rates were reduced, political interference was curtailed, 
costs for retraining were ~owered) as well. 

This evaluation strategy need not be elaborate, but it must be planned 
and incorporated into the project itself. Without such feedback, the manager 
will not know if the program strategy worked, if it. should be utilized in the 
future when the same problem rears its head, or if the program needs to be mod­
ified in the future. The feedback loop, of course, is not complete until all 
persons involved and/or impacted by the problem of stress have been informed 
of the results of the intervention. The final payoff of the evaluation aspect 
of the program is the clearcut message that topmanagement does indeed care 
about its organization and staff and that it is willing to do something about 
the problem. It also conveys the message that the topmanagers are indeed man­
aging. 
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Goal 

Session 8 

DAY II 

1:00 - 3:00 p.m. 

STRATEGY PRESENTATION 

• Participants will become familiar with one or more organizational 
strategies for management of stress. 

Objectives 

Participants will: 

• Understand at least one detailed organizational strategy for stress 
management. 

Synopsis 

There will be one or more plenary presentations of corrections stress 
management plans for critical organizational operations. 
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PLENARY SESSION 
ORGANIZATIONAL PLANNING AS STRESS MANAGEMENT 

1. STRESS FOCUS 

A. PERSONAL/EMOTIONAL 
B. ORGANIZATIONAL 

2. ADMINISTRATIVE MODELS 

A. INTUITIVE 
B. METHODOLOGICAL 
C. CORPORATE/LEGAL MODEL 

3. PROGRAMMATIC PROCESS 

A. CAUSATIVE MODELS 
B. MENTAL HEALTH MODELS 
C. UNREALISTIC PROGRAM GOALS 
D. FADS (GENERALIZABILITY) 
E. ADMINISTRATIVE SUPPORT FOR VARIED PROGRAM APPROACHES 

4. POLICY DEVELOPMENT 

A. 
B. 
C. 

CRIMINOGENIC vs. SOCIAL POLICY 
PUBLI C SCRUTINY 
STANDARDS 

5. CASE STUDY - FLORIDA STATE PRISON 

A. FSP PROFILE 
B. FLOW DEVELOPMENT 
C. PHASE CONCEPTS 
D." PROJECT MANAGEMENT 
E. SEQUENTIAL TECHNOLOGY 
F. LONG RANGE vs. SHORT RANGE PLANNING 
G. PHASE I PLAN 
H. STAFF INPUT 
I. INMATE INPUT 
J. PROJECT STATUS REPORT 
K. TRAINING MODEL 
L. PHASE II PLAN 
M. BUDGETARY INFLUENCE 
N. FOLLOW-UP & FEEDBACK 
o. GENERALIZABILITY 
P. FUTURE TRENDS 
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Session 9 

DAY II 

3:15 - 5:00 p.m. 

STRATEGY PROFILES 

Goal 

• PartiCipants will outline potential strateg1'es f th 
develop. or e state team to 

Objectives 

PartiCipants will: 

• Complete at least one strategy profile outline 

• List at least three other strategies with potential for planning . 

Synopsis 

This unit is deSigned to facilitate participant development of strategies. 
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SMALL GROUP DISCUSSIONS 

Strategies 

The following strategies, drawn from the literature on stress are sug­
gested as possible ways for each functional unit of the correctional organiza­
tion to identify, prevent, and, remedy distress. 

Operational Strategies are those practices and procedures which modify 
existing operation~ ~o take account of their potential for stress mitigation. 

Influential Strategies refer to the potential for stress mitigation 
second-hand, through the influence of specialists on overall management philo­
sophy and policy. 

A. Administrative 

1. Operational 

2. Influential 

B. Personnel 

1. Operational 

a) 

b) 

c) 

a) 

b) 

c) 

Design, implementation, and monitoring 
of an overall stress management plan 
for the organization. 

Review and re-design of the structure 
of work (job assignments and responsi­
bilities) to provide clarity of roles, 
communication, responsibility. 

Stimulate and monitor the efforts of 
training, personnel, health, rehabili­
tation units at mitigating effects of 
stress. 

Justify improved management structure, 
staffing and job roles to executive 
branch and legislature. 

Attempt to influence community view of 
corrections and correctional employees. 

Recruit, screen, and employ qualified 
personnel. 

a) Screen employees. 

b) Develop job-related standards for hi.l.·­
ing. 

c) Initiate staff performance reviews. 

d) Initiate self-help groups. 
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2. Influential _ 

Training 

1. Operational 

2. Influential 

Legislature/Executive 

1. Operational 

2. Influential 

j 
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e) Provide employee self-help counseling 
and referral. 

a) Restructure work experience. 

b) Clarify job performance criteria. 

c) Initiate performance review system. 

d) 

a) 

b) 

c) 

a) 

b) 

Advocate sabbaticals, transfers, recup­
erative leave policies. 

Orientation training on the nature of 
job stress in the correctional environ­
ment, its role in affecting work per­
formance, and the ways and means to 
cope with stress encountered on the 
job. 

In-service training to deal with stress 
encountered in organizational changes, 
program development, critical inci­
dents, and promotions/demotions/trans­
fers. 

Voluntary training groups of personnel 
on work/family life stress effects, 
identification of problems, design of 
remedies. 

Advocate more democratic, line­
responsible management. 

Facilitate transfers through 
re-training. 

c) Train employee self-help leaders. 

a) 

b) 

c) 

a) 
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". 
Provide adequate budget support to 
documented correctional initiatives. 

Involve correctional managers in bud­
get/program design. 

Support correctional management pro­
grams to mitigate stress. 

Recognize and aid the identification, 
prevention and mitigation of stress in 
the correctional environment. 



E. Health/Mental Health 

1. Operational 

2. Influential 

F. Personal 

1. Operational 

2. Influential 

---»<.--~"- ....... >-"'--.---. 

b) Educate the public on the goals and 
state policies for corrections. 

a) Monitor employee health/stress factors. 

b) Monitor inmate health/stress factors. 

a) Impact organizational stress management 
plan on health/stress factors. 

b) Facilitate employee self-help for 
health/mental health resources.-

a) Learn how to identify, prevent, and 
remedy stress in your own life by know­
ing your manageable stress level. 

b) Design a personal stress management 
plan. 

c) Learn and implement techniques of time­
management, behavior modification, and 
others appropriate to reducing stress 
in your own life. 

a) Be alert to your stressful effects on 
others. 

b) Allow others the freedom and resources 
to manage their own stress. 

c) Contribute to tnerecognitionand 
remedy of stress on an organizational 
level. 
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STRATEGY PROFILES 

1. Small groups will meet together to share possible strategies for use in 
planning. (30 min) 

2. Each participant will review the strategies described rate according to 
feasibility for implementation. (3 most important, 1 least important.) 

3. The three highest rated strategies will later be discussed with the group 
in detail for potential agency or institutional planning. 

EXERCISES: 

1. Prepare individual statements. 
2. Brainstorm other possibilities. 
3. Evaluate each possibility. 
4. Prioritize list. 

() 
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Worksheetc~ Session 9 
STRESS MANAGEMENt STRATEGY PROFILE 

-~; c· Strategies Reviewed , Ratings 1. 

Program: 
1 2 3 

1. Source: 
a. 

:::;:. 
.. 

:,.-;:"-~" 

1 
-~~~ 

b. 1 2 3 

c. 1 2 3 1- 2. Target: 

d. 1 2 3 

3. Operational/Influential: 
e. 1 2 3 

f. 1 2 3 

4. Cure/Prevention: 

g. 1 2 3 

"-, 

h. 1 2 3 
5. Management Unit: 

i. 123 

Three major strategies for planning consideration: 

a. 

b. 

.. c . 

-::::--' 

(attach profiles) 
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SCHEDULE 

DAY IT! 

9:00 - 10:00 a.m. Strategic Planning 

10:00 - 12:30 p.m. Development of Action Strategy* 

12:30 1:00 p.m. Summary and Close . 

*State groups meet 
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Goal 

• 

Session 10 

DAY III 

9:00 - 10:00 a.m. 

STRATEGIC PLANNING 

To familiarize participants with the process of strategic planning 
for a correctional setting. 

Objectives 

Participants will: 

• Cnderstand a strategic plan process for organizations 

• Cnderstand driving and restraining forces affecting change in the 
correctional setting 

• Understand the development of a strategy for initiating change in an 
organization. 

Synopsis 

The nature, meaning, and significance of change in the correctional set­
ting is discussed both from a theoretical as well as pragmatic point of view. 
The Force Field Nodel, as developed by Kurt Lewin is presented. Applications 
of the model are developed for the prison setting, using as an example the ini­
tiation of an alcohol treatment program for prison employees. The nature of 
problem solving also is discussed so that participants will be able to complete 
an action strategy for possible implementation in their respective organiza­
tions. 
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STRATEGIC PLANNING 

Change Process 

One needs little discussion of the dinosau~ or blacksmith shop to be con­
vinced of the inevitability of change. In the course of evolution, organisms 
which did not change became victims of their own environments. Similarly, 
organizations, including corrections, which have been unable to adapt to the 
demands of a growing and rapidly changing society have long since ceased to 
realize their goals or significant growth. Change occurs whether we like it or 
not. The primary issue, then, is that of determining the role of the manager 
in planning for change, as opposed to being a victim of change. 

The correctional manager, confronted with the inevitability of change, is 
particularly concerned with the problem of making change work for him or her. 
It is the manager's task to sort out planned change from accidental change so 
that only the more constructive aspects of the process may be realized. For 
the manager and the organization, change is the basic condition of growth and 
without growth the task of achieving and sustaining effective performance 
becomes increasingly difficult and unrewarding. 

From the standpoint of short-range needs, it is often more comfortable 
for individuals and organizations not to change; it is frequently easier merely 
to let things ride--always hoping that the lid can be kept on the institution. 
It is also easier to let someone else do it--taking the blame, of courSe, if 
there is failure. A person's reluctance to trade the security and comfort 
associated with old ways of doing things for the insecurity and discomfort of 
change is understandable when one considers the meanings change may have for 
the individuals confronted with it. 

Demands for change, whether externally or internal~,y generated, actually 
represent alterations in the lives of people and touch most of the elements 
and processes upon which they depend for day-to-day security. Change, whether 
incremental or dramatic, always affects a whole range of beliefs, values, 
norms, goals, and needs which individuals rely on in doing their work. Fur­
ther, changing anything in the work setting usually has a bearing on job­
satisfaction, self-actualization, communications, and collegial relationships-­
both for the employee as well as for the manager. Therefore, it is little won­
der that people often feel neglected or disenfranchised when change is demanded 
of them in areas they feel of crucial importance to their well-being on the 
job. They may comply, for a multitude 'of reasons, but by-products of apathy, 
suspicion, and resistance are frequently manifested as well. 

Manager as Agent of Change 

There is no doubt that people who are comfortable are reluctant to change; 
but failure to change, when it is indicated, demanded, or needed, can breed 
discomfort. For the manager, this paradox poses a special dilemma. On the 
one hand he or she faces the very real problem of serving the comfort needs of 
security and belongingness for his or her subordinates, while, on the other 
hand, he or she faces the adaptation needs of creativity and growth fer the 
organization. As such, the manager, wittingly or not, is cast in the role of 
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an agent of change on behalf of the organization. It is the manager who must 
effectively.ac~omplish the organization's work through other people, and this 
means that 1t 1S the manager who must introduce changes in work procedures, 
personnel policies, and the like. The effects of this management undoubtedly 
are widespread--ev~n have a ripple effect, touching not only subordinates, col­
leagues, and superlors, as well as the organization, but moving full circle to 
affect him or her as well . 

Planning for Change 

Change is bound to occur. The question, however) is not should it occur, 
but how it will occur. Whether it will occur smoothly and is constructive or 
whether its occurrence is marked by resistance and ineffectiveness is deter­
mined in large measure by the manager's knowledge of and skills at being a 
change agent. 

As with any applied process, the way in which change is viewed and the 
objectives toward which it is aimed often dictate the actions taken by managers 
in introducing change. It is in this respect that one of the problems charac­
teristic of organizational change may be better understood. Change, by defini­
tion, presupposes the existence of a fairly stable on-gOing system with well­
defined norms of operation, relationships, and internal structures. Thus, 
change occurs within some organized context and is aimed at modifying elements 
and relationships within that context. If this were not so, the process of 
~hange would not be change at all, but rather a process of organizing. Tradi­
tionally, however, many managers have tended to view change as if it were in 
effect simply a problem of organizing, or more specifically, re-organizing. 
Consequently, the process of change has been approached much as the process of 
re-organization, and managers have diligently employed techniques primarily 
designed for effective organizing in planning for change. 

In drafting a plan for change, managers have tended to logically deduce 
the functional bases for grouping operations, provide new criteria for the 
division of labor and the delegation of authority, and modify authority rela­
tionships. In doing so, managers have approached change from the standpoint 
of functions to be performed rather than from a systematic understanding of 
the cause-and-effect relationships which may facilitate or inhibit effective 
change. In attempting to modify the rules under which people work, their rela­
tionships with others, and the value of their individual skills, more is needed 
than technically adequate planning, directing, and controlling. No matter how 
well controlled, change cannot merely be implanted in the organization--this 
is no more thau re-organization and is not likely to produce effective results. 
In short, some awareness of the unique characteristics of change is necessary 
if the manager is to perform his or her implicit function as a change agent. 

As previously indicated, it is to be noted that change is not simply a 
matter of re-organization and, for this reason, is less amenable to the "rules 
of thumb" usually applied in organizing than might be suspected. Programs of 
re-organization usually attempt to incorporate those worthwhile attributes of 
an on-going system, while deleting the less worthy--or harmful--aspects. In 
doing so, these programs are usually based on a assumption of the essential 
rationality of the change process and those affected by it. Thus, mistakes 
can be evaluated and those elements in the organization which are found wanting 
can be tossed out because it is logically correct to do so. 
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But what may seem logically sound to those planning re-organization may 
not be so sound to those affected by the program. The simple deletion from 
plans of a given practice does not necessarily ensure a like exclusion of that 
practice from the minds of employees who must implement the change. A new pro­
cedure for sick call for inmates does not necessarily mean that correctional 
officers will adapt to the change. Thus, management's failure to recognize 
all the forces operating in change may be one of the reasons that technically 
correct programs or re-organization fail to mesh and can result in internal 
conflicts instead of the anticipated improvements. Consequently there are 
II -II' ' people 1ssues, and the former are often less responsive to the logical 
approaches employed in organizing materials and functions. 

Manager's Toolbox - Dynamics of Change 

It is true that many managers may not want to concern themselves with 
other than technical aspects of management. This, however, is a decision the 
~ndividu~l manager must make. But, to the extent that change, like management 
1tself, 1S to.be accomplished through others, it would seem that the manager's 
toolbox must 1nclude not only an understanding of the basic managerial func­
tions, but an understanding of the dynamics of change as well. 

. Although ~he correctional manager must be operationally and pragmatically I 

or1ented, he or she must have a theoretical framework for analyzing the total 
process of change so that its effects may become both predictable and under­
stan~abI7' That is, if we can get a handle on what change is, how it occurs, 
and 1tS 1mpacts on employees, it is much more likely that as a process change 
can be managed and effectively implemented. ' 

Force-field Analysis 

An approach which many correctional managers are already familiar with is 
that suggested by Kurt Lewin, a noted behavioral scientist. Lewin theorized 
that anyon-going system IDay be thought of as a level of activity. For exam­
ple, a prison's ability (rate) of classifying inmates reflects some level of 
standardized activity within the organization. Such a level is seen by Lewin 
as a resultant of a number of forces. There are forces which cause more of 
the activity (a better, higher, or faster rate); and therefore tend to 
increase the level. There are also forces which oppose the acfivity and tend 
to decrease the level (a reduced or lower rate). Lewin calls those forces which 
increase the level driving forces; and those which tend to decrease the level 
restraining forces. ' 

Now, within the framework of Lewin's model, driving and restraining forces 
are conceptualized as working in opposition to one another much as credits 
and debits work against one another on the accountant's baiance sheet. The 
~eve~ of activit~, .as a resultant of these opposing forces, reflects changes 
1n e1ther the dr1v1ng or restraining forces and fluctuates rather than remain­
ing completely static or stationary. In most situations, ~s the level of 
activity shifts in one direction, the strength of opposing forces increases. 
Th~s~ f~r example, a decrease in the rate by which inmates are classified may 
el1c1t 1ncreased demands for a higher rate. Change, therefore, is thought of 
as an attempt to either raise or lower the level of on-going activity and is 
seen as occurring within a field of forces some of which facilitate and others 
of which oppose the modification. Within fhe management context, therefore, 
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change would seem to involve a number of forces which the manager, if he or 
she could influence their strength, could utilize in effecting constructive 
change. 

An Example 

By way of an example, a current stress management program of change used 
by some correctional officials is that of an alcohol treatment program for cor­
rectional officers. A look at some of the driving and restraining forces which 
affect the introduction of such a program might provide some ins1ghts into the 
change process and an understanding of Lewin's Force Field model as an analyti­
cal tool for the manager contemplating change. The first question to be asked 
is "What are the forces (driving) favoring an alcohol treatment program and 
what are the forces opposing (restraining) it?" One possible field of forces 
is shown below in schematic form. 

DRIVING FORCES (+) RESTRAINING FORCES (-) 

Desire to help employees No time for program 

Employees wanting help Job security threatened 

Union support of programs Union lack of support 

A treatment program available No treatment specialist available 

Personnel department approval Employee resentment 

Need to reduce sick leave Workers not interested 

Inmates support program No space for program available 

As may be seen from the diagram, forces leading to a change in the organi­
zation concerning alcoholic workers may be the organization's need to help sub­
ordinates, union support, the availability of a treatment program, and a need 
for higher morale among staff. These may be countered (and therefore the 
change held back) by inadequate union support, unavailability of space for the 
program, employee resentment, and the threat of job security. Some of the 
forces, driving or restraining, may be organizational in nature or may be per­
sonal in nature. They may be forces that occur within the organization or they 
may be external. However, the manner in which these forces are handled will 
dictate the success of the program for change. 

It may be predicted, according to Lewin, that should the restraining 
forces be ignored and the change (program) introduced, the strengths of those 
restraining forces are likely to increase, thus tending to block an effective 
shift in the level of activity. Similarly, as the restraining forces increase 
in strength, a concomitant need for increased driving forces is experienced, 
thus increasing the tension in the total system. As an example, if employees 
feel threatened by such a program and management ignores those feelings by 
insisting the program be implemented anYway, tension is likely to result in 
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the organization. Effective change is not going to occur. Such tension­
wracked systems are not uncharacteristic in today's prisons. The next ques­
tion, then, is how may the forces at work be managed to achieve smoother and 
more constructive programs of change? 

Forces of Change 

Succinctly, changes in the activity level of Lewin's model may be produced 
by both adding forces in the desired direction, or by diminishing forces. The 
two methods, however, have quite dissimilar consequences associated with them. 

As mentioned previously, the addition of forces may cause change to occur, 
but it is change accompanied by increased tension and therefore is less stable. 
On the other hand, a reduction in forces allows change to occur with a conco­
mitant diminution of psychological tension. Thus, within the example used, 
the introduction of an alcohol treatment program for correctional officers 
could be produced by increasing management's desire to help workers (i.e., by 
increasing the driving forces), or by reducing workers' feelings about job 
insecurity associated with attending such a program (i.e., by reducing the 
restraining forces). Enough managers have been witnesses to labor-management 
disputes and strikes, or worker apathy, to appreciate the forms increased 
organizational tension can take when driving forces are increased. Too few 
managers, although there are increasingly more, have had first-hand experience 
with the by-products associated with attending to and reducing restraining 
forces, however. The traditional approach to change has obscured the impor­
tance of restraining forces and focused the manager's attention on performing 
those functions well which are primarily instrumental in increasing driving 
forces. 

Roles of the Man~~ 

The manager, therefore, must reconsider his or her role if he or she is 
to function effectively as a change agent within the organization. The manager 
is, within a change context, something more than a planner, innovator, direc­
tor, or contoller. He or she is in addition to all of these a manager of 
forces. If the manager can identify all of the forces operating in the field 
~ithin which change is contemplated, determine which of these forces are 
amenable to influence, and devise ways of both reducing and increasing appro­
priate forces he or she may find that the task as a change agent will become 
more rewarding. Hopefully, the Force Field model presented here will aid the 
correctional manager from the standpoint of analyzing change; but in order to 
plan for the reconstitution of forces, he or she must know something of the 
substance as well as dynamics of the forces themselves. These, of course, 
include the motivations for change, the responsibilities for change, and the 
conditions for change. 

It should be recognized at the outset tha.t these are essentially "people" 
forces rather than technical and represent, therefore, a domain traditionally 
of more interest to the behavioral scientist than to the correctional manager. 
The skill with which he or she manages the forces of change, however, often 
reflects the assumptions the manager holds about motivation, responsibility, 
and the way these two interact to determine the conditions for accomplishig 
work through others. For this reason, such considerations cannot be too' 
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quickly dismissed or parceled out on the basis of a "theory-practice" criter­
ion, but must be confronted by the manager head-on. 

Problem-Solving Process 

Now, once the manager has been able to analyze the forces which contribute 
to a specific level of activity within the organization, including their 
respective strengths, he or she must then continue the change process by engag­
ing in what essentially might be called a problem-solving process for introduc­
ing the desired change. If it is known what is to be changed, the forces of 
both a driving and restraining nature, then alternative strategies for the 
implementation of change must be considered. This means that the resources 
required to create change (materials, equipment, personnel, policies, etc.) 
must be taken into consideration. It may be that certain resources will be too 
expensive, unavailable, or not available at the appropriate time. It may 
require bringing about a different level of change before the selected program 
can be implemented. For example, if a restraining force to an alcohol treat­
ment program is that of personnel policies at the state level which forbid such 
programs, that policy will have to be changed before employee resistance 
(threatened job security) can be dealt with. 

Action Strategy 

After alternatives are explored, including an analysis of their strengths, 
costs, utility, etc., an action strategy of implementation can be developed. 
The nature of such implementation, of course, depends not only upon the mana­
gerial style of the manager (authoritative vs. participative) and the quality 
of the resources available, but the importance of the program itself. That 
is, the change process must be determined within the context of the organiza­
tion "itself as well as the people who will be involved and/or affected by it. 
The actual strategy should include not only planning, but follow-up and follow­
through to ensure that it is accomplished. This means that it is the manager!s 
responsibility to ensure that someone is named to monitor the planning nf 
change pr.ocess, which includes determining who will do what, when, how, why, 
where, and with what specifically determined resources. It means that once 
the change process is initiated, to make sure ~hat it is fin{shed will require 
a commitment and a sense of responsibility on the part of those involved. 

Once the planned change is initiated, it cannot be considered completed 
until and unless there has been some kind of evaluation to determine its effec­
tiveness. This does not necessarily mean a very rigorous or methodologically 
sound evaluation design; but it does mean that a determination must be made at 
the outset of the program that evaluation will occur and that it has been built 
into the very program itself. The bottom line is "Did it work"? Additionally, 
the manager will want to know how much it cost him or her to produce the level 
of success (if any) that was achieved. How much in the way of improved per­
formance? How much in the way of improving the effectiveness of the organiza­
tion and the personnel? "Was it worth it?" is an important question for the 
manager to determine. 

In the final analysis, any attempt at change will result in a change in 
the level of activity in that particular area of concern which has been 
addressed. And, as Lewin has pointed out, any level of activity exists, at a 
given moment, as a result of the interplay between driving and restraining 
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forces, which are viewed as being in a constant state of tension. Any change 
will impact not only the level of activity, but the tensions existing or per­
ceived to be existing within the organization. It is important, therefore, to 
make change not only responsible and responsive, but meaningful, productive, 
and functional for the organization as well as the people who work within it. 

132 

f-' 
w 
w 

Intervention Polnta 

• Admlnlltr.tton 

• Manlgement., 

• Mld-Man.gement 

• Line Officer. 

• Health/Mental Health 

• -n..alnlng .--".'~-II '. __ ~, _ :-:_ '::-:: ,,:.., -_ ... ~.: __ .(:-'~ ,) 

;"';;i~~~:!'~";~<''''~X"''"' '" 
• Legislative 

• Planning/Budget 

• Other 

, 

..--\ 

r 

-..:....-..,. 

, 
'. 



--~----- ~-- ~»------ --~ 

-~-----~------

;--

--.---- -------.-._-------

STRESS .. TARGET -. ~ 
I 
I 
I 
I 
I 

STRATI!QY 
(Program Intervention.) I 

t 
-Person 
- Organization 

-Out.lde Agent 

+ 
- Operation. II 

Influential 

- Preventlvel 
Curative 

, 
~ 

-Pereon 

- Organization 

-Outside Agent 

j 

i 
-! , 
i 
-f 

, 
! 

.! 

~ 

--1 

f 



I 

~ I 

, 

I 
t 
r 
I' 

~ 
> 

t 
! 
t 
I 

& 
~ 

r 
~ 
n 
R , 
t 

I 
t 
I , 
i: 

r 
f 

t 
I 
f. 
I, 

(I 
~ 
h ,. 
~ 
h 
E 
F. 
Ii 
I 
I 
I' , 
[ 
f 
~ 
l.' 
I 

t 

Stress Management Strategy Profile 

In order to plan a useful stress management program for an agency or 
institution, it is important to carefully consider again the strategic points 
in stress management planning. Sources, targets, operational vs. influential 
strategy, and curative vs. preventive efforts, must be considered in order to 
insure that the program planned will effectively achi~ve its aims. 

The design of a profile for organizational action based on stress manage­
ment strategic principles is an integral part of stress management planning 
and will become a central focus for the agency operational plan. 

An example of this type of strategy profile follows, using a spouse pre­
service orientation program as the case study. 

The source of the stress is judged to be marital discord due to officer 
job stress, and in particular reported spouse discontent. Possible reasons 
for this include overtime, shift work, low pay, low status, dangerousness of 
work conditions, or a combination of these elements. 

The target of any remedy is primarily the spouses, officers secondary, 
which indicates a clear priority to change spOUse behavior. 

The program chosen here is preventive, to focus on new recruits' spOuses. 
Training and personnel units will operate and design the program jOintly, with 
training as the operational component of the program. 
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STRESS MANAGEMENT STRATEGY PROFILE 

(Example) 

Program: Spouse Pre-Service Orientation 

1. Source: Officer reports of marital discord due to job stress. Spouse 
discontent. 

2. Target: Spouses (primary), officers (secondary) 

3. Operation/Influential: Training unit will have responsibility for the 
program, with influential support from the personnel officer. 

4. Cure/Preventive: Stress preventive program to prepare spouse for job 
strains to be experienced by officer, aid in building support for 
employee. 

5. Managerial Unit: Training and personnel division cooperative program. 
Personnel will identify recruit's spouses, solicit voluntary participa­
tion. Training will structure spouse orientation program. 

136 

STRESS MANAGEMENT STRATEGY PROFILE 

Program: 

1. Source: 

2. Target: 

3. Operational/Influential: 

4. Cure/Prevention: 

5. Management Unit: 

, 
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Goal 

Session 11 

DAY III 

10:00 - 12:30 p.m. 

DEVELOPMENT OF STRATEGY PLAN: TEAM MEETING III 

• Participants will develop a state team strategy plan for stress man­
agement. 

Objectives 

Participants will: 

• Consider at least three strategies for management of stress 

• Select one advantageous strategy for prime effort 

• Construct strategy plans for stress management. 

Synopsis 

Participants are asked to focus on defining the prime strategy. 
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1. 

2. 

Worksheets - Session 11 

INSTRUCTIONS 

State Team Strategy Plan Development 

Products of the state team meetings thus far include: 

a. List of major stressors of the organization (Session 3) 

b. Top five major organizational stressors (Session 3) 

c. Maladaptive and adaptive organizational responses (Session 6) 

d. Strategy profiles for planning (Session 9) 

This session will require the use of all of these products, as well as 
the information from Session 10 (Planning for Change) to fully develop a 
strategy plan. 

3. The strategy plan consists of: 

4. 

f I 

a. One selected strategy~ 

b. Action strategy plan for the optimum strategy. 

When your state team has completed the plan, share it with the other 
states in your group. 
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~urnAGEMENT OF STRESS IN CORRECTIONS 

ACTION STRATEGY SUMMARY 

State: 

Date: 

1. Contact Name(s): 

Title: 

2. Agency/Department: 

(Area Code) Phone Number 

3. General Description of Strategy: 

Who will do it -

What will be done -

When will it occur -

Where will it occur -

Why will you do it -
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ACTION STRATEGY 

4. Program Design 

o Write goal statement for action strategy. A goal statement -

Identifies the desired outcome 

Specifies the target group 

Focuses on a selected need 

Is consistent with the agency's purpose. 

o Formulate program objective(s) from the goal statement you used. An 
objective -

Identifies the target group 

States the results in measurable terms 

Identifies when the result will happen. 

5. Program Objective: a. 

b. 

c. 

6. Strategy Choice: 

o 

o 

o 

From the worksheet on the next page consider possible strategies. 

Choose the "best" strategy, the one with the fewest negative and the 
most positive weights. 

List strategy selected for achieving objective and target population. 
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6. 

Possiu1t! Strdtegies Worksheet ConSCClucnces 
Force 

+ or --------------.---------- ----- ---- -----------------------------f-~~------.. --- ---.-------
Oirec!.. 

------------------------------------------~----------- -------------Indirl:ct 

---------------------- 1----------------------------;------------------
Direc'_ 

----------------·-------1------1--------------
Indir~ct 

-----------------------------I--------------------------------------~--------r---~--------I----------Direc:: 

----------.,.---------------------------1------<---1-------------
Indirect 

----------------1-----,--------------------------.------- -------------------------- Direct 

--------- ---------------------,- -----------------------------------4---------+-----------
Direct 

---- - --- _._----------------------

---------------------------------------,-1----------- ------------
IlIdir~ct 

_____ '._' ____________________________ -' ______ . ___ ._--______ 1 
*Weight (+1, +2, +3, 
-1, -2, -) or M~jor/ 
t-1ocler<lte/lu!;;igllificanL) 
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ACTION STRATEGY WORKSHEET 

ACTION STRATEGY 

7. Significant milestones: 

a. Begin date -
9. Evaluation Strategy 

. a. Who 

b. End date -

" 

" 

\ 

b. How 

c. Interim milestone -

c. When 

d. Interim milestone -

10. Final Report 

e. Interim milestone - a. Done by -

I 

I 
i ; 

b. Form-

"~ 

1 
I c. To whom -
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Session 12 

DAY III 

12:30 - 1:00 p.m. 

SUMMARY AND CLOSE 

Goal 

• Summarize the tasks of the workshop. 

Objectives 

Participants will: 

o Understand the procedure for follow-on workshop requests 

• Evaluate the workshop 

e Receive program completion certificates. 

Synopsis 

This session includes an opportunity for participant evaluation of the 
workshop, and presentation of program completion certificates. Procedures for 
application for follow-on workshops are also explained. 
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