INFORMATION TO USERS

This manuscript has been reproduced from the microfilm master. UMI
films the text directly from the original or copy submitted. Thus, some
thesis and dissertation copies are in typewriter face, while others may be

from any type of computer printer.

The quality of this reproduction is dependent upon the quality of the
copy submitted. Broken or indistinct print, colored or poor quality
illustrations and photographs, print bleedthrough, substandard margins,
and improper alignment can adversely affect reproduction.

In the unlikely event that the author did not send UMI a complete
manuscript and there are missing pages, these will be noted. Also, if
unauthorized copyright material had to be removed, a note will indicate
the deletion.

Oversize materials (e.g., maps, drawings, charts) are reproduced by
sectioning the original, beginning at the upper left-hand comer and
continuing from left to right in equal sections with small overlaps. Each
original is also photographed in one exposure and is included in reduced
form at the back of the book.

Photographs included in the original manuscript have been reproduced
xerographically in this copy. Higher quality 6” x 9” black and white
photographic prints are available for any photographs or illustrations
appearing in this copy for an additional charge. Contact UMI directly to

? order.

UMI

A Bell & Howell Information Company
300 North Zeeb Road, Ann Arbor MI 48106-1346 USA
313/761-4700  800/521-0600

s e - - - —————————— e e, = s

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



STRESS MANAGEMENT TRAINING FOR IMPROVED

PERFORMANCE IN A U.S. ARMY COMBAT UNIT

by

Bruce Thomas Murphy

Dissertation
Submitted to the Facultv of
Peabody College of Vanderbilt University
in Partial Fulfillment of the Requirements

for the Degree of
DOCTOR OF EDUCATION
in

Human Resource Development

December 1997
il 05 L a7 E7
Major Professor Date
% NN }s{ Coave 00 27 @c%.97
Second Reader Date
WA v OF 77
ird Reader 4% D‘:\?te

4 L /197

De(;g\ent Chai Y Date
- ﬂ% / 9/ ><}/ 72

Deano Pee;body Coll Date

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UMI Number: 9817286

Copyright 1997 by
Murphy, Bruce Thomas

All rights reserved.

UMI Microform 9817286
Copyright 1998, by UMI Company. All rights reserved.

This microform edition is protected against unauthorized
copying under Title 17, United States Code.

300 North Zeeb Road
Ann Arbor, Ml 48103

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



STRESS MANAGEMENT TRAINING FOR IMPROVED
PERFORMANCE IN A U.S. ARMY COMBAT UNIT

Bruce Thomasb )I(Jurphy, Ed.D.
Peabody College of Vanderbilt University
December 1997
Major Field: Human Resource Number of Words 349
Development

This study examined stress management training in a United States Army profes-
sional development program. Specifically, the study (a) focused on the characteristics,
perceptions, and attitudes of participants in a program incorporating the concepts of stress
management; (b) identified issues and problems surrounding the use of stress management
in Army settings; and (c) made recommendations for future practice. The approach to this
project was to develop a stress management training program for leaders, implement the
program in a sample setting, and evaluate results of the program. An instrument was
adapted to provide a tool for determining the level of stress of program participants before
and after training.

The study was conducted with 111 U.S. Army military police soldiers from Fort
Campbell, Keatucky. All participants were leaders (noncommissioned officers, officers, or
military police) with at least two years of military service. The program'’s foundation is a
model of stress management training in which participants identified their own stress levels
based on reflection on their personal experiences, causes of stress, and individual reactions
to stress. Participants formulated action plans, based on the model and their own particu-

lar life projects, to enable them to manage future stress.
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Prior to training, all participants completed a series of self-assessments to deter-
mine level of stress. Immediately after training, participants completed a reaction sheet
indicating subjective evaluation of the training and its utility in their work lives. Approxi-
mately 6 weeks after the training, participants were again asked to complete self-
assessments.

Analysis of variance showed no significant differences between participants in the
training and control groups in stress levels as indicated by the self-assessments. However,
analysis using the Pearson  showed statistically significant correlation between the par-
ticipants’ level of perceived overall stress and several dimensions of stress. This indicates
that the training tended to increase awareness of one’s stress level as the first step in stress
management. This was also borne out by qualitative analysis of participants’ responses.
To provide a contextual setting for this study and to form a basis for recommendations,
trainer reflections on previous workshops are discussed. Implications for future practice

and research are included.
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CHAPTER I

INTRODUCTION

Background

Since the end of the Cold War the United States’ military has been assigned a va-
riety of missions unimaginable only a few years ago. These range from conventional war-
fare in the Persian Gulf to disaster relief in this country. All of these missions have been

. accomplished during a time of steady and dramatic downsizing, thus placing a heavy bur-
den on soldiers, sailors, airmen, and marines and those who lead them. Unless care is
given to the human dimension of our military, we may find ourselves with a force unable
to meet these increasing demands.

During Operation Desert Shield and Desert Storm, the Army’s V Corps in Ger-
many deployed over 60,000 troops to the Guif war. In order to address what was becom-
ing a serious problem, the corps commander directed that a comprehensive program be
developed to assist soldiers and their leaders to deal with the stress of combat and reinte-
gration after combat. The program, developed by members of the V Corps staff, was
known as “Desert Calm” and enjoyed great success. Teams of educators presented train-
ing in Germany as well as Saudi Arabia, Kuwait, and Iraq. This training aimed primarily at
small unit leaders dealt with combat stress, stress management, family stress of deploy-

ment, and a special case of stress--suicide. Although similar programs were undertaken by
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chaplains and social workers, no other program used principles of adult education to give
combat leaders a tool for assisting their subordinates during these stressful times.

The foundation of the program is a model of stress in which participants identify
their own stress levels, the causes of stress, and individual reactions to stress after reflect-
ing on personal experiences. Participants then formulate action plans, based on the model
and their own particular life projects, to enable them to deal with stress in the future. The
suicide portion of the program was based on a model developed at the University of Cal-
gary (Ramsay, Tanney, Tierney, & Lang, 1996) and successfully implemented throughout
Canada and at several U.S. military and civilian sites.

Following up on the success of the Germany-based program, trainers subsequently
adapted the training program and presented it to Americans of the State Department, De-
fense Department, and other U.S. agencies as well as foreign national employees in U.S.
embassies throughout Central and South America between 1992 and 1994. More re-
cently, the team was asked to go to Saudi Arabia in November 1994 to present the train-
ing to troops of the 24th Infantry Division who had deployed in reaction to Iraqi war
overtures.

The ability of the United States Army to accomplish its mission of ensuring peace
through combat readiness has always relied upon the Army’s ability to have soldiers
trained not only in technical proficiency with weapons systems, but also in the capacity for
officers and noncommissioned officers (NCOs) to work as leaders of teams that employ
those systems at critical and decisive points of conflict. The science of warfare has made
many evolutionary steps since the days of primitive human-wave assaults and the massing

of large numbers of armored vehicles characteristic of World War II. Most experts in the
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field agree that the nature of the most dangerous threat, the mid-intensity Central Euro-
pean or Mid-East scenario, will be characterized by fluidity of the situation, short but vio-
lent anti-tank exchanges and by independent action by small units. At the same time, the
job of leading small units is becoming increasingly more complex.

For example, consider a squad leader in a mechanized infantry platoon. Not only
must he' lead and care for 10 subordinates, he must also be ready to employ a wide variety
of weapon systems even at this lowest level of military command. Included in his mini ar-
senal are: an armored personnel carrier, M-16 automatic rifles, .45 caliber pistols, M-60
light machine-guns, M-203 dual purpose (rifle/grenade) weapons, M-47 “Dragon” anti-
tank missiles, hand grenades, Claymore antipersonnel mines, M-72 light antitank rockets,
bayonets, and an assortment of demolitions. Each of these weapons has unique character-
istics and methods of employment. Additionally, the sergeant must have his entire unit
trained in the care, maintenance, and proper use of these weapons. This brief illustration
has not included the wire and radio communications equipment nor the Nuclear/Biolog-
ical/Chemical (NBC) defense equipment for which the sergeant is also responsible. Ina
constantly changing and modernizing Army, the noncommissioned officer must be able to
adapt to change and constantly learn new skills in order, literally, to survive. For his ef-
forts, the taxpayers compensate the squad leader with $1,610.70 a month.*

The Army is not alone in the information/technology explosion popularized by

Toffler’s (1970) Future Shock. Many institutions we know are likewise caught in the

! The masculine personal pronoun is used in this example because current United
States law does not permit women in Infantry units.

? Base pay for an E-6 with 4 years’ service (“The Soldiers Almanac,” 1997, p. 40).
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educational obsolescence spiral. At one time in history it was possible to know most of
what there was to know. Hence, a valid goal of education in the past was “to know every-
thing.” Sergeants in Washington’s Continental Army could be relatively secure in a career
once they mastered the basics of soldiering. However, as people began to enjoy longer
lives and the amount available to know expanded exponentially, this necessarily changed.
This phenomenon is described by Knowles (1980):

It is no longer functional to define education as a process of transmitting what is

known; it must now be defined as a lifelong process of continuing inquiry. And so

the most important learning of all . . . is learning how to learn, the skills of self-

directed inquiry. (p. 41)

Education is the traditional answer in addressing knowledge gaps; but traditional
education will not suffice for the lifelong learning needs of Army leaders. The field of
adult education has identified a difference in the way adults learn as compared to
nonadults. Adults, for example, see learning in terms of problem-solving situations based
on their roles as adults in society. Nonadults, on the other hand, tend to approach learn-
ing in 2 more dependent way. A concept called “andragogy” was identified as early as the
late 20s and has been developing ever since. The notion of andragogy is based on the
primary assumption that adults are different from nonadults with respect to how they
learn. The word “andragogy” has been derived from the Greek aner, meaning man, and
thus, in contrast to “pedagogy” (paid meaning child), it is the art and science of helping
adults to learn (Darkenwald & Merriam, 1982). Andragogy calls for learning methods
based upon the unique characteristics of adult learners. By reviewing the literature dealing

with andragogy and by distilling its core concepts, one is able to identify appropriate

learning methods and practices.

- @
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The implications for providers of education in any institution are clear. If profes-
sionals are to keep up with technological change, they must be developed toward lifelong
learning rather than toward specific skill acquisition. Officers and noncommissioned offi-
cers need to learn how to learn and how to be problem solvers.

The Army, therefore, could certainly benefit from an exploration of the principles
and practices of human resource development aimed toward self-directed learning in its
leader training and education program. Currently, there is no clear information about the
practice of adult education, and more specifically about workplace stress management, in
the military setting. Information about the use of andragogy, including the associated is-

sues and problems, is missing and needed.

Purpose of the Study

The purpose of this study was to examine the applicability of the concepts of stress
management trainirg to selected U.S. Army professional development programs. More
specifically, the study (a) focuses on the perceptions and attitudes of actual participants in
a program incorporating the concepts of stress management collected over a 3-month pe-
riod, (b) identifies issues and problems surrounding the training for stress management in
the Army, and (c) makes recommendations about how to introduce adult learning con-
cepts into training for soldiers.

The approach to this qualitative study with quantitative aspects was to develop a
stress management training program for leaders through literature search, implement the
program in a sample setting, and compare results of the program with groups who did not

receive training. Of specific interest were programs designed to assist soldiers and their
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leaders to deal with the stress of combat, reintegration after combat, and related matters
including suicide. In other words, it sought to determine how the stress management
training program can serve as a foundation for other needed learning.

The study conducted a review of selected literature to determine the principles of
stress management and the potential problems associated with its use in Army leadership
programs. This provided a base of knowledge as well as a setting for the context of pro-
fessional development training examined in the study. An instrument was developed,
based on the review of literature, to provide a tool for getting at the “before” and “after”
level of stress of program participants. Findings were analyzed and synthesized in order to
make recommendations.

The anticipated outcomes of this study included guidelines for consideration in
formulating policy concerning the appropriateness of the use of control of stress programs
based on principles of adult education and in particular on the concept of andragogy. In-
cluded in these recommendations are comments on program goals and objectives, feasible
delivery systems, major instructional strategies and techniques, and evaluation techniques.
These guidelines can be given wide dissemination in the professional literature for small
unit leaders and in other official Army publications as well as the human resource devel-

opment literature.

Rationale and Significance
The Army has begun to identify the need for leaders who are capable of learning
new skills and technologies on their own. This has come of necessity with the rapid influx

of new weapons and communications systems. Additionally, the Army is realizing that
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many of its old ways of doing business will not work in the modern world. The Army has
institutionalized these concepts in its “Battle Labs,” which seek to stay ahead of the tech-
nology revolution and show that the Army is starting to realize that the lock-step methods
of the past will not meet the dynamic demands of the future.

In the environment that the Army is predicting for its future, it will be more and
more critical to develop leaders who are oriented toward continually learning about new
technologies and methods. Because the exact nature of such a rapidly expanding future
cannot be predicted with certainty nor planned, leaders must be prepared for continuing
professional education and instilled with an orientation toward lifelong learning.

By determining some essential components of programs for control of stress and
then by carefully analyzing the Army’s professional development programs in terms of
these variables, the study provides insight into how well the Army is meeting this demand.
More importantly, by using this approach the researcher is able to make recommendations
for the general improvement of the professional practice in a key area of human resource
development in the Army.

This study, therefore, makes several contributions to the field of human resource
development. First, it adds to the general knowledge base by focusing on the role of
stress management in human resource development. What is found here can be applied to
other settings including other military services, government agencies, business and indus-
try. The study should yield a better understanding of the current state of human resource
development in professional development programs for Army leaders. It also should re-
sult in a better understanding of the problems associated with furthering adult education in

the military setting. The information from this study can suggest further directions for
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research in other settings and develop a framework for the analysis of professional devel-
opment programs in a variety of organizations.

Second, this study can promote lifelong learning in a professional environment and
brings Army personnel in contact with educators to enhance the fulfillment of their social
roles. Program recommendations, once adopted, can serve as a forum for the discussion
and resolution of a myriad of concerns for the participants. Within the context of control
of stress learning activities, learning will take place through the exchange of ideas. Con-
clusive results are unpredictable now, but the flexibility built into the recommendations
should provide Army leaders with the opportunity to adapt their programs to the particu-
lar needs of their adult learners and missions.

Third, the program makes a major advancement into an arena not previously
penetrated by adult educators. The U.S. Army has long viewed adult education as being
synonymous with basic skills education. Training programs within Army service schools
generally tend to concentrate on specific skill development of the individual soldier. Sys-
tematic, self-initiated programs designed to heighten the work group’s awareness of the
dimensions of their interaction are virtually unknown in the Army. Where these efforts
have been present they have not been sustained or institutionalized. This study may serve
as an important step toward bridging the gap between human resource development the-
ory and practice for the individuals and organizations concerned. As a result of this study,
both the Army and the field of human resource development should reap benefits in terms
of additional knowledge about the human resource development process and the very real

development of teams and individuals.
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Assumptions
The first assumption made in this study was that selected instrumentation would
differentiate levels of stress among participants. There is little agreement in the field about
a single measure of stress. Therefore, a comprehensive instrument was selected to address
many aspects of stress. It was assumed that by approaching the measurement of individual
stress from multiple perspectives, the truest possible image of each person’s stress would
emerge.

Another assumption was that the participants would be honest in their responses
to survey questions. Respondents can give erroneous or misleading answers if they be-
lieve negative consequences will befall them for answering honestly. For this study, every
attempt was made to assure anonymity of participants; however, soldiers are notoriously

wary of such situations.

Research Questions

This study attempts to answer the following questions:

1. What is the impact of stress management training on participants’ level of
stress?

2. What is the impact of stress management training on participants’ ability to
identify stressors and develop strategies to deal with stress?

3. What implications for the practice of human resource development in the Army
can be gleaned from a stress management training program based on concepts of adult

learning?
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Hypotheses

In this study certain hypotheses were posed and evaluated using statistical analysis
in order to provide greater understanding of the impact of the stress-and-performance-for-
leaders workshop on military leaders. These hypotheses were:

1. Participants trained on the stress-and-performance-for-leaders model will have
lower stress than those not trained on the model.

2. Participants trained on the stress-and-performance-for-leaders model will ex-
hibit greater awareness cf their own level of stress than those not so trained.

3. Participants trained on the stress-and-performance-for-leaders model will ex-
hibit a greater ability to develop and apply strategies to deal with stress than those not so

trained.

Definitions

To provide clarity and as a reference, a number of terms that may be unfamiliar to
the reader are defined below:

Distress is harmful, unpleasant stress (Selye, 1974). It is maladaptive stress with
intensity sufficiently high to cause decompensatory processes, operationally defined by
subjective or affective symptomatology (Weybrew, 1992).

Eustress, on the other hand, is adaptive or “good” stress. Coined by Selye (1974),
the term refers to a stress reaction of intensity sufficiently low so that the compensatory
mechanisms are adequate to maintain homeostasis (Weybrew, 1992).

The general adaptation syndrome (GAS) describes the manifestations of stress in

the whole body, as they develop in time. The general adaptatior. syndrome evolves in
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three distinct stages: alarm reaction, stage of resistance, and stage of exhaustion (Selye,
1974).

Homeostasis comes from the Greek homoios meaning similar and stasis meaning
position. Homeostasis is the body’s tendency to maintain a steady state despite external
changes. It is physiological “staying power” (Selye, 1974).

Stress, in biology, is the nonspecific response of the body to any demand made
upon it. For general orientation, it suffices to keep in mind that by stress the physician
means the common result of exposure to any stimulus. For example, the bodily charges
produced whether a person is exposed to nervous tension, physical injury, infection, cold,
heat, X rays, or anything else are what we call stress. In other words, stress is what re-
mains regardless of specific changes. Stress is also defined as the rate of wear and tear in
the body (Selye, 1974).

A stressor is that which produces stress (Selye, 1974).

Limitations

Qualitative research poses a variety of problems for the researcher. One must
make a choice between seeing what we know (deductive) or knowing what we see
(inductive) in determining an appropriate research method (Guba, cited in Patton, 1980).
Qualitative research, by its very nature, tends to provide more questions than answers. It
is also possible to “get lost in the data,” losing perspective because of immersion.
“Thematic cul-de-sacs” (Brookfield, 1983, p. 27) also occur, resulting in frustration.
However, it is through the qualitative research process that a deeper understanding of

complex human phenomena can be achieved. When one wants to study processes or find
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out the “why” behind phenomena, qualitative research is the only way to examine such
questions. It was not anticipated that definitive answers to the problem of how best to
develop professional Army leaders would be obtained in this research study. It is reason-
able to hope, however, that by using the qualitative approach, the assumptions and issues
surrounding stress management training in military settings would emerge.

The total sample size for statistical purposes was 111 participants drawn from a
military police battalion at Fort Campbell, Kentucky. This relatively small number, al-
though adequate to draw statistical inferences, may reduce the ability to generalize to a
universe of over 480,000 active duty soldiers.

A degree of objectivity may be lost because I was involved in all phases of the
training program and I conducted the training that subjects attended. Participants who
attended workshops conducted by other trainers were not interviewed for this study. My
investment in the workshop could have caused some loss of objectivity and possibly ob-
structed my ability to make clear judgments and interpretation of data.

The nature of the subject matter studied also placed limitations on the study. Only
one training program was examined in detail. The Army has many programs that contrib-
ute to the professional development of its leaders. The setting was in the continental
United States. The Army also conducts professional development and training programs
in Europe, Korea, Japan, Alaska, Hawaii, and Panama. While these worldwide settings
were not studied directly, my past experiences permitted anecdotal evidence to add color
and depth to the study.

The study described above has two additional limitations. First, the scope of the

study represented a major obstacle in that relatively new ground is being broken in this
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research. Of necessity, several components of the study are being undertaken that might
in themselves be interesting pieces of research; for example, a focus on the sources of
stress in the military or the role of traditional military training in helping to control stress.
This necessitated careful consideration of priorities and selection of appropriate directions.
Some aspects of the study may, therefore, receive less attention than others. However,
this process should allow for the identification of specific areas for further research.

Finally, the relative large scope of the study required me to limit the number of
programs studied. Decisions had to be made as to which programs were included based
on availability and comprehensiveness. This limitation affects the generalizability of the
findings, but previous military researchers have noted that there is no such thing as a
“typical” unit nor installation making any location as representative as any other

(Ingraham, 1978).
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CHAPTER Il

REVIEW OF THE LITERATURE

This study examined the perceptions of selected persons involved in an existing
program for leader professional development in the Army regarding the use of stress man-
agement training. It then sought to identify problems and issues concerning the implemen-
tation of stress management training into these programs and identify areas for program
improvements. With these as goals, there were three relevant literatures to be reviewed:
(a) principles and practices of stress and stress management, (b) human resource develop-
ment (HRD) including adult learning, and (c) leadership and organization development.
HRD must be reviewed because the literature contains the philosophical foundations for
the examination of stress management as a basis for the enhancement of professional de-
velopment programs. The review of human resource development literature yields a con-
sensus on the basic principles of stress management and some guidelines for practice. The
literature of leader and organization development in the Army provides a contextual basis
for the study as well as an indication of the general issues and problems that emerge
throughout the study.

Each of these areas is explored in this chapter to provide a solid basis for the stress

management training program and to contribute benchmarks for the practice of

14
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human resource development. The tocus of this review is necessarily broad in order to

capture a wide range of issues and potential opportunities.

Principles and Practices of Stress and

Stress Management

The notion of stress and particularly of stress among soldiers is not a new one. In

account given by the wife of a combat veteran:

0, my good lord, why are you thus alone?

For what offense have I this fortnight been
A banish'd woman from my Harry's bed?

Teli me, sweet lord, what is’t that takes from thee
Thy stomach, pleasure

and thy golden sleep?

Why dost thou bend thine eyes upon the earth,
And start so often when thou sit’st alone?

Why hast thou lost the fresh blood in thy cheeks,
And given my treasures and my rights of these
To thick-eyed musing and cursed melancholy?

In thy faint slumbers 1 by thee have watch’d.
And heard thee murmur tales of iron wars,

Speak terms of manage to thy bounding steed,
Cry “Courage! to the field!” And thou hast talk’d

Of sallies and retires, of trenches, tents,
Of palisades, frontiers, parapets,

Shakespeare’s Henry IV, Part I, as annotated by Shay (1995, pp. 165-166), provides an

Social withdrawal and
isolation

Random, unwarranted rage
at family, sexual dysfunction,
no capacity for intimacy
Somatic disturbances,

loss of ability to experi-

ence pleasure

Insomnia

Depression

Hyperactive startle reaction

Peripheral vasoconstriction,
autonomic hyperactivity

Sense of the dead being
more real than the living,
depression

Fragmented, vigilant sleep
Traumatic dreams, reliving

episodes of combat,
fragmented sleep
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Of prisoner’s ransom, and of soldiers slain,
And all the currents of a heady fight.

Thy spirit within thee hath been so at war
And thus hath so bestirr’d thee in thy sleep,

That beads of sweat have stood upon thy brow, Night sweats, autonomic
Like bubbles in a late-disturbed stream. hyperactivity

These reactions on the part of a soldier recently exposed to combat form a classic
presentation of posttraumatic stress disorder (PTSD) but they are also characteristic in
general terms of the stress of soldiers even when they are not exposed to combat. In fact,
in today’s high-technology, fast-paced, information-age world, stress has become an in-
creasing problem for the population at large. Some indication of the magnitude of the
stress problem in the workplace is illustrated by the following statistics on the cost of
stress in the United States.

The National Council on Compensation Insurance (NCCI) states that workers’
compensation costs represent 5% of the total health-care expenses in the United States
(NCCI, 1991). They go on to note that stress accounts for more than 14% of all worker
compensation claims, up from 5% in 1980. The NCCI indicates that claim benefits paid
for stress average $15,000, twice the amount paid for the average physical-injury claim
(McCarthy, 1988). A study by Northwestern National Life (1991) revealed that 25% of
their sample had multiple stress-related illnesses, up from 13% in 198S; similarly, 46% of
these workers felt “highly stressed” compared with 20% in a 1985 sample. Finally, stress-
related disorders have been estimated to cost business and industry in excess of $150 bil-
lion per year from decreased productivity, absenteeism, and disability (Pelletier & Lutz,

1988). Similar costs can be expected in any segment of society including the military.
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Stress is not a uniquely American problem. Powell and Enright (1990) give the
perspective from Great Britain as they note:

1. An estimated 80% of all modern diseases have their beginnings in stress.

2. Inthe early 1980s, 1 in 10 adult British males and 1 in S adult British females
received prescriptions for the benzodiazepine class of tranquilizer.

3. Four to 5% of the population are treated for diagnosed anxiety complaints
every year.

4. In Britain 250,000 people die annually due to coronary heart disease (the most
common cause of death)--the death rate doubled for men age 34-44 between 1953 and
1973.

5. Forty million days are lost to British industry every year due to direct stress
related conditions (as accounted for by NHS certificates).

6. A conservative estimate of the cost of stress to British industry would be £1.3
billion a year. Typical symptoms would include alcoholism, absenteeism, premature death,
and retirement.

7. Inthe USA there has been a 500% increase in coronary heart disease over the
last 50 years.

8. In the USA 8 million people have stomach ulcers; 12 million people are esti-
mated to have alcohol problems.

9. Americans take 5 billion doses of tranquilizers and 16,000 tins of aspirin each

year.
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Giving additional weight to the global nature of the problem but in a more philo-
sophical direction, Pestonjee (1992) outlines stress in ancient Indian thought and describes
two Sanskrit words klesa and duhkha, which approximate stress:

RN

The word klesa has its origins in the root khis which means to “torment,” “cause
pain,” or “to afflict.” Klesas are not mental processes but are a set of “hindering
load” on our mental process, they produce agitation which acts as restrictions or
hindrances. . . . the fundamental non-cognition which leads to phenomenological
stress is avidya. This avidya leads to asmita (self-appraisal), raga (object ap-
praisal), dvesha (threat appraisal), and abhinivesa (coping orientation). These
three appraisals, namely, those concerning the self] the object and the threat are
used for reality testing. Faulty evaluation in either or all of these can produce
stress and torment. The samkhya system postulates that the feeling of diuhka or
stress is experienced by the individual in the course of his interaction with the
world around him. The system mentions three types of stresses: personal
(adhyatmik), situational (adhibhotik) and environmental (adhidevik). (pp. 27-29)
Stress, therefore, has been a part of human existence for a long time and is deeply
embedded in the human psyche. Weybrew (1992) identifies transient stress reactions such
as anxiety reactions, hysterical or other neurotic reactions, depression, and performance
decrement. In addition, he points to stress-related illnesses including coronary heart dis-
ease, ulcers, headaches, allergies, arthritis, nervous exhaustion, depression/suicide, hyper-
tension, immunological changes, and psychosis. According to Manuso (1984) the Presi-
dent’s Commission on Mental Health estimated that one of every four people in the United
States was suffering from “severe emotional stress,” even though they did not have any
diagnosable mental or other illness. In fact, in 1980 more than 50% of the Worker’s
Compensation cases in California were for stress-related disorders. Therefore, there is
keen interest in developing useful ways to deal with this problem.

These authors have certainly captured the notion that stress is an important and

potentially dangerous phenomenon on the individual, interpersonal, group, and societal
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levels. In order to provide a context for stress management training in the military, one
must first examine what is being done about stress in the civilian workplace. Quick, Bha-
gat, Dalton, and Quick (1987) give the following examples of organizations’ responses to
the problem of stress:

1. New York Telephone Company saves at least $2.7 million annually from a
well-designed wellness program.

2. HCA has invested over $50,000 annually in cash awards to employees who
participate in an aerobic exercise program.

3. The Los Angeles Fire Department has a program of teaching meditation to its
trainees.

4. General Motors figures that in 1985, health care costs accounted for $400 of
the cost of every car they produced.

5. Johnson and Johnson and IBM have instituted comprehensive programs of
health checkups and exercise and “life-style” classes for smoking cessation and stress
management.

6. Aerobics Center in Dallas is a focal point for corporate physical fitness pro-
grams. Some 60 corporations are members and there is a waiting list of over 20 more.

7. Employer contributions for employee health insurance have gone from $1.8
billion in 1955 to $101.0 billion in 1985, nearly a hundredfold increase in 30 years.

According to the authors, the examples above signal the beginning of an important
era in the study of human stress and strain in work organizations, its etiological signifi-
cance, and the role of preventive management in its governance. Health promotion and

effective management of work stress in terms of encouraging both preventive and
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therapeutic interventions are slowly becoming important parts of today's corporation’s
strategic mission. The military, however, has been slow to respond to these cues. Even
with a comprehensive health promotion directive issued over 10 years ago (Department of
Defense, 1986) the services have experienced a dearth of efforts aimed specifically at
helping soldiers identify their stress and develop strategies to manage it.

In direct conflict with the Army’s training philosophy of centralized planning
(Department of the Army, 1988) is the fact that capacity to withstand stress varies from
individual to individual. Powell and Enright (1990) have presented this phenomenon in
terms of the analogy of the tap and the glass as shown in Figure 1. If we consider the
body’s limitation for stress to be the glass, we all have a different size and shape glass in-
ternally. This accounts for different capacities for stress. Everyday stress is represented
by the tap dripping drops of fluid into the glass. It is important to notice that just as our
individual stress glasses are different, so our stress taps and what turn on these taps are

different for everyone.

[}
L}

Figure 1. The tap and glass-a model of stress.
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As the level of fluid in the glass rises, it becomes increasingly likely that the body
will produce physical, mental, or behavioral symptoms or any combination of these to this
stress. At some point this becomes critical as seen in Point A of Figure 2 and the body
signals the activation of the stress response. This will vary from individual to individual.
It may be headache, irritability, feelings of depression, crying spells, or a host of other sig-
nals. The person has the opportunity to recognize that the body is being stressed and to
do something about it. If the individual does not take action to reduce the level of stress,
the tap keeps dripping and another critical point is reached. The stress signal may inten-
sify or another stress signal may appear. If this continues without action, stress can bring
the glass to the overflow or breaking point. For Powell and Enright (1990), “the process
of overcoming the problems of stress and anxiety is about learning to turn off the stress

tap and drain down the stress glass” (p. 69).

>»m

Figure 2. The level of stress and degree of symptoms.

The task for soldiers then is to keep things in balance. Tracy (1994) summarizes

this notion of homeostasis well by noting:
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Stress generates strain within the system. Ordinarily the system copes with strain
by means of motivated behavior directed at changing the stresstul input or output.
Normal stress is no problem; in fact, it is called “eustress™ and it motivates high
performance. If the system cannot cope, however, the result is distress. When
stress results in symptoms of distress, something must be done about it before it

harms people or destroys the organization. (p. 132)
The symptoms of distress on the individual can be quite diverse and pervasive.
Figure 3 (adapted from Schell, 1997, pp. 100-111) outlines in lay terms potential conse-

quences of stress on both the individual and the organization.

1. Physiological
Short Term: Heart rate, GSR, respiration, headache
Long Term: Ulcer, blood pressure, heart attack
Nonspecific: ~ Adrenaline, noradrenaline, thymus deduction,
lymph deduction, gastric acid production,
ACTH production
2. Psychological responses (affective and cognitive)
Flight or withdrawal; Apathy, resignation, boredom; Regression;
Projection; Negativism; Fantasy; Expression of boredom with much
of everything; Forgetfulness; Tendency to misjudge people;
Uncertainty about whom to trust; [nability to organize self; Inner;
confusion about duties or roles. Dissatisfaction; High intolerance
for ambiguity, do not deal well with new or strange situations,
Tunnel vision; Tendency to begin vacillating in decision making;
Tendency to become distraught with trifles; Inattentiveness: loss of
power to concentrate; Irritability; Procrastination; Feelings of
persecution; Gut-level feelings of unexplainable dissatisfaction
3. Behavior
A. Individual consequences
Loss of appetite; Sudden, noticeable loss or gain of weight;
Sudden change in appearance; decline/improvement in
dress; Sudden change of complexion (sallow, reddened,
acne); Sudden change in hair style or length; Difficult
breathing; Sudden change of smoking habits; Sudden
change in use of alcohol
B. Organizational consequences
Low performance-quality/quantity; Low job involvement,
Loss of responsibility; Lack of concern for organization,
Lack of concern for colleagues; Loss of creativity;
Absenteeism; Voluntary turnover; Accident proneness

Figure 3. Individual symptoms of stress.
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Simply stated, because stressors draw upon an individual’s finite life-energy sup-
plies, each individual “needs to develop his or her own repertoire of ‘adaptive resources’
in order to use one’s energy supplies efficiently and effectively. Efficient and effective use
of energy is good stress management” (Schell, 1997, p. 33).

The Army has recognized that there is stress associated with military life and spe-
cifically with combat. In typical centralized planning for training fashion, the Army tells
leaders how to handle stress in combat. Figure 4 is adapted from the Army’s current
guidance for such actions (Department of the Army, 1991).

Although there are similarities to Schell’s (1997) comprehensive listing of stress
reactions, the Army’s offering has certain distinct characteristics. First, it correctly rec-
ognizes that there are degrees of stress that a soldier might be experiencing. However, it
seems to place great responsibility on the small unit leader to observe correctly and diag-
nose slight differences in order to take action. Second, the underlying assumption seems
to be that stress is inevitable and one must wait for reactions to do something about it.
This view is common in the literature, particularly in the popular literature about stress
management. A more useful approach would be one that seeks to manage stress prior to
the reaction event. To formulate such an approach, it is necessary to more fully under-
stand what stress is and how persons react to it.

The work of Selye (1974) gives us the now classic general adaptation syndrome,
which can be used to describe what happens to an organism put under a constant level of
stress over time as illustrated in Figure 5. Applied to the human organism, the individual
exists at a state of homeostasis; that is, all systems are functioning normally and perform-

ance is at a constant level. When the new stressor is introduced, the individual begins to
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Most soldiers have these
reactions. No special
treatment is necessary.

Look out for these
reactions.

v
Give on-the-spot
treatment.

Report to your superior.
(Severe reactions)

Unit treatment is
necessary.

Trembling; perspiring/cold sweats; nausea;
frequent diarrhea; frequent urination,;
Pounding heart; stomach pains; anxiety;
agitation

Not moving or talking; seems without
emotion; apathy—cannot be bothered;
moodiness; loss of sense of humor; unable to
concentrate on job; decreased appetite;
overactive; emotional outbursts; loss of self-
control; argumentative; aggressive; unable to

sleep

Remain calm; do not ridicule; calm the
soldier; reassure the soldier; show
understanding; share a joke; team up with
him for a while; if possible, give him a warm
drink, gum, candy; give him a special task

Repeated nausea and vomiting; inability to
use some parts of the body; unable to
perform job; feelings of guilt; excessive use
of alcohol or tobacco

Keep soldier with unit but away from battle;
Allow him to sleep; treat him as a soldier,
not as a patient; have someone stay near
him—supervise; have members of his unit
interested in his welfare; have him help on
small jobs; return him to unit after about two
days

If reactions still persist or are very severe,
CALL A MEDIC

Figure 4. Combat stress and treatment.

adapt to the stress. In the first stage, or alarm stage, performance drops from the normal

level. This is because the person is now concerned about the new requirements placed on

it by the stressor. What is this new level of performance demanded? How can I best meet
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resistance

exhaustion

time 2

Figure 5. General adaptation syndrome.

this demand? How much energy should I expend in meeting this demand? While the indi-
vidual is posing and answering these questions, attention is diverted from the task of
maintaining constant performance. Hence, performance drops. As these questions begin
to be answered and the focus once again returns to the tasks at hand, performance rises
and finally plateaus at a sustainable level. During this resistance stage the focus is on get-
ting the job done. This is where most people probably are most of the time. We are re-
sisting the stress of all of the demands placed upon us. However, at some point in time
the stress becomes too great and we enter the exhaustion stage. Here our performance
begins to drop. We weaken and if the stress continues we ultimately begin to break down.

It is useful to modify the concept of the general adaptation syndrome to obtain a
working model of how stress impacts one’s performance. A number of authors including
Powell and Enright (1990) have done just that (see Figure 6). If we hold time, rather than
the level of stress, constant and vary the amount of stress, we can likewise observe the

impact on performance. At very low levels of stress, there are corresponding low levels
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Figure 6. Relationship between stress and performance.

of performance. This is because there is no challenge, no demand to be met and conse-
quently, nothing gets done. This is not a bad circumstance per se, but for leaders charged
with getting results from individuals and teams, it is unacceptable. As more stress is
added, the level of performance increases correspondingly until it reaches a plateau where
increases in stress do not increase performance level. Eventually, if enough stress is
added, performance gradually begins to taper off and then falls to a very low level. Most
people are familiar with the notion that there is good stress and bad stress. Using this
model we can see that stress is good or functional if an increase in stress yields an increase
in performance, while stress is bad or dysfunctional if an increase in stress does not yield
an increase in performance.

The implications for leadership development are clear. The leader must be trained
to ensure that there is sufficient stress to enhance performance but not so much stress that
it threatens to harm either performance or the performers. This is the essence of stress

management.
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Ina stuay of undergraduate education curricula Wagner (1995) determined that
stress management was one of the top 10 topics needed in leadership development pro-
grams. There are many useful models for the management of stress. A search of the lit-
erature of stress management reveals that the majority of these models focus on reacting
to the stress response. Hence, such diverse methods as behavior modification, relaxation
techniques, biofeedback, time-out, and social support have arisen and been popularized.

Pool (1996) noted that although there is an abundance of experimental research
demonstrating the health benefits of various stress reduction programs, there is little em-
pirical evidence for the comparative efficacy of any one stress reduction regimen or the
relative merit of instruction in stress management compared with participation in social
support groups. This notion is supported by other recent research by Mullins (1995) who
tested three different meditation strategies (progressive muscle relaxation, autogenics,
guided imagery), Digliani (1994) who developed stress management training for police
officers, and Swafford (1993). All of these researchers found no statistical differences
between those individuals trained and the control groups in their studies, yet each re-
searcher reported on the benefits perceived by the study subjects and the need for contin-
ued efforts to develop effective stress management training programs.

We see also great variety in the mode selected for stress management training.
Meditation was found by Anderson (1996) to be a viable stress management intervention
that can be easily and successfully used by teachers, but Chang (1996) determined that a
Zen-based stress management intervention may be expected to be effective within a soci-
ety with a large Buddhist population segment. The less specific, but more universally ap-

propriate methods of mediation have long been used in stress management training
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and best articulated by “the father of deep breathing,” Herbert Benson. Benson (1996)
boils mediation down into two basic components:

One is a repetition—generally silent—of a sound, a word, a phrase, or a prayer.

Or this can even take the form of one’s own breathing. The second component is

passively setting aside other thoughts when they come to mind and returning to the

repetition. (pp. 35-36)

Lists of ways to reduce stress have become popular in recent years. In the space
of five pages, Dunham (1984) provides four lists for reducing stress based on research
consisting of 20, 9, 5, and 6 steps, respectively. Dunham concludes that although there is
similarity in the literature, there also exists the possibility of confusion if general themes
are not identified with the specific needs of the individual.

There is no standard time frame for stress management training. Washburn
(1996) presented training 1 hour a week for 8 weeks. Anderson (1996) used 1.5 hours
per week for 5 weeks while Lyon (1996) used 6 weeks and Digliani (1994) used five 2-
hour sessions. Crago (1995), although discussing stress management training, reports on
“therapy sessions” over a 4-week period. The appropriate time frame seems to depend on
a number of factors including the model selected for training and the organizational con-
text within which the training takes place.

Weybrew (1992) offers the ABC model of stress, which has similar elements to
Lewin’s (1951) force field analysis and Vroom and Yetton’s (1978) expectancy theory of
motivation. In his behavioral approach, Weybrew (1992) describes stress as a process in-
volving (a) antecedents, which involve the individual’s prepotency of needs active at any

given time; (b) behavior or contingencies such as the avoida~ce and approach contingen-

cies for a given action; and (c) consequences or reinforcers of the elicited behavior.
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Weybrew sees perrceived or anticipated stress as barriers between the behavior and the
consequences. He describes these barriers and defines stress as patterns of stress reactiv-
ity (POSR). The individual’s task is to overcome these barriers through feedback and
feedforward processes detailed by Weybrew.

C-O-P-E is an abbreviation that stands for four key types of self and organizational
analyses that Schell (1997) believes are essential for individuals to complete so that they
can understand their unique stress situations and develop their optimal stress coping po-
tentials. In this four letter model: “C” represents the control that individuals perceive
they have over their personal and organizational stressors at any point in time. “O” repre-
sents the outward signs of distress that present—in an individual or in the organization at
any point in time. “P” represents the personality predispositions and conditioned behav-
ioral patterns contributing to an individual’s overall stress level, particularly over th¢
longer term. “E” represents the projected and real energy expenditures and energy re-
turns of the individual over some period of time, such that the predominance of eustres-
sors acts as a sort of stress buffer and such that the predominance of distressors acts as a
sort of catalyst for “stress disability” (p. 36).

Manuso (1984) outlines a model stress management program used successfully in
corporate settings. In this program small groups of employees are taught seven core
techniques of stress management: the quieting response, a method of deep relaxation, as-
sertiveness, psychological coping strategies (including stress inoculation and systematic
desensitization), stretching and isometric exercises, proper dietary and nutritional prac-
tices, and a series of behavioral techniques for changing habits. During an assessment

phase, participants are sent a health hazard appraisal that assesses their health profile and
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risk factors. They are also sent an assertiveness inventory, a Type A-Type B scale, and a
social readjustment rating scale (Holmes & Rahe, 1967). These instruments, according to
Manuso (1984), attract the participants’ interest before the training program and engage
them in ongoing self-assessment procedures before it begins. During the training ses-
sions, participants are taught the seven core techniques mentioned above. The program
utilizes a variety of audiovisual, didactic, and interactive training sequences to accomplish
its goals. Ten weeks after the training, participants are again sent a packet of materials for
self-assessment.

A comprehensive view of stress and stress management presented by Girdano, Ev-
erly, and Dusek (1997) became the primary instrument for evaluating individual stress in
this study. In the model the individual performs a self-assessment along 10 dimensions
(see Table 1) to identify the prepotent stressors. These dimensions yield a profile of the
individual’s total stress vulnerability, which can then be used to address management of

the stress according to the degree of vulnerability.

Table 1

Ten Dimensions of Stress

Self-assessment exercise Dimension of stress
Exercise # 1 Adaptation
Exercise # 2 Frustration
Exercise # 3 Overload

Exercise # 4 Deprivational stress
Exercise # S Nutrition

Exercise # 6 Self-perception
Exercise # 7 Type A behavior
Exercise # 8 Anxious reactivity
Exercise # 9 Control

Exercise # 10 Occupational stressors
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Because these dimensions comprised the instrument used in pretest and posttest of
the sample population, it is important to describe what is meant by each of the dimensions.
Adaptation is the tendency of the body to fight to restore homeostasis in the face of forces
that upset this natural bodily balance. Holmes and Rahe (1967) compiled a list of positive
and negative life events that seemed to contribute to the stress reaction. From these ef-
forts emerged the Social Readjustment Rating Scale (SRRS), first published by Holmes
and Rahe in 1967. This scale originally listed 43 life events, and each carried a weighting
indicating the amount of stress to be attributed to it. The weightings were determined by
the sample population being tested, and the weighting units were called life change units
(LCUs). It is change, or the disruption of homeostasis, that produces stress and adapta-
tion, whether the event is desirable or undesirable. Schell (1997) points to a flaw in this
dimension when he notes, “From an organizational-use perspective, the SRRS’s greatest
shortcoming is its disproportionately low number of life events dealing with work™ (p. 60).

Frustration is the thwarting or inhibiting of natural or desired behaviors and goals.
Four major sources of everyday frustration in the urban and suburban United States are
overcrowding, discrimination, socioeconomic factors, and bureaucracy.

Overload is a level of stimulation or demand that exceeds the capacity to process
or comply with that input, overstimulation. The four major factors of overload are (a) time
pressures, (b) excessive responsibility or accountability, (c) lack of support, and (d) ex-
cessive expectations from individuals and those around them. Any one or a combination
of these factors can result in stress from overload. This can occur in urban, occupational,
academic, and domestic environments. Deprivational stress, on the other hand, is the psy-

chophysiological stress response caused by states of boredom and/or loneliness. It is the
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internal bodily reaction to cognitive understimulation; that is, our body's response to bore-
dom (monotonous, unchallenging tasks) and loneliness (emotional deprivation).

Nutrition is a subset of bioecological causes of stress. This type of stressor is only
minimally colored by our higher perception and thought processes, and this is what sepa-
rates it from the other two major categories of stress (psychosocial and personality).

Several dimensions of stress stem from one’s personality. Self-perception is one of
the most influential factors in human behavior. The origin of much personal stress may lie
within the individual’s concept of self. Major components of self-concept are self-
awareness, self-worth, self-love, self-esteem, self-confidence, and self-respect.

Type A behavior is a specific behavior pattern that adversely affects health. From
their contact with coronary patients, Friedman and Rosenman (1974) formulated a con-
struct of action-emotion behavior patterns that seemed to embody the coronary-prone in-
dividual. This construct was referred to as the Type A personality and included in it the
following characteristics:

1. An intense sense of time urgency; a tendency to race against the clock; the need
to do more and obtain more in the shortest possible time.

2. An aggressive personality that at times evolves into hostility; high motivation,
yet very easy loss of temper; a high sense of competitiveness, often with the desire to
make a contest out of everything; the inability to "play for fun."

3. An intense achievement motive, yet without properly defined goals.

4. Polyphasic behavior; that is, the involvement in several different tasks at one

time.
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Anxious reactivity is another personality type. Anxiety is a basic component of
stress. It is not only a symptom of stress but also a cause of further stress. The anx-
ious-reactive personality is hypersensitive to the feedback mechanisms at work during the
stress reaction. This means that the anxious individual suffers from a feedback "loop” that
perpetuates the anxiety reaction.

The need for control may be the rosetta stone for a more complete understanding
of stress. It can be argued that the most powerful stressor of all is real or imagined loss of
control moderated by the individual’s need to control the events and environments that
impact one’s life.

Occupational stressors are significant because most individuals spend one third of
their adult lives in the workplace. This is a natural place to search for sources of stress but
it is also a natural venue within which to apply stress management techniques. Stressors in
the workplace can be categorized as organizational, individual, or environmental. Organ-
izational stressors include lack of financial rewards, lack of career guidance, overspeciali-
zation, and work overload that may involve time pressure, job complexity, and decision-
making requirements. Individual stressors include occupational frustration, job ambiguity
and role conflict, stifled communication, discrimination, bureaucratic frustration (red
tape), and inactivity resulting in boredom at work. Environmental stressors include occu-
pational change and adaptation (relocation, promotion, reorganization, and down-sizing),
violence in the workplace, time change associated with jet lag and shiftwork fatigue, noise,
lighting, temperature, and ergonomic strain. These certainly open opportunities for the

human resource development practitioner.
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For the basic model of the stress-and-performance-for-leaders workshop this study
turned to another comprehensive approach, called the person-situation interaction model

of stress, offered by Prince (1981). In this model (see Figure 7), stress is thought to arise

ACTUAL ACTUAL
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STAGE 2: Cognitive Comparison
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STAGE 4: Stress
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STAGE 5: Fesdback

Figure 7. Person-situation interaction model of stress.

as a result of several stages of an interactive process. A perceived demand is compared
with the person’s perceived capability to meet the demand. If the two are equal, no stress

results. Conversely, if the two are not equal, the stress response is activated. In other
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words, under this model, an operational definition of stress is an imbalance between per-
ceived demands and perceived capabilities. Because the direction of the imbalance is not
considered, both demand too great for capability and capability too great for demand trig-
ger the stress response. This fits with the concept either too much or too little stress is
harmful. A moderate imbalance between demand and capability will produce the func-
tional stress or eustress described earlier while a large gap will produce distress.

According to Bandura (1977), it is mainly perceived inefficacy in coping with po-
tentially aversive events that makes them fearsome. To the extent that one can prevent,
terminate, or lessen the severity of aversive events, there is little reason to fear them. The
main goal of stress management then is to increase one’s ability to understand the sources
of stress and develop strategies to deal with stressful situations.

An interpretation of the Prince (1981) work yielded a concise yet comprehensive
basic model for use in this study's stress-and-performance-for-leaders workshop. Inits
simplified form, the model focuses on the three key components of demand, capability,
and response (see Figure 8). These three are useful in providing an operational definition
of stress as an imbalance between perceived demands and perceived capabilities, which
then causes the individual to respond to the stress. They are also helpful in providing ru-
brics for the development of stress management strategies. By aligning all possible
strategies under these three general areas, the learner not only can sift through the plethora
of available strategies, but can also select strategies that have specific and targeted aims

such as reduce demands or increase capabilities.
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Figure 8. Modified interaction model of stress.

The foregoing discussion of stress and stress management provides a basis for the
content and philosophy of a stress management training program. To better understand
how best to approach learners, an examination of how adults learn is required.

Human Resource Development and
Adult Learning

Central and most significant in adult learning is what Mezirow (1981) calls
“perspective transformation,” an expanded awareness that is precipitated by life events
that he terms “disorienting dilemmas.” These dilemmas trigger a life transition in which
“old ways of defining problems and solving them no longer work and the stage is set for a
perspective transformation through the critical assessment of psycho-cultural assump-
tions” (Mezirow, 1981, p. 6). Here the HRD practitioner plays or should play a major
role in helping learners move toward more authentic meaning perspectives; more authentic
because they are less distorting of reality, that is they are more inclusive, more discriminat-

ing and more integrative of experience.
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Facilitators of adult learning who are cognizant of the continually evolving sense of
self that occurs throughout adulthood will be guided in their practice accordingly. Sensi-
tivity to this important aspect of adult experience suggests certain guidelines, some of
which are:

To devote time to unstructured solitude, . . . allowing our minds to wander on the

edge of fantasy, . . . to be reflective, to consider strengths and weaknesses, along

with problems and opportunities and a sense of direction, . . . to express your

feelings to help discover them. Many feelings become more defined and suscepti-
ble to change as we disclose them to others who are caring and accepting. In the
process, implicit meanings are revealed and we can sometimes attain even greater

understanding. (Mezirow, 1978b, pp. 354-355)

Knox (1978) also points out that the necessity of adults unlearning interfering ma-
terial also suggests that certain guidelines be followed. Iflearners are too defensive and
anxious because of such interference, it can inhibit learning; therefore, support, reassur-
ance, and assistance are necessary to diminish the sense of threat and increase a sense of
success. Further guidelines suggested by Knox (1978) are (a) emphasize abilities;

(b) provide advance organizers to help build a cognitive structure; (c) relate concepts to
what learners already know; (d) give clear instructions and explanations of concepts that
begin with basic concepts and procedures and progress to more difficult ones; (e) present
memorable encounters to provide the salience and affective intensity that results in greater
learning; (f) utilize varied resources--books, tapes, recordings, films, co-learners--because
preferred resources enable aduits to learn better; and (g) provide opportunities for feed-
back from others in the learning group, self-assessment, or test instruments.

Kidd (1973) believes in the critical role of dialogue in learning. In fact, he writes

that “all learning is a dialogue” (p. 217) and that “for all learning, it is essential that two-

way communication be achieved” (p. 228). He goes on to elaborate on the concept of
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engagement and the importance of being involved in a relationship with the subject or
task, group, environment, or teacher. Kidd (1973) believes that the “opportunity to raise
doubts, air misunderstandings, and become involved by verbalizing” are key factors in
learning (p. 217). Also both security and stimulus are essential; learners must feel both a
sense of well-being and enough of a challenge. “Learning and all kinds of growth arise in
part through the excitement and stimulation of difference and tension, not just from a
condition of well-being” (Kidd, 1973, p. 243). Engagement is related to the affective as-
pects of learning because feelings that are not released can interfere with learning. If there
is no opportunity for learner response, questions, reactions, and so forth, learning can be
inhibited, especially if the perception of threat or attack draws energies toward protection
and defense rather than freeing them for growth, change and learning. *Attitudes are most
likely to be altered when the person is not undergoing threat or tension, to solidify under
covert attack” (Kidd, 1973, p. 129).

Smith (1982) describes a climate conducive to learning as one of collaboration,
personal concern and caring for others, an emphasis on positive feedback, and the expres-
sion of feelings. He contrasts it with one that is impersonal and formal, emphasizing the
negative and errors, and characterized by personal distancing and competition. Smith
further distinguishes among three types of learning models for adults: self-directed, col-
laborative, and institutional, each of which has its own salient features, advantages, and
obstacles. Because Smith (1982) identifies “developing awareness of oneself” (p. 57) as a
central task of learning how to learn, the collaborative mode affords an excellent means of

increasing self-understanding because:
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[It] tends to center in activity related to the exploration of ideas and opinions and
finding solutions to problems. Changes in values, attitudes, and understandings are
often the expected outcome, as opposed to the rapid encompassing of a body of
subject matter. . . . And a group may be helpful for clarifying personal interests and
reasons for changing or for assessing personal potential. (pp. 91-91)

Although collaborative learning is well-suited to self-discovery and self-
understanding, it is not without its pitfalls. The leadership role is a difficult one requiring
many sensitivities to create the climate necessary for successful collaborative learning.
Smith (1982) describes this as:

a mutually supportive climate, one in which one can safely express opinions, test

ideas, try new behavior, and give and get help as needed. It enables the curiosity ,

experience, and problem-solving abilities of several people to be released and har-

monized in order to achieve mutual purposes while meeting individual needs. In-
terpersonal relationships and communication are of central concern. One learns
with and through other people--perhaps as much as from resources outside the

group or brought into the group. (p. 91)

One of the most serious obstacles to collaborative learning, yet simultaneously the
factor that makes it possible at all, is the past experience of the learners. If reintegrating
and redefining the meaning of past experiences in life is seen as the chief purpose of adult
learning (Lindeman, 1961), then the fund of life experience is the basis for learning and
each person in a learning group becomes a resource for this process. On the other hand,
this body of experience can also be a deterrent. As Smith (1982) puts it:

Past experience then constitutes a base for new learning and a source of obstacles

discouraging deliberate entrance into education or hampering learning and change

once in. It often requires “unlearning” and helping adults to raise their established
meanings, values, skills, and strengths to a conscious level, and to examine these
meanings, values, skills and strengths and proceed to a new awareness, to the per-

ception of new relationships and new insight about themselves. (pp. 41-42)

Because of this, the task of the facilitator of collaborative learning is challenging

and difficult. The “Jonah complex” is the denial of our talents and potential for greatness
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because of the ambivalence we feel toward growing and changing. Humans are pulled
between “the need to know and the fear of knowing” (Maslow, 1968, p. 60).

The work of Jung (1971) provides the basis for Kolb’s (1981) learning style theory
in which Kolb envisions growth and learning as the development of ever greater complex-
ity and integration of the four learning dimensions of concrete experience, reflective ob-
servation, abstract conceptualization, and active experimentation. As individuals develop,
they gain greater affective, perceptual, symbolic, and behavioral complexity, respectively,
and these also become more completely integrated with one another during adulthood.
Adult development and learning, therefore, involves “higher level integration and expres-
sion of non-dominant modes of dealing with the world” (Kolb, 1981, p. 236). In Kolb’s
model, learning requires the expression and integration of abilities that are polar opposites-
-reflectivity/activity and concreteness/abstraction. “Thus, in the process of learning one
moves from actor to observer, from specific involvement to general analytic detachment”
(Kolb, 1981, p. 236). No single one of these modes is exclusively good or exclusively
bad; all are necessary and each has its advantages and disadvantages. As a person be-
comes more complete and more fully functioning, however, “development in one mode
induces development in the others,” resulting in greater complexity, wholeness, creativity
and growth (Kolb, 1981, p. 249).

Kolb speaks out against the damage done to individuals by a reductionism that
actually encourages the disintegration of the person rather than growth and integration.
Because of an overemphasis on specialized functionalism, Kolb (1981) writes:

The great organizations of our present-day civilization actually strive for the com-

plete disintegration of the individual, since their very existence depends upon the
mechanical application of the preferred individual functions of men. It is not man
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that counts but his one differentiated function . . . he is even exclusively identified
with this function. (p. 250)

Experiential learning enables individuals to develop their nondominant abilities as
well as their dominant ones. To experience, observe, conceptualize, and experiment are
latent capacities of every person, and in the higher stages of adult development, beginning
typically in mid-life or mid-career, learning in the nondominant mode is necessary for con-
tinued growth.

A key concept in adult education is andragogy. Mezirow (1981) defines an-
dragogy as “an organized and sustained effort to assist adults to learn in a way that en-
hances their capability to function as self-directed learners” (pp. 21-22). This involves de-
creasing learner dependency on the educator, assisting learners to use resources, including
the experience of other persons, assuming responsibility for their choices and progress,
and facilitating self-reflection, problem-posing, and a positive self-concept in a climate
supportive of changes, risk-taking, and examining perspectives.

Knowles (1980) bases andragogy on four critical assumptions that contrast with
the assumptions of traditional pedagogy: (a) a self-concept that moves toward self-
directedness, (b) “a reservoir of experience that becomes an increasingly rich resource for
learning” (p. 45), (c) learning readiness related to the developmental tasks of adult roles,
and (d) immediate applicability of learning.

At its best, stress management training for soldiers should embody the principles of
andragogy. Additionally, this training can go a long way toward helping soldiers realize
their full potential in the social roles in which they find themselves. For some it could even

be a focal point in their lives.
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An important dimension of adult development and transition is described by Mezi-
row (1978a) as “learning how we are caught in our own history and are reliving it" (p.
101). Usually a challenge or “disorienting dilemma” precipitates a critical assessment of
the structure of psychological and cultural assumptions which shape our lives, referred to
by Mezirow (1978a} as a “meaning perspective, . . . a personal paradigm for understand-
ing ourselves and our relationships” (p. 101). Because the current meaning perspective
does not provide an effective way of dealing with the life crisis or dilemma, we begin a
process which Mezirow calls “perspective transformation,” a shift to a more authentic
meaning perspective, which enables the person “to find a new sense of identity ... which
can lead to greater autonomy, self-determination and responsibility—important gains in
personal identity” (1978b, p. 17). In a study of women participating in college reentry
programs the transformation cycle was found to consist of (a) a disorienting dilemma,
(b) self-examination, (c) a critical assessment of assumptions, (d) relating one’s discon-
tent to a public issue, (e) exploring options for new ways of living, (f) building compe-
tence and self-confidence in new roles, (g) planning action and acquiring the knowledge
and skills for such action, (h) provisional action, and (i) reintegration into society
(Meazirow, 1981)

Several important points are made in his explanation of perspective transformation.
One is that meaning perspectives are not merely intellective; they have dimensions of
thought, feeling, and will. Another is that “moving to a new perspective and sustaining
the actions which it requires is dependent upon an association with others who share the
new perspective” (Mezirow, 1978a, p. 105). Support and reinforcement from others is

necessary. A third important consideration is the criteria for evaluating the quality of
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meaning perspective. Because a fundamental need of humans is to discover the meaning
of their experience, one perspective is better than another because it is more inclusive,
more discriminating, and more integrative of experience and also because it enables the
peison to move eventually to still broader perspectives (Mezirow, 1978b, p. 17).

A transition occurs if a person abandons one set of assumptions in favor of new
ones that enable the person to behave differently and to see oneself and one’s relationships
differently. Schlossberg’s (1981) model for analyzing adaptation to such transitions takes
into account the person’s balance of resources to deficits at the time of the transition, the
life environments of the person before and after the transition and the characteristics of the
person himself or herself, including his or her sense of competency, well-being, and health.

Especially significant for the facilitator of stress management training for adults are
two observations made by Brammer and Abrego (1981). They state that “if persons be-
lieve they are powerless to respond effectively to change, they are not likely to attempt a
proactive response . . . [and also that] extra sources of social support” (pp. 27-28) often

are needed in times of transition.

Leadership and Organization Development
If one is to develop effective stress management training in an Army, an under-
standing of the workings of leadership and organization is essential. One key to learning
effectiveness in organizations is the concept of systems thinking. Gardner (1995) recog-
nizes the importance of systems in complex human endeavors when he states, "In the
ever-renewing society what matters is a system or framework within which continuous

innovation, renewal and rebirth can occur” (p. 5). This view is important to Gardner
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because parts of the system are interconnected in such a way that a change in one affects
all. For the HRD practitioner, this implies that training events and interventions must fit
the whole system, including the value system of the organization to be meaningful.

The notion of systems thinking for organizational learning is perhaps best articu-
lated in Senge's (1994) The Fifth Discipline. In describing systems thinking in organiza-
tions, Senge (1994) states:

Businesses. . . are bound by invisible fabrics of interrelated actions, which often

take years to fully play out their effects on each other. . . . Systems thinking is a

conceptual framework, a body of knowledge and tools that has been developed

over the past fifty years, to make the full patterns clearer, and to help us see how

to change them effectively. (p. 7)

The function of the HRD practitioner in such an environment then is to understand the
system and to cause others to act in a way that supports the purposes of the system.

In practice, human resource development tends to be specific. We think of the
lone adult striving to better himself or herself by pursuing mastery in fundamentals of ac-
counting, reading comprehension, or stress reduction. In this country of hearty individual-
ism we hold the belief that the educational needs of the solitary citizen are more important
than those of the group. Collective learning tends to be more general and aimed at group
goals. Common objectives are to get along better, improve communication, identify better
work processes, and so on.

There is a need for both individual and collective approaches because the two are
so intimately intertwined in both theory and practice. Nadler and Nadler (1991) define
human resource development as "organized learning experiences provided by employers

within a specified period of time to bring about the possibility of performance improve-

ment and/or personal growth" (p. 4). Human resource development holds the potential
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for an ever-expanding body of knowledge. To maximize its potential, human resource
development efforts should employ multi-echelon strategies; individual, small group, or-
ganizational, community, national, and global. As a responsible segment of society, hu-
man resource development institutions must provide both individual and collective ap-
proaches responsive to the needs of individual and collective clients.

Another key role for human resource development is evaluation. In providing
learning opportunities, there must be established criteria for determining when objectives
are reached. Who should determine these criteria? Who should conduct the evaluation?
When and how often should evaluation be conducted? These are proper questions for
practitioners of human resource development to ponder.

Kirkpatrick (cited in Nadler & Nadler, 1991) presents a model for evaluation that
uses four levels to assess results of training: reaction, learning, behavior, and results. The
skillful HRD practitioner will use these levels as tools for evaluation without falling into
the trap that there is a strict hierarchy of value in them. For example, the reactions of a
key leader in the organization may be more useful in the long run than positive results for
any one employee.

Lippitt (1982) discusses the concept of organizational renewal as a learning proc-
ess involving the members of an organization. If an organization is to renew itself (i.e.,
“initiate, create, and confront needed changes so as to become or remain viable” [Lippitt,
1982, p. xiv]), then the organizational climate must support learning. “Renewal depends
upon a process of continual learning” (Lippitt, 1982, p. 348).

Argyris and Schon (1978) go even further. They posit that a particular type of

learning is required for organizations to become self-renewing and to remain viable.
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Distinct from “single-loop learning,” which solves only problems within the context of
previously existing organization norms, “double-loop learning” goes further in that it ac-
tually questions and examines the assumptions upon which operating procedures and
practices are based and which make restructuring and modifying norms possible. This
type of learning seems to be more and more necessary for organizations to survive and
evolve in a rapidly changing environment.

Trist (1970) explains that both personal and organizational forms of adaptation
that were functional in simple environments are inadequate for complex environments
characterized by interdependence and uncertainty. Today’s organizations, including the
Army, are just such “turbulent fields” and require new ways of operating other than the
competitive, authoritarian, mechanistic structures that suited the technocratic bureaucracy.
Trist seems to be saying organizations such as the Army must abandon the organizational
forms that heretofore have defined them.

Total quality management (TQM) and continuous quality improvement (CQI) are
organization development approaches that have grown out of the earlier quality of work
life (QWL) movement. The quality of work life movement in organizations included such
concepts as industrial democracy, decentralization, organizational fluidity, networks,
power and information sharing, work teams, and so forth. As Bennis (1976) and Toffler
(1980) have both pointed out, bureaucracies are gloriously insufficient in rapidly changing
times. Networks of informal open communication, more decentralized than traditional
rigid hierarchies, are more appropriate. The best companies are in this sense learning envi-

ronments in which the human element is valued rather than debased. The connection
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between adult learning and democracy so clearly pointed out by Lindeman (1961) be-
comes evident.

Peters and Waterman (1982) discovered that managers need attitudes and talents
similar to adult educators. They may need to exhibit some qualities of the counselor, such
as empathy. They may even have to engage in self-discovery.

Hierarchical managerial authority is also outmoded and problematic in American
business. “Within the walls of the corporation, the military model of the relationship be-
tween the superior and subordinate is often sacrosanct. In most large corporations one
simply doesn’t question the boss” (O’Toole, 1981, p. 124). The assumption is counter-
productive in a society shifting from industrial production to the delivery of services and
information where sensitivity to human needs and creativity is essential. O’Toole (1981)
observes:

In the future the prime task of management will be the development of human re-

sources—if only because less than twenty percent of all workers in the United

States are still engaged in the direct production of goods. Service and knowledge

industries have only one resource—people. (pp. 127-128)

Such an environment, even in the Army, requires individuals who can think for themselves
and function as centers of intelligent awareness rather than simply obey the orders of a su-
perior.

The changing nature of organizations in the last decade of the 20" century causes
special concern for managers and leaders. Fritz (1994) observed that “most people in
leadership positions think stress will just disappear if they don’t dwell on it. Not true” (p.

10). Commanders of Army units, following this same maxim, devote little or no time to

preparing their soldiers to deal with stress.
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Stone (1995) also sees the changing nature of organizations leading to stress in the
workplace. He observes:;

As functional silos are falling, companies are moving increasingly to team-based

organizations, and managers are being exhorted to empower their employees. The

scramble to handle and implement these changes, combined with the lack of clar-

ity—and sometimes conflicting needs—for change, results in burnout. (Stone,

1995, p. 1)
One good way to empower Army leaders is to provide them with a way to handle their
own future stress and assist their subordinates in dealing with stress. This will also engen-
der in soldiers the trust that is essential in all phases of military operations.

Comish, Swindle, and Daboval (1994) see the solution to workplace stress embod-
ied in trust: “Job stressors vary with specific situations such as constant deadlines, heavy
workloads and high-pressure work environments, but common to most stressors are un-

certainty, fear and doubt” (p. 25). They also provide guidelines in Figure 9 for organiza-

tions to follow in order to reduce stress.

Policies Likely to Support Positive Trust and Reduce Negative Trust
- Flexible scheduling to fit firm and individual needs
- Formal mentoring system
- Awards/comparable pay for part-time workers
- Near-site or on-site day-care support
- Concern for special employees and their problems
- Promotion of special employees who meet guidelines
- Clear communication of adopted policies
- Open communication channels within the firm
Stress is diminished
Fear, uncertainty and doubt are less of a problem

Figure 9. The trust/stress strategy.

According to Kelly (1997), “Employees need simple, easy-to-remember formulas

to cope with stress” (p. 51). In this case the formula is Kelly’s A-A-A method representing
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awareness, attitude, and action. Tracy (1994) links the concepts of individual stress to the
larger phenomena associated with stress in organizations:

Employees who are in distress may show a variety of symptoms. They may per-
form poorly or erratically. They may abuse drugs or alcohol, or engage in other
forms of self-destructive behavior. They may show frantic bursts of energy fol-
lowed by periods of depression. . . . Departments or even whole organizations may
exhibit similar signs of distress. Typical symptoms are chaos, lack of cooperation,
sabotage, backstabbing, frequent random changes of direction, and other forms of
ineffective or destructive behavior. If stress remains unrelieved for long periods of
time, the organization may collapse and dissolve. (p. 132)

There are, therefore, clearly implications for managers and Army leaders. Tracy
(1994) advocates that managers differentiate the source of the stressor and take appropri-
ate actions. If stress is the result of purely work site causes, the manager should take
steps to alter the demands on the employee. Tracy (1994) notes, however:
When stressors are not under managerial control, as when an employee’s domestic
situation is falling apart, it may not be wise to lighten the employee’s work load.
Maintaining a feeling of competence at work may be holding him together. In-
stead, help should focus on giving the employee skills to cope with the problem.
The organization may offer or pay for family counseling services, alcoholism and
drug abuse rehabilitation, psychological counseling, and training in problem solving
as well as the usual range of medical services. The role of the manager may be to

encourage use of these aids, because employees are often reluctant to admit that
they need them. (p. 133)

Although the Army has led the way for integration of the races and women in the
workplace in this country, today’s soldiers face a form of stress that André (1995) has
identified and calls diversity stress. Diversity stress for soldiers is the “discomfort they feel
when they face a situation in which, because of the presence of multicultural factors, their
usual modes of coping are insufficient” (Andre, 1995, p. 489). Examples of this could

stem from situations such as a Jewish U.S. soldier training an Arab counterpart; or a

-

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



N
(]

female soldier assigned to a Japanese headquarters where the work day extends into the

night and the nightclubs.

Summary

The literature provides guidelines for the practice of human resource development
and in particular for the development of stress management training in military organiza-
tions. First, the training should be based on a sound model of stress that is comprehensive
yet simple enough to be easily understood and used by soldiers. Second, the model se-
lected should recognize that stress is operational at the individual level and, therefore, it
should permit maximum flexibility in application by individual soldiers. Third, the model
should address the goal of reducing the costs of stress in monetary and human terms. Fi-
nally, the stress management training program must recognize the organizational context
within which soldiers operate.

There is currently a gap in Army programs in terms of stress management training

for leaders and soldiers. This study takes a major step in closing that gap.
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CHAPTER III

METHODOLOGY

Purpose

This is a qualitative study with certain quantitative aspects involved in the analysis.
It focuses on the perceptions and attitudes of actual participants in a program incorporat-
ing the concepts of stress management collected over a three-month period, identifies is-
sues and problems surrounding the training for stress management in the Army, and makes
recommendations about how to introduce adult learning concepts into training for sol-
diers.

To obtain the required information, a case study approach was used to describe a
stress management training program. According to Cockerill (1962) the case study can be
used as a tool for moving from specific examples of real situations to general principles
regarding practice. In this instance, the purpose of the study requires an analytical stance
toward the data that “seeks not only to describe but also to explain” (Darkenwald, 1980,
p- 75). The need to go beyond description to achieve more incisive and generalizable
findings requires the linking of several methods that, taken together, may yield more in-
formation of value than the use of any one method alone.

In general, this study was characterized by the three features of qualitative research

described by Brookfield (1983) as follows:

31
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1. A substantive concern with the exploration of perceptions and attitudes, and
with understanding the inner meaning and significance of behaviors.

2. Areliance on certain data collection techniques, open-ended interviews, par-
ticipant and nonparticipant observation, and the use of unobtrusive measures.

3. A predilection for the application of grounded theory towards the analysis and
coding of data, discernment of central themes, generation of hypotheses, and establish-
ment of typologies and classifications.

This analysis for this study involved four approaches to data collection: (a) exami-
nation of documentary evidence, (b) on-site observation and participation, (c) self-
reported survey data, and (d) critical incident exploration. This was supplemented by ele-
ments of grounded theory in that both surveys and other forms of observation were con-
ducted in a flexible way to be open to new elements rising out of the data that might be
pursued further either by returning to earlier surveys, and interviews, or by studying a
larger number of organizations and individuals to “saturate” effectively a new-found cate-
gory. An inductive approach to theory development was used, incorporating elements of
a modified grounded theory approach. The quantitative aspects of the study included
administration of a pretest and posttest stress instrument and statistical analysis of the re-
sults.

Grounded theory is relevant to this study as it is described by Darkenwald (1980)
as “an inductive approach to research that focuses on social interaction and relies heavily
on data from interviews and observations to build theory grounded in the data rather than
to test theory or simply describe empirical phenomena” (p. 64). This summanzes the more

thorough presentation of grounded theory developed by Glaser and Strauss (1967) in The
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Discovery of Grounded Theory: Strategies for Qualitative Research, in which the
authors describe a range of procedures for identifying categories from which new theory
can be generated.

Of these four approaches, it was anticipated that useful information would come
from focused group interviews with participants and from the use of critical incident re-
search with participants. The relevance of these two techniques to qualitative research is
well established.

Interviewing is a method of finding out “what is in and on someone else’s mind”
(Patton, 1980, p. 196); that is, to gain access to the perspective of the person being inter-
viewed rather than to assume preconceived categories. The purpose of interviewing is to
find out information that is unavailable through printed materials or from direct observa-
tion. It allows us to understand why learning efforts were carried out as they were and the
meanings attached to them by both leaders and participants. The main aim of interviewing
is “to get information . . . to do with the respondent’s experiences or with his knowledge,
opinions, attitudes, habits or practices” (Chein, 1984, p. 4).

A type of group focused interview was embedded in the training in the form of
worksheets about the individual’s stress history and responses to stress. The use of indi-
vidual focused interviews to obtain the opinions of participants was considered but re-
jected. The highly transient nature of the subjects coupled with the Army’s need to pre-
serve anonymity made follow-up interviews impractical. The necessary structure or
standardization of questions common to all interviews upon which commonalties and dif-
ferences are more easily apparent was obtained with open-ended portions of the pre- and

posttraining surveys. This strategy would not preclude the discovery and discussion of
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new topics not anticipated when the survey was initially developed. Thus, the study was
able to provide a vehicle which “keeps the interaction focused, but allows individual per-
spectives and experiences to emerge” (Patton, 1980, p. 201).

Critical incident techniques were developed to go beyond the boundaries of in-
formation customarily gathered through interviews to obtain more clearly “a record of
specific behaviors from those in the best position to make the necessary observations and
evaluations” (Flanagan, 1954, p. 355). In this study, participants’ critical incidents were
used not only to supplement interviews and to generate a large number of written re-
sponses on dealing with stress, but were also used as a central piece of the training pro-
gram itself. The process of critical incident research in a variety of settings has been de-
scribed by Kohl and Carter (1972) and Qaklief (1976). While Flanagan (1954) preferred
the direct observation of incidents, the general practice is the use of *recalled incident
data” by respondents to specific questions put to them.

The use of critical incident research is described by Nadler (1982) as a means of
involving participants and program designers in evaluation of ongoing programs. This in-
cludes areas pertinent to this study including level of stress, reactions to stress, and meth-
ods of dealing with stress.

Direct observation of learning activities included at least one illustrative activity in
each group using checklists that record the instructional strategy and methods used, the
interaction between the facilitator and the participants, the interaction between the partici-
pants themselves, the role of learner needs and experiences, and the role of critical reflec-
tion in the instructional process. This study employed focused surveys to identify the

meanings, relationships, and implications of factors found present in learning settings.
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Therefore, the use of on-site observation and impressionistic description of activities was
limited to confirming the accuracy of survey findings and discerning discrepancies between
survey data and practice.

Observational techniques of research are an important approach to conducting de-
scriptive research in which the purpose is to describe systematically the facts and charac-
teristics of a given population or area of interest, factually and accurately (Isaac, 1971).
Grounded theory research goes beyond the simple description of empirical phenomena.
Glaser and Strauss (1967) as well as Darkenwald (1980) have argued that grounded re-
search relies heavily on data from interviews and observations to build theory grounded in
the data.

Whether direct observation is used in simply descriptive research, or to derive
grounded theory, or in theorizing about critical incidents, the emphasis is upon clarity by
the observer of those behaviors being observed, their relationship to each other, and their
possible implications.

Quantitative data were gathered before, during, and after the training. Before
training, a baseline was established by having participants complete the 10 self-
assessments described above to determine the level of stress in participants. During the
training, skill mastery evaluations were taken to see if the participants had grasped and
could perform the skills taught. After the training, follow-up measurements were taken to
determine the degree to which participants were applying the learned skills back on the
job. For the before and after measurements, participants’ leaders were also asked to

comment on participants’ use of workshop skills.
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Treatment
Subjects were randomly assigned to five groups as shown in Table 2. Three

groups (#1, #2, and #4) received the stress-and-performance-for-leaders training, one
group (group #3) received training in combat stress (placebo), and one group (group #5)
received no training. A pretests and a posttest, each consisting of the 10-dimension self-
assessment, were administered to all of the groups. All groups except the untrained group
were given feedback on their self-assessments (pretest). This experimental design was in-
tended to control for nontraining effects and provide a good picture of the impact of stress

and performance training in the population studied.

Table 2

Treatment Groups

Treatment group Frequency % Cumulative %

#1 Trained 24 21.6 21.6

#2 Trained 26 234 45.0

#3 Control 24 21.6 66.7

#4 Trained 24 21.6 88.3

#5 Untrained 13 11.7 100.0
Total 111 100.0

The stress-and-performance-for-leaders workshop for this study consisted of a 2-
hour, classroom learning experience. The training addressed the task of developing and
applying control of stress strategies. To accomplish this task, participants had to master

elements of knowledge that supported the goal. These elements were (a) to define stress
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operationally; (b) to describe the relationship of stress and performance, (c) to describe
sources of stress; (d) to identify constructive and destructive responses to stress, and
(e) to describe strategies to manage stress in terms of demand, capability, and response.
In the workshop, participants first calculated their personal level of stress by com-
pleting a Stress and Performance Worksheet. Next they determined if the level of stress
was functional or dysfunctional by reviewing their Stress Response Worksheet. Through
discussion and reflection, participants analyzed their sources of dysfunctional stress. The
final task of the workshop saw participants developing a strategy for changing dysfunc-
tional stress into functional stress using Stress Strategy Worksheets and ensuring that the
selected strategy addressed demand, capability, and response aspects. To implement
strategies to control stress such that dysfunctional stress is removed and performance is
enhanced, the participants completed an Action Plan for use back on the job. The lesson
outline for the workshop is shown in Appendix A and Appendix B contains the instruc-

tor’s guide.

Instruments
The primary research instrument for gathering both baseline and follow-up data on
individual stress was the 10-dimension self-analysis of Girdano et al. (1997) described
above. For the first dimension, adaptation, the Holmes-Rahe Social Readjustment Scale
was used with an open-ended response ranging from O and higher. Each of the other nine
dimensions had a 10-item questionnaire with possible scores ranging from 10 to 40 points.
This instrument (see Appendix C) was distributed to subjects 1 week before training with

instructions to complete the instrument prior to the training session. Along with the
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instrument was a cover sheet that asked the participants to provide certain demographic
information and provided them with the standard Army privacy act statement (see Ap-
pendix D).

Once the self-assessments were completed and scored for each dimension, they be-
came part of the training model by having participants transfer their scores to personal

stressor profile summary sheets (see Figure 10).

Personal Stressor Profile Summary Sheet

EXERCISE: 1 2 3 4 ) 6 7 8 9 10

Depn- Sef- Type A Amxous Occupshonal
Adaptation Frustration Owverioad  vation Nutrion  Perception Behavior  Reactvity Control  Stressors

*400 *40 *40 30 *30 *40 30 30 40 40
Scores . . . . . . . . .
Indicauve of . . . . . . . . . .
*350 *35 35 35 35 35 *35 35 °35 35
R S A
Vulnerability . . . . . . .
to Stressors

°15
*100 10 «{0 10 +10 *10 ‘10 *10 *10 *10
daptax front
v Evety & Dk e S\ i, Jopramcts et el /o 1 2 o YT M 2 ) e i dumgrtx.

Figure 10. Personal stressor profile summary sheet.

Immediately following training, participants were asked to complete a short survey
that asked them questions about their reactions to the training (see Appendix E). Specifi-
cally, they were asked to indicate their confidence in their ability to perform the following

tasks: “Understand sources of stress and reactions to stress,” and, “Develop and apply

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



on
D

strategies to manage stress.” Participants were also asked to indicate the degree to which
they agreed or disagreed with the statements, “The content of this workshop is relevant to
my job,” and “The activities in this workshop helped me learn the material.” To provide
impetus for transfer of learning back to the work site, participants were asked to give an
example of how they planned to use what they learned in the workshop. They were also
asked to describe a future stressful event and situation,; finally, they were asked to predict
the amount of stress for the future event or situation on a scale of 1 to 10.

Approximately 6 to 8 weeks after training, participants were asked to complete the
self-assessment instrument again and to complete another short survey. This time they
were asked to indicate their confidence in their ability to perform the following tasks:
“Understand sources of stress and reactions to stress,” and, “Develop and apply strategies
to manage stress.” Participants were also asked to indicate the degree to which they
agreed or disagreed with the statements “Since the training, I have had a major stressor in
my life,” and “The workshop helped me manage stress in my life.” To check on transfer
of learning back to the work site, participants were asked to give an example of how they
used what they learned in the workshop back on the job or in their own life. They were
also asked to describe a future stressful event and situation and finally, were asked to pre-

dict the amount of stress for the future event or situation on a scale of 1 to 10.

Subjects
The subjects in this study are discussed in some detail because some readers may
be unfamiliar with military life or certain aspects of the situation that may have impact on

the outcomes of this or future studies.
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Setting, Location, and History

The site chosen for this study was Fort Campbell, Kentucky, which straddles the
Kentucky-Tennessee border at Clarksville about 60 miles north of Nashville, Tennessee.
Fort Campbell is the home of the United States Army’s 101* Airborne (Air Assault) Divi-
sion. The 101" Airborne Division (nicknamed the “Screaming Eagles” for the distinctive
predatory bird on their shoulder patch) was formed as one of the parachute assault or
“airborne” units during World War II. The division saw significant wartime combat in the
highly successful Operation Overlord, the D-Day Normandy invasion popularized in the
movie The Longest Day, and in the failed Operation Market Garden, the complicated and
overreaching airborne assault on the Nazi-held Dutch city of Arnhem, popularized in the
movie A Bridge Too Far. The division was later committed to combat in the Republic of
Vietnam from its home base at Fort Benning, Georgia, during the 1960s. Upon return
from Vietnam, the division relocated to its present home at Fort Campbell. Because of the
relatively high proportion of helicopter to parachute operations in Vietnam, the division
was given the additional designation of “air assault.” The division is currently part of the
XVIII Airborne Corps based at Fort Bragg, North Carolina, and is part of the country’s
rapid strike force with a mission to respond quickly to any contingency worldwide.

The specific unit chosen for study was the 716" Military Police (MP) battalion.
This battalion is an asset of the XVIII Airborne Corps, which means that, in addition to
supporting Fort Campbell and the 101" Division, it also has responsibilities to support
other organizations. Of the initial 125 soldiers selected randomly for the study, 111 were
finally included in the data presented. Fourteen soldiers were excluded from the final

study because seven had left Fort Campbell for other assignments during the study, one
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was on leave (vacation) at the time of the posttest, and six had erroneously completed

their instruments to a degree that made their data unusable.

Organization

Figure 11 depicts the organizational lines of command and control for the 716"

MP battalion. The battalion is organized as a bureaucratic hierarchy with a central point

(X [N
DPM Mp ............................................... MP 716th
!
101 [MP] 194[MP] HHD [MP] 553 ‘MP:  wmpc [P
.808
o [WP] o [WP]) o WP
(X ]
1-3 “l: OPS | MP
DS —_].I
[ ]
4 1-4 | P
GS :
31 MP Teams 44 MP Teams (44 MP Teams)
Standard Military Symbols:
o0 ::f [ 1|
section platoon company battalion

Figure 11. Organization of the 716" MP Battalion.
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of leadership in the battalion commander. At the time of the study, four company com-
manders (101 MP Company, 194" MP Company, Headquarters and Headquarters De-
tachment, and Military Police Company) reported to the battalion commander and were
responsible for all operations within their respective companies. Similarly, each company
is comprised of platoons and sections, which execute their missions under the command

and control of the company commander.

Missions

The mission of the 716" MP Battalion is to deploy worldwide, providing military
police combat and combat support to 101* Airborne Division (Air Assault) and as directed
by Forces Command for contingency operations. Forces Command is responsible for the
deployment and utilization of all combat units within the continental United States. Addi-
tionally, the battalion is to provide uninterrupted force protection/community assistance
(FP/CA) to Fort Campbell while in garrison. The unit strength is approximately 500 per-
sonnel. The sample, therefore, represented over 20% of the battalion strength.

The mission of the Headquarters and Headquarters Detachment (HHD) is to pro-
vide administrative, intelligence, operational, and logistical support for the 716" MP bat-
talion. The approximate unit strength is 66 personnel.

The mission of the Military Police Company (MPC) is to conduct uninterrupted
force protection/community assistance on Fort Campbell and in accordance with Army
Regulation 5-9; to conduct terrorism counteraction and special threat operations; and to
support contingency and deployment operations. The approximate unit strength is 110

personnel.
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The mission of the 101" Military Police Company (101 MP) is to deploy and pro-
vide military police combat support to 101* Airborne Division (Air Assault) and, on order,
provide direct support to a brigade-sized task force. This function is monitored through
the division provost marshal (DPM). The approximate unit strength is 130 personnel.

The mission of the 194" MP Company (194 MP) is to deploy worldwide, provid-
ing military police combat and combat support as directed by Forces Command for con-
tingency operations. The approximate unit strength is 216 personnel.

The 533™ MP Company (533 MP), to be activated in late 1997, will have the
same mission as 194" MP Company. The approximate unit strength will be 200 person-
nel.

Military police typically operate in the three-person teams (driver, gunner, and
team leader) in the high mobility multipurpose wheeled vehicle ( HMMWYV). There are 44
three-person teams in the 194th MP Company.

All units in the battalion were represented in the study (see Table 3). The total
number of subjects (111) was truly a cross-section of the battalion as a whole. Figure 12
shows the representation of each unit in the study and in the battalion. There was a very

close approximation of the unit strength levels in the study.

People

The average age of participants in the study was 31 years with a standard deviation
of 5.7 years. The youngest participant was 21 and the oldest was 46 years old. The sam-
ple was somewhat different from the Army as a whole in terms of age. Army averages

(Department of Defense, 1996) for the age groups are shown in Table 4.
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Table 3

Study Participants’ Unit of Assignment

Unit of assignment Frequency % Valid % Cumulative %
HHD 15 13.5 15.6 15.6
MPC 24 21.6 25.0 40.6
101st MP Company 28 25.2 29.2 69.8
194th MP Company 29 26.1 302 100.0
Total valid 96 86.5 100.0
Missing 15 13.5
Total 111 100.0

7%

716th MP Battalion by Unit

Study Participants
24%

24%

Unit Strength

25%

|MHHD @ MPC ©101 MP & 194 MP|

13%

2%

Figure 12. Study participants compared to unit strength.
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Table 4

Age Categories for Army and Study Subjects

Age category Army-wide % Study %
25 and under 48.7 245
26-30 20.8 22.7
31-35 15.4 273
36 and over 14.1 25.5

The participants in the study were a good deal older than is reflected throughout
the Army (see Table 5). This was probably due to the nature of the 716" MP Battalion.
First, all soldiers in the battalion have already completed basic and advanced individual
training before assignment, thus eliminating the very youngest soldiers from participation.
Second, as a military police organization, the 716" seeks to attract a more mature enlistee

for the difficult work of law enforcement.

Table §
Age of Study Participants
Age category Frequency % Cumulative %
25 and under 27 243 24.5
26-30 25 225 473
31-35 30 27.0 74.5
36 and over 28 25.2 100.0
Total valid 110 99.1
Missing 1 0.9
Total 111 100.0

I
|
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Most of the participants were married (66.7%) while 18% and 5% were single
and divorced or separated, respectively (see Table 6). The two-thirds married rate is
somewhat higher than the Army population in general, reflecting a married rate of only

57% (“The Soldier’s Almanac,” 1997).

Table 6

Marital Status of Study Participants

Marital status Frequency % Cumulative %

Married 74 66.7 66.7

Single 20 18.0 84.7

Divorced/separated 17 15.3 100.0
Total 111 100.0

Of the study participants, 13.5% were women (see Table 7), which closely ap-
proximates the 14% of women in the total Army population (“The Soldier’s Almanac,”

1997).

Table 7

Gender of Study Participants

Gender Frequency % Cumulative %

Male 96 86.5 86.5

Female 15 13.5 100.0
Total 111 100.0
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Time in service is another important discriminator between soldiers. The partici-
pant with the greatest longevity had 22.8 years in service while the person with the least
had been in the Army only 11 months. The mean time in service was 10.87 years with a

standard deviation of 5.23 years (see Table 8).

Table 8

Study Participants’ Time in Service

Time in service Frequency % Cumulative %

Under S years 16 14.4 14.4

5-10 years 34 30.6 45.0

10-15 years 36 324 77.5

15-20 years 21 18.9 96.4

Over 20 years 4 3.6 100.0
Total 111 100.0

On average, participants had served for 21.9 months at Fort Campbell (see Table
9). The participant serving the least time at Fort Campbell had been there only | month,
while one soldier had been at Fort Campbell for an incredible 85 months. This is particu-
larly remarkable considering that Army policy guidelines call for a normal tour of 36

months maximum on station.

Military Occupational Specialty
The principal military occupational specialty (MOS) for personnel in the MP battalion
and in this study is Military Police (95B). The distribution of specialties is depicted in

Figure 13. Military police supervise or provide support to the battlefield by conducting
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Table 9

Study Participants' Time at Fort Campbell

Time at Fort Campbell Frequency % Cumulative %
6 months or less 22 19.8 198
7-12 months 24 216 414
13-18 months 9 8.1 49.5
19-24 months 21 18.9 68.5
25-36 months 15 13.5 82.0
37-48 months 11 9.9 91.9
More than 48 months 9 8.1 100.0
Total 111 100.0

battlefield circulation control, area security, prisoner of war operations, law and order op-
erations on the battlefield, and support to the peacetime Army community through secu-
rity of critical Army resources, crime prevention programs, and preservation of law and
order.

Additionally, there are a number of supporting specialties which provide adminis-
trative and logistical support for the MP battalion. These specialties include: Unit Ar-
morer (92Y), Cook (92G), Supply (92A), Medic (91B), Motor Transport Operator
(88M), Information Management Specialist (75H), Administrative Specialist (71L), Light
Wheel Vehicle Mechanic (63B), Chemical Operations Specialist (54B) and Signal Com-
munication (31V).

The military rank of study participants is shown in Table 10. Approximately 75%

of the subjects were sergeants (E-5) or staff sergeants (E-6). While this figure may appear
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Military Occupational Specialty (MOS)

Support
Armorer, Cook, Supply, Medic, 0 Officer
Motor Transport Operator, 15% - - .
info. Mgmt. Specialist, ™ 7% Miitary Police, Signal
Administrative Specialist. Communications, Maintenance
Lt. Wheel Vehicle Management

Mechanic, Chemical
Operations, Signal
Communications

Figure 13. Military occupational specialty of study participants.

Table 10

Military Rank of Study Participants

Military rank Frequency % Cumulative %
E-4 3 2.7 2.7
E-§ 49 44.1 46.8
E-6 35 315 78.4
E-7 14 12.6 91.0
E-8 3 2.7 93.7
0-1 6 54 99.1
Wo-1 1 0.9 100.0
Total 111 100.0
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skewed, it is a close approximation to the representativeness of each of these ranks in the
battalion. Additionally, these individuals are the ideal target group for stress management
training. Most sergeants and staff sergeants will have between 3 and 7 years of service

and will be in charge of a small group of soldiers.

Activities

The 716" MP battalion, like most units today, is an extremely busy organization.
Since the end of the Cold War and the subsequent downsizing of our nation’s military by
about one third, all units have found themselves doing a lot more with the remaining force
structure. According to the Chairman of the Joint Chiefs of Staff, the military has con-
ducted 40 separate operations in the past 4 years.” This is a rate unheard of during the
Cold War years. Two new terms, OPTEMPO and PERSTEMPO. have emerged to de-
scribe this rapid pace of military life. OPTEMPO, or operations tempo, is the rate of op-
erations in a given unit. This includes training exercises, deployments, and so forth.
OPTEMPO is usually expressed in terms of the level of strain on critical equipment. For
example an OPTEMPO for a tank battalion might be expressed as 750 miles per year.
That means that the planned use of the main battle tanks is 750 miles. The actual rate may
be over or under, but OPTEMPO sets the standard. As the Berlin Wall fell and the nature
and scope of training and operations in the military began to change, Army leaders found
that OPTEMPO was becoming less useful as a means of determining appropriate use of

the force. In order to monitor the strain on troops, the Army designated PERSTEMPO,

*General John Shalikashvili, Chairman JCS, speaking to the National Press Club on
September 23, 1997.
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or personnel tempo, as the level of strain on personnel. This is expressed as the number
of days per year that soldiers are away from their home station on training or deployments.
However, this can be a misleading portrayal. When troops are deployed, the normal day-
to-day missions at their home station continue. This slack has to be taken up by the units
who are not deployed. Although this brings added stress to the “rear detachment,” it is
not counted in the PERSTEMPO. Additionally, some activities, such as schooling, are
not included in the PERSTEMPO calculation. For example, Staff Sergeant A, stationed in
Germany, is sent to Fort Benning, Georgia, for the 6-month Advanced NCO Course.

Staff Sergeant B, also stationed in Germany, is temporarily assigned to the German army
at a plush headquarters 3 miles from his home. One could argue that a 6-month separation
from family and unit is considerably more stressful than local staff work; however, A’s
time does not count as PERSTEMPO but B's does. A full description of the scope and

nature of the 716" MP battalion’s activities is provided in Appendix F.

Data Collection Procedures

The following were the key steps in collecting data for this study:

1. An organization within the Army was selected for study to participate in con-
trol of stress training for leaders of Army units. The site selected was Fort Campbell,
Kentucky, and the unit was the 716" Military Police Battalion.

2. Two pilot studies were conducted in order to refine the workshop presentation
and the survey instrument. One pilot study was conducted in an Army staff environment

to test the mechanics of the workshop in a worksite setting. The other pilot study was
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conducted in a university environment to test the self-assessment instrument and to gather
information about reactions and usefulness of the training.

3. Contact was made with senior officials in charge of access to the selected unit
for the study. The initial contact explained the study and solicited their cooperation in its
completion. This included a request for (a) the provision of factual data about the organi-
zation and its programs, (b) the availability and cooperation of key staff or volunteers and
a sample of participants to be trained and interviewed directly or mailed instruments to
complete and return, and (c) permission to conduct stress management training with se-
lected participants. A telephone call to confirm dates, times, and places followed the
formal contact, which also clarified any questions suggested by the earlier contact. Per-
mission was obtained for the units at Fort Campbell.

4. To obtain as much factual information about the units as possible prior to on-
site training, [ developed a list of documents desired from the units studied. These in-
cluded a general description of unit mission, strength, training schedule, and deployment
schedule.

5. Prior to training, participants were administered an instrument designed to
identify their current level of stress in several different dimensions. This same instrument
was administered approximately 30-60 days after the training to determine if any changes
had occurred and to determine which of the areas of stress are most affected by the train-
ing. The instrument is found in Appendix C.

6. A form of critical incident research was conducted during the training sessions

as part of the instructional strategy. Critical incidents were recalled by participants using
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the Stress and Performance Worksheet. The worksheet is found in the workshop instruc-
tor’s guide in Appendix B.

7. Written summaries of instructor notes of on-site training activities for the
stress-and-performance-for-leaders workshop were reviewed using illustrative checklists
that record instructional strategy and methods used, the interaction between the facilitator
and the participants, the interaction between the participants themselves, the role of
learner needs and experiences, and the role of critical reflection in the instructional proc-
ess.

Strategies for Analysis of Data and
Synthesis of Information

This section contains preliminary strategies for analyzing data collected and an
elaboration of procedures to collect the data, which were synthesized for recommenda-
tions. Data were collected from five sources: (a) documentary evidence, (b) pretraining
instruments, (c) observations made during training activities, (d) posttraining instruments,
and (e) responses to critical incident collection. To analyze data from these diverse
sources, a spreadsheet was constructed to correlate each method with the following gen-
eral categories or aspects of participant learning about stress: learner involvement, self-
directedness, appropriateness to the learner’s life situation, problem centeredness, and ex-
perience centeredness. The spreadsheet listed all participants along the left side and the
categories for analysis across the top from left to right. These categories included re-
sponses to open-ended questions as well as demographic data such as age, marital status,

and time in service. Unless otherwise noted, both the placebo group and the untrained
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group were analyzed as “controls” for simplicity. In fact, very little difference was found
between these two categories.

The spreadsheet was used to demonstrate the extent to which data collected from
each method correlate with or are discrepant from data collected using other methods. I
looked for common variables and patterns or factors seen to enhance or inhibit learning as
it pertains to each aspect or category of organizational or program activity.

The spreadsheet was also used to determine the extent to which the data correlated
with or are discrepant from principles of adult learning including (a) learner centeredness,
(b) focus on learner needs and experience, (c) learner participation, (d) level of experien-
tial learning, (e) degree to which assumptions are questioned and reflection is encouraged,
and (f) relation to age and life-stage or phase.

If indicated by the data, additional spreadsheets were developed to demonstrate
particular relationships between variables. For example, the rank of participants may in-
fluence level of stress, leadership role, and/or training methods. Respondents were cate-
gorized by rank and results coded into categories. Through cross tabulation it was possi-
ble to determine the extent to which responses differ by rank.

Critical incident responses were categorized on the basis of a frequency count in
the categories found and common or discrepant patterns emerged. I sought to determine
the degree to which the learning reported is related to one or more of the categories
identified in the list above.

Survey data were also summarized and analyzed on the basis of frequency count of
responses coded by categories found in three broad areas of interest: (a) program design,

(b) program delivery, and (c) transfer of learning. Categories identified were analyzed to
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determine patterns or discrepancies and would seek to account for the latter on the basis
of factors such as rank of respondent, military occupational specialty, life situation, and so

forth.

Statistical Analysis

The two primary means of statistical analysis of data for this study were the gen-
eral linear model (GLM) and the Pearson r correlation. The GLM uses a two-tailed test
of significance of the difference of the means of two samples. It can be used to determine
within-and-between-subject significance. In other words, it can determine statistically
whether the differences in two samples are the result of some independent variable or not
(Kerlinger, 1973). The analysis was performed using the Statistical Package for the Social
Sciences (SPSS).

The Pearson r correlation is a measure of the degree of relationship between two
sets of measures. A correlation coefficient ranges from 0.0, denoting no relationship, to
1.0, denoting perfect correspondence, and may be either positive or negative (Karmel &
Karmel, 1978). Correlation shows a relationship but does not generally imply causality.
However, according to Labovitz and Hagedorn (1976), there are at least four widely ac-
cepted scientific criteria for establishing causality. These criteria are association, time pri-
ority, nonspurious relation, and rationale. By following these guidelines throughout the
statistical analysis, this study sought to show not only correlation but a degree of causality

in the data.
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CHAPTER IV

RESULTS

This study examines the perceptions of selected persons involved in a stress man-
agement training program for Army leaders. It seeks to identify problems and issues con-
cerning the implementation of stress management training into these programs and to
identify areas for program improvements. This chapter presents the data gathered from
pretest and posttest self-assessments of stress, questions asked immediately after training
(reaction), questions asked 6 to 8 weeks after training (follow-up), and information ob-

tained through observation and discussion with program participants.

Results of Reaction and Follow-Up Questions

Participants responded to certain questions immediately after training. This was
the reaction phase of inquiry. Six to 8 weeks later they were again asked to respond to a
series of questions designated the follow-up questions. As a means to determine the major
stressor for each individual, participants were asked to respond to the question, “Describe
a future stressful event or situation.” A summary of their responses is shown in Table 11.

Job performance issues comprised 44% and 35% of the reaction and follow-up re-
sponses, respectively. Job performance issues broke down into aspects of the content of
the job and aspects of the context of the job. Content or specific duty responsibilities in-

"

cluded such responses as “membership on the special reaction team,” “preparing the unit
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Table 11

Participants’ Description of a Future Stressful Event or Situation

Stressor Reaction Follow-up
Job performance issues 24 15
Deployment 22 18
Career issues 14 15
PCS 14 12
ETS 10 4
Retirement 7 9
Family/relationship issues 9 11
Health/fitness issues 3 6
Other 4 5
Total 105 95
Missing 6 16
Total 111 111
for deployment,” “signing for three new motor pools,” “excellence-in-maintenance com-

petition,” “end of year account balance,” and “FTX" (field training exercise participation).
Context areas included “another job change,” “manpower shortage,” “working by myself,”
and “working with people who don’t care about anyone’s career.” The only job perform-
ance issue response that was uniquely linked to military police work was “domestic distur-
bance calls, felony traffic stops.”

In both the reaction and the follow-up phases, the single most frequent response
was “deployment,” with 22% and 18%, respectively. Deployment during peacetime is a
relatively new phenomenon for the Army. During the Cold War all focus was on prepar-
ing to fight the Soviet Union in Central Europe. The Army occupied itself with training

and exercises that simulated this worst case scenario. After 1989, however, the global
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instability that accompanied the break up of the Soviet Union led to a host of global re-
quirements and operations unimagined only a few years before. Such operations as those
in Bosnia, Macedonia, Haiti, Ruwanda, and Somalia took their place as routine part of a
soldier’s life. For good or bad the United States had become the world’s policeman and
the Army’s part of that beat steadily grew in both magnitude and number. The soldiers of
the 716" military police battalion felt the impact of this shift in operations. During the
time of the study, scheduled major deployments for the battalion included Operation
Bright Star in the Sinai, a rotation to the Joint Readiness Training Center in Louisiana, and
a division exercise in Korea. Some elements of the battalion were also alerted for duty in
Bosnia, Honduras, Baharain, and Nogales, Arizona. Each of these deployments repre-
sented potential increased stress due to the inherent danger of the job, a change in daily
routines, increased pressure to perform, and physical separation from families and friends.

Another category of stressors was career issues. Career issues included such
things as reassignment to a different job or unit, promotion to a higher rank, disciplinary
actions, and required schooling. Listed separately are the three major career transitions of
PCS, ETS, and retirement.

PCS or permanent change of station indicates that a soldier will be leaving Fort
Campbell and transferring to another installation. The soldier will remain in the Army and
probably be doing similar tasks but will be doing them somewhere else. PCS is a part of
military life and it is unofficial Army policy to rotate soldiers about every 2 to 3 years.
Some soldiers indicated where they were transferring to as if to add additional meaning

such as “PCSing to Korea”, “PCSing to Germany” or “PCSing to Johnson Island.”
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ETS or “expiration term of service” means that the soldier is separating from the
Army after a term of enlistment has expired. Soldiers will face the “reenlist or ETS” deci-
sion initially at the 3-year mark. Because subsequent enlistment terms are for 3, 4, 5, or 6
years, this decision may be faced several times in a career. Some soldiers indicated that
the decision was the stressor; others simply indicated ETS.

Retirement from the Army is generally a mixed blessing. Retirement eligibility at a
relatively young age has long been considered one of the prime benefits of military service.
Normally, a soldier is eligible to retire with a decent pension and many valuable benefits
after 20 years of honorable service. Because many service members enlist in their late
teens, it is not uncommon for soldiers to retire before the age of 40. This, however, can
be a time of personal and family crisis for the potential retiree. A dramatic change in life-
style including a job search, selection of a retirement home, and adjustment to civilian life
are all potential sources of anxiety.

About 10% of the responses focused on family/relationship issues. This category
included divorce, arrival of a new baby, a death in the family, and husband’s impending
retirement.

There was a small percentage of responses dedicated to health and fitness issues
such as “knee surgery,” or “health.” One soldier indicated that a required 12-mile road
march was a future stressor; while another listed the APFT, or Army physical fitness test.
Because the Army has dramatically reduced its size in the past few years, it has become
much more selective in retention of soldiers. Among the methods used to “keep the best”
are discriminators such as the physical fitness test and the weight control regulations. For

a soldier on the margin in these areas, the possibility exists for unfavorable efficiency
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reports, failure to get promoted, and possible separation. One respondent indicated the
qualified future stressor as “the possibility of a new job, depending on weight control re-
sults.” The “other” category included those who responded with “no comment” or “n/a.”

From a qualitative standpoint, the open-ended questions yielded insights into how,
immediately after the training, the participants planned to use what they learned in the
workshop back on their jobs. The leadership-oriented nature of the workshop was em-
phasized by responses such as: “help soldiers deal with the stress of being arrested and
assist coworkers deal with daily stressors;” and, “I now realize [ can reduce my own stress
before I transfer it to my subordinates for no reason;” and, “help soldiers break down large
problems into smaller steps;” and, “listen more to what soldiers are saying about their
problems;” and, “watch soldiers more carefully and have a better understanding of their
emotions.” These responses all indicate that participants saw the workshop as a means of
helping them perform their leadership responsibilities.

Additionally, participants saw the workshop as helping them on a more personal
level. Some of their responses about implementation plans included: “I’ll use the planning
sheet to help plan my transition;” and, “If I can stay fit, I can reduce stress;” and, “learn to
be more patient in some situations;” and, “I’m not going to use it in my job because it
doesn’t bother me much, but I plan to use it with my family:” and, “stress is a reminder of
the constant planning that is needed for retirement;” and, “this can help me adjust to some
upcoming events and try to keep the stressors in check.”

When asked about how they actually used what they learned in the workshop 6 to
8 weeks later, many of those who had been trained on the model were able to respond us-

ing concepts from the model such as “prioritize,” “delegate,” and “relaxation.” Many of
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them expressed a general heightening of awareness with responses such as “able to detect

" .

stress,” “learned to look at things more openly,” “identify people with stress,” and “ability
to realize stress.” In contrast, both the placebo group and the untrained group had more
difficulty responding to this question. In fact, 54% of the placebo group and 46% of the
untrained group either left the response blank or said “nothing,’ or “I haven’t used any-
thing.”
Results on Questions Relating to
Training Value

Participants in the study were asked to estimate their confidence in their ability to

understand sources of stress and reactions to stress (see figures 14 and 15). Immediately
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Figure 14. Confidence in understanding stressors and reactions (reaction).
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after the training. an amazingly high percentage (92%) of the trained groups expressed
that they were very confident or somewhat confident. The control group also expressed
high (88%) confidence. Even more remarkably, 6 to 8 weeks after training the trained and

control groups expressed even greater confidence with 96% and 97%, respectively.

Treatment Group

Wl arnec
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Very Confident Somewhat Unconfident
Somewnat Confident Very Unconfident

Understand Sources & Reactions to Stress

Figure 15. Confidence in understanding stressors and reactions (follow-up)

Participants in the study were also asked to estimate their confidence in their ability
to develop and apply strategies to manage stress (see figures 16 and 17). Immediately af-
ter the training, a high percentage (91%) of the trained groups expressed that they were
very confident or somewhat confident. For the control group a lower number (79%) ex-
pressed confidence. Six to 8 weeks after training, however, the control groups expressed
even greater confidence than the trained group with 97% and 95%, respectively.

Figure 18 shows how participants responded when asked, during the follow-up phase, if
they had experienced a major stressor since the training. The distribution of responses in-

dicates that stress occurred about equally in both the trained and control groups.
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Figure 16. Confidence in ability to develop and apply strategies (reaction).
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Figure 17. Confidence in ability to develop and apply strategies (follow-up).
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Figure 19. Agreement that the workshop helped manage stress.
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Six to 8 weeks after the training the participants were asked if they agreed or
disagreed with the statement “The workshop helped me manage stress in my life.” Here a
significant difference in the groups is seen (see Figure 19). Of those who were trained,
72% agreed somewhat or agreed completely. Only 54% of those in the control groups
showed agreement. In fact, 19% of the control group participants disagreed completely

compared to 7% of those who received the training.

Results of Self-Assessments

One of the anticipated outcomes of the study was a lessening of the stress levels
for those subjects who had been trained using the stress-and-performance-for-leaders
model compared to those who had not been so trained. In order to determine if this had
occurred, an analysis of variance was performed using the variable of “time,” which con-
sisted of the pretest results and the posttest results for the 10 dimensions of stress. The
subjects were differentiated by groups (training groups and control groups) to see if any
changes in stress level could be attributable to treatment group (see Appendix G).

A significance factor of p =.071 was obtained using the general linear model and
testing for the between-subjects effects. This is not statistically significant and, therefore,
it cannot be concluded that the differences in stress levels are attributable to groups. Sub-
sequent tests for the individual dimensions of stress were conducted and similarly no sta-
tistically significant differences were found for any of the following measures: adaptation
(p =.103), overload (p = .594), deprivation (p = .152), nutrition (p = .875), self-
perception (p = .084), Type A behavior (p = .768), anxious reactivity (p = .115), control

(p = .275), and occupational stressors (p = .115). There was also no statistically
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significant difference between treatment groups in terms of their ability to predict their
level of stress (p = .663).

The only dimension with a statistically significant difference between treatment
groups was frustration (p = .048). An examination of the questions relating to this
dimension may provide some insight. The instrument asked subjects, “How often do you
. . . feel stifled or held back in irour personal or professional life? Feel a need for greater
accomplishment? Feel as though your life needs guidance or direction? Notice yourself
getting impatient? Find yourself feeling you are in a ‘rut?’ Find yourself disillusioned?
Find yourself frustrated? Find yourself disappointed? Find yourself feeling inferior? Find
yourself upset because things haven’t gone according to plan?”

Participants in the stress-and-performance-for-leaders training were encouraged to
take control of the circumstances causing their stress by developing strategies to alter their
demands and capabilities. It appears that this empowerment succeeded in getting partici-
pants to feel that they could indeed do something about the stress in their lives. It follows
that persons who sense they have a degree of control over their stress level will not feel as
frustrated by external forces because they feel they can change conditions that might lead
to stress.

Another interesting way to view the data is by plotting a profile of the self-
assessment responses. This was done during the workshop for each individual. Figure 20
shows the group means for each dimension plotted for the trained groups, the control

groups, and the pilot test group of university students.
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Figure 20. Personal stressor profile summary sheet (groups).
Results on Questions Relating to
Instructional Design

Immediately following the training, participants were asked to comment on the de-
gree to which the instructional design’s relevance and applicability. Spt;.ciﬁcally, the sol-
diers were asked to indicate the degree to which they agreed or disagreed with the state-
ment, “The content of this workshop is relevant to my job.” Figure 21 shows 94% of
those in the training groups and 92% of the control group agreed either completely or
somewhat with the statement. Although the trained groups were more prone to complete-
ly agree (53% to 42%), the high rate of perceived relevance is indicative of the notion that
these soldiers consider stress management critical to performance of their jobs as leaders.

The control group received training on combat stress in lecture format and al-

though the application was less immediate, the participants were probably able to project
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this training into their future potential roles as combat leaders. Another consideration is

33

that the control group received feedback on their pretraining self-assessments of stress. It

is likely that the combination of these two factors gave the training relevance even for the

control group.

Percent

Agree Compietely  Disagree Somewnat Missing

Agree Somewnat

Disagree Completely

Workshop Content Relevant to Job (Reaction)

Treatment Group

[
Blcorro

Figure 21. Relevance of workshop content.

The similarity of response between the trained and control groups was even closer

when participants were asked to comment on the helpfulness of the training activities.
Again, the soldiers were asked to indicate the degree to which they agreed or disagreed
with the statement, “The activities in this workshop helped me learn the material.” As
shown in Figure 22, 95% of those in the training groups and 93% of the cantrol group
agreed either completely or somewhat with the statement. Nobody in either group disa-
greed completely. The large satisfaction rate with the activities of the workshop is reflec-

tive of a number of factors. The type of “soft skill” training presented to the participants
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Figure 22. Helpfulness of workshop activities.

represented a departure from the normal mode of Army instruction. Most training that
these soldiers receive is skill mastery in which they are presented with a task to learn,
conditions under which the task must be performed, and specific standards or performance
that must be achieved. The psyche of the soldier often views training as an enemy to be
conquered. In the training presented in this study, soldiers were exposed to a model of
training more typically found in corporate or university settings. Positive results may be
the result of the novelty of this approach for participants. The focus of the training was

their stress and the stress of their subordinates--a very personal topic.

Results of Stress Prediction Exercise
Of critical concern in the study was the question of whether or not the workshop

helped learners to create conditions necessary for them to manage their own stress and the
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stress of those whom they lead. By using correlation analysis, the study found that par-
ticipants who were trained using the stress-and-performance-for-leaders model were able
to accurately assess their stress levels while those who were not trained were not able to
do so (see Appendix H).

Learners’ reactions were solicited immediately following training. Participants
were asked to predict the amount of stress for some future stressor. Those in the training
groups showed correlation highly significant at the .01 level (2-tailed) for adaptation (r =
.330), frustration (r = .474), overload (r = .394), anxious reactive personality (» = .338),
and the variable PRESUM (r = .391). PRESUM was a composite variable derived by
adding all pretest dimensions except adaptation. Those in the training group also showed
correlation significant at the .05 level (two-tailed) for control (r =.174). Among these
participants, there was positive but not statistically significant correlation for deprivation
(r = .134), nutrition (r = .173), self-perception (r = .186), Type A personality (r = .137),
and occupational stressors (r = .179).

For the control groups, the only statistically significant correlation with predicted
stress was for the Holmes-Rahe scale or adaptation (» = .512), which was significant at the
.05 level (two-tailed). Five of the dimensions showed positive, but not statistically signifi-
cant, correlation including overload (r = .199), nutrition (r = .194), Type A personality
(r = .183), anxious reactive personality (» = .155), and POSTSUM (r = .035). POST-
SUM was a composite variable derived by adding all posttest dimensions except adapta-
tion. In the control group analysis, the other five dimensions showed negative, but not

statistically significant, correlation including frustration (» = -.024), deprivation (r =
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-.232), self-perception (r = -.059), control (r = -.175), and occupational stressors (» =
-.015).

Approximately 6 to 8 weeks after training a follow-up was conducted. Partici-
pants were asked to predict the amount of stress for some future stressor. Those in the
training groups showed correlation highly significant at the .01 level (two-tailed) for adap-
tation (r = .430), frustration (r = .354), overload (r = .361), deprivation (» = .390), self-
perception (r = .333), anxious reactive personality (» = .410), occupational stressors (» =
.384), and the variable POSTSUM (r = .421). Those in the training group also showed
correlation significant at the .05 level (two-tailed) for Type A personality (» = .266).
Among these participants, there was positive but not statistically significant correlation for
nutrition (» = .119) and control (r = .174).

For the control groups, the only statistically significant correlation with predicted
stress was for self-perception (r = -.457), which was highly significant at the .01 level
(two-tailed). Those in the control group also showed correlation significant at the .05 level
(two-tailed) for POSTSUM (r = .376). The remaining nine dimensions showed positive,
but not statistically significant, correlation including adaptation (r = .292), frustration
(r = .259), overload (r = .157), deprivation (r = .266), nutrition (r = .323), Type A per-
sonality (r = .098), anxious reactive personality (» = .300), control (r = .250), occupa-

tional stressors (» = .188), and POSTSUM (r = .035).
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CHAPTER V

DISCUSSION, CONCLUSIONS, REFLECTIONS,

AND RECOMMENDATIONS

Discussion

This was a qualitative study with certain quantitative aspects. The purpose of this
study was to examine the applicability of the concepts of stress management training to a
selected U.S. Army professional development program. More specifically, the study
(a) focused on the perceptions and attitudes of actual participants in a program incorporat-
ing the concepts of stress management collected over a 3-month period, (b) identified is-
sues and problems surrounding the training for stress management in the Army, and (c)
made recommendations about how to introduce adult learning concepts into training for
soldiers.

This study was conducted by means of conducting a model training program in
stress management for Army leaders, a pretest and posttest to gather information on the
participants levels of stress before and after training, and collecting information regarding
participants reactions to the training. The organization selected for study participation
was the 716™ Military Police battalion stationed at Fort Campbell, Kentucky. Of the 125
soldiers initially participating in the study, 111 soldiers’ responses were usable and formed

the basis for the findings.
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The stress-and-performance-for-leaders workshop was found to be usetul in train-
ing soldiers to identify the sources of stress and their reactions to stress using a modified
critical incident technique. It also helped soldiers to develop strategies to manage their

stress and the stress of their subordinates.

Summary of Conclusions

Participants in the workshop were asked to describe a future stressful event in
questions asked both immediately after training and during a follow-up survey 6 to 8
weeks after training, depending on their availability. In both cases job performance issues
made up the largest segment of the responses with 44% and 35%, respectively. One
would expect a high volume of job performance issues considering the workshop was
conducted as part of the unit training schedule, on duty time, and in a classroom setting
normally used for work-related training. The fact that follow-up response was lower than
immediate reaction response could be attributable to normal “distancing” from training as
time passes. The single most frequent response was “deployment.” Deployments have be-
come much more frequent since the end of the Cold War and soldiers throughout the
Army experience them as a major stressor because they create family separations and
cause soldiers to perform a variety of extraordinary tasks. The other major categories of
stressors were career issues, family or relationship issues, and health issues.

Although this study produced the ranking of stressors for soldiers described above,
the ranking is of less importance than the conclusion that soldiers experience a variety of
stressors. Moreover, one cannot conclude from the ranking that any given stressor is

more important than others except in numerical terms. For an individual soldier, the
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stressor is unique and must be managed with the same care regardless of its ranking on a
hierarchy of stressors.

Participants in the study were asked to estimate their confidence in their ability to
understand sources of stress and reactions to stress. Immediately after the training, an
amazingly high percentage (92%) of the trained groups expressed that they were very
confident or somewhat confident. The control group also expressed high (88%) confi-
dence. Even more remarkably, 6 to 8 weeks after training the trained and control groups
expressed even greater confidence with 96% and 97%, respectively. This indicates that
either this group was extremely well trained already in stress management or they have an
inflated sense of self-confidence. A little bit of each is probably true.

Participants in the study were also asked to estimate their confidence in their ability
to develop and apply strategies to manage stress. Immediately after the training, a high
percentage (91%) of the trained groups expressed that they were very confident or some-
what confident. For the control group a much lower number (79%) expressed confidence.
Six to 8 weeks after training, however, the control groups expressed even greater confi-
dence than the trained group with 97% and 95%, respectively.

Optimistically, this could represent the phenomenon that occurs wherein learners
actually master a skill after the training session has taken place through application and
reflection. However, because the control groups expressed even more confidence than
the trained groups, this idea must be discounted.

Six to 8 weeks after the training the participants were asked if they agreed or disa-
greed with the statement “The workshop helped me manage stress in my life.” Here a

significant difference in the groups is seen. Of those who were trained, 72% agreed
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somewhat or agreed completely. Only 54% of those in the control groups showed agree-
ment. In fact, 19% of the control group participants disagreed completely compared to
7% of those who received the training. This indicates that even after some period of time
had passed, the workshop participants attributed some of their ability to manage stress to
the training.

One of the anticipated outcomes of the study was a lessening of the stress levels
for those subjects who had been trained using the stress-and-performance-for-leaders
model compared to those who had not been so trained. Self-assessments were completed
by study subjects in all treatment before and after the training. There was no statistically
significant difference between the treatment groups.

In this study certain hypotheses were posed and evaluated using statistical analysis
in order to provide greater understanding of the impact of the stress-and-performance-for-
leaders workshop on military leaders. These hypotheses were:

1. Participants trained in the stress-and-performance-for-leaders model will have
lower stress than those not trained in the model. This hypothesis was rejected because no
statistically significant difference was found between the trained groups and the control
groups.

2. Participants trained in the stress-and-performance-for-leaders model will ex-
hibit greater awareness of their own level of stress than those not so trained. This hy-
pothesis is not rejected because there was a statistically significant correlation for the
trained participants’ ability to know their stress level and the actual stress level as indi-
cated by the self-assessment instruments. There was no such correlation for those partici-

pants in the control or untrained groups.
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3. Participants trained in the stress-and-performance-for-leaders model will exhibit
a greater ability to develop and apply strategies to deal with stress than those not so
trained. This hypothesis is neither accepted nor rejected because evidence exists to sup-
port a greater ability; that is, the results of Hypothesis 2. However, the self-reported data

expressing ability to develop and apply strategies are mixed.

Reflections

Because the workshop is based on principles of adult learning that focus on indi-
vidual experiences and problem-centeredness, often the responses of workshop partici-
pants are unpredictable. The action plan developed in the workshop provides each par-
ticipant a personal, targeted vehicle for coping with a future stressful event. These plans
usually focus on work or personal crises. A unique application for the action-planning
module surfaced in Uruguay. We were conducting a stress-and-performance-for-leaders
workshop at the American Embassy in Montevideo as part of the SOUTHCOM Com-
mander-in-Chief's health promotion traveling team. The participants consisted mainly of
embassy employees of the State Department and local nationals. At one point in the
workshop I, as the workshop facilitator, asked if anyone would like to share with the
group their "future stressful event." A nervous Latin woman rose and began to express
the anxiety, near panic, which had gripped her for some time. "What is it that is causing
such distress for you?" I asked her. "Oh, my daughter is going to have her /a quinceariera
and I have never had to plan one before." With some background on South American
traditions, I knew that the la quinceariera or 15th birthday is a very special celebration. It

is more important than the American "Sweet 16" party. It symbolizes the social
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presentation of the young lady, it is more like a debutante ball or coming out party Sec-
ond only to the wedding, the parents of the girl must put on a display of means intended to
inform all local society that their daughter is worthy of notice. The woman in the work-
shop had clearly let her perception of the demands of this event overwhelm her perceived
capability to host the party. She appeared visibly shaken. I asked the group if we could
try to help her and they responded marvelously. Using the model of the workshop as a
guide, the various participants who had been through the experience before structured re-
sponses in terms of demand, capability, and response-related strategies. Even those who
had never hosted a 15th birthday party were able to contribute with the names of good
local florists, caterers, or bands. After just a few minutes, the woman had a plan on paper
specifically designed to deal with her stress in accomplishing an important task in her life.
Through the give-and-take of group process, the plan was elegant yet practical and carried
with it the goodwill of fellow participants who shared their own experiences to assist an-
other. The facilitator should trust the group to come up with a constellation of strategies
because the sum of the knowledge of the group is always greater that any one person.

On a similar health promotion trip to Brazil, the team was working out of the U.S.
Consulate in Rio de Janeiro. Again the audience was mostly employees of the State De-
partment and local nationals. As part of the workshop, we gave participants feedback on
the health risk appraisal (HRA) that they had taken earlier in the day. The HRA consists
of a paper-and-pencil questionnaire on lifestyle, some physical measurements such as
height and weight, and blood draw to determine cholesterol level. The outcome of this
screening is a computer printout that highlights key risk factors and gives an estimate of

longevity based on Centers for Disease Control (CDC) statistics. While giving the
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debriefing, I walked participants through their individualized printouts with some exam-
ples explaining along the way what each area meant. We had done this same procedure
approximately 50 times before throughout South and Centrai America, as well as in
Europe and the United States. However, on this day in Rio, one participant misinter-
preted the words I was speaking. Among other health tips and warnings, the CDC risk
appraisal uses the information provided by the participant to calculate the probability of
death within the next year. The CDC printouts were distributed to the participants and the
team began to debrief results section by section. Suddenly, one man read his printout and
became quite agitated. He began talking to others in the audience. After my portion of
the debriefing was concluded, I approached the man to determine the source of the prob-
lem. His printout, like that of all others in his age group contained the health warning,
"AIDS is the number one cause of death in your age group. Make sure you are taking
precautions to avoid this disease." The man had apparently stopped reading at the word
"AIDS." I reassured the man that this did not mean that he had AIDS and, in fact, we had
no way of knowing whether he did or not. He had mentally linked the cholesterol blood
draw with the printout's pronouncement of "AIDS." He was not to be calmed. After my
training partner finished her portion of the debriefing, she joined me in talking to the man.
He explained to my partner that although he was quite sexually active he was not homo-
sexual, did not associate with homosexuals, and did not even know any homosexuals. He
was getting worse. Finally, we had the physician on our team talk to the man. He was
finally consoled enough to return to work. About 20 minutes later one of his co-workers
summoned our physician. The man had fainted at his desk. The facilitator should be

sensitive to a wide range of possible responses that participants may experience to physical
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or mental health information provided in the workshop and the workshop must strive for
crystal clarity when providing potentially sensitive feedback to participants. In the present
study a number of participants approached me after the session concerned about high
scores on their self-assessments. I found it important to interpret and normalize their
scores in order to put them at ease and to ensure they would focus on constructive re-
sponses to the training.

During one part of the workshop, participants are asked to share with the group

"n

their own reactions to stress. The list usually includes "get angry," "yell at kids," "smoke,"
"drink," "can't sleep," "sleep too much,” "over eat," and so forth. After a dozen or so
workshops I thought I had heard everything. In a workshop in Darmstadt, Germany, con-
ducted on a Sunday afternoon with spouses of deployed soldiers, I heard perhaps the
strangest response to this question. I had solicited the reactions, and as each participant
shouted out her reply, I dutifully recorded it on a butcher paper sheet. I was getting the
normal list of reactions until one woman said, as if it were just another normal reaction,
"can't take a shower." I stopped writing, and slowly turning toward the source of the
voice said, "What did you say?" "Can't take a shower," the young woman answered, "I
can't take a shower because of the stress I've been under." I was intrigued. "Could you
explain that a little bit more?" I asked. She went on to explain that since her husband had
been gone, deployed to the desert for Desert Shield, she had felt guilty about taking a
shower because she felt he was not able to take a shower, so she had developed a sort of
"shower aversion" that prevented her from showering. From a soldier's perspective, I as-

sured her that whenever her husband had the opportunity to take a shower he would with-

out hesitation and that he would probably want her to do the same. Interestingly, another
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woman stated that she also felt guilt, but her empathic acting out took the form of taking
long hikes with a weighted backpack to simulate her husband's load bearing requirements
in the desert. No matter how many times one has facilitated the workshop, each new
group has the potential to provide interesting and enlightening perspectives on the nature
of stress and stress management. In the present study no extreme reactions were noted.
The workshop has not always been successful. In the wake of the Gulf War, ele-
ments of U.S. Forces in Europe were formed into Task Force Bravo for Operation Pro-
vide Comfort designed to relieve the suffering of the Kurdish people in Northern Iraq.
After some months on the ground, the task force commander invited V Corps' Desert
Calm team to visit the task force and provide training as indicated. Just getting to the
training site proved to be a challenge. The task force was operating out of a former Iraqi
army base near Zakho, Iraq. The team had to fly by military aircraft to Ankara, Turkey,
transfer to a jam-packed cargo plane and fly into the U.S. Marine-operated airfield at Sir-
senk, Iraq. We then had to notify Task Force Bravo of our arrival by radio and wait for a
tactical helicopter to transfer us to the base. Conditions all along the way were hot, dirty,
dusty, and oppressive. We arrived at the task force base and things were even worse.
Everybody in the organization appeared fatigued and unwell. Living conditions were
primitive and dirty. The dining arrangements were so bad that during our brief stay a mu-
tiny of sorts took place in which the Marine element revolted and took over food service
operations from the Army. This was a welcome change for all because the marines had
access to fresh fruits, vegetables, and meat from their ships in the nearby Mediterranean.
The land immediately surrounding the compound had been indiscriminately strewn with

antipersonnel land mines by the previous occupants, Saddam Hussein's soldiers. Although
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the U.S. forces were being careful to use cleared lanes for safe passage, each day saw
casualties among the local populace.

Aside from the physical conditions, the aspects of the job at hand provided little
comfort to the troops. Their mission was to provide security and logistic support to the
agencies who were giving food and other supplies to displaced Kurdish refugees. The
plight of these homeless people in a harsh land was wearing on the young Americans. One
helicopter crew chief related to me a story of how his aircraft was hovering low and kick-
ing out bundles of blankets when a woman threw something up and into the open door.
The crew chief caught the bundle and discovered it was a baby whose mother knew that
the child stood a better chance of life with the Americans than with its own people. We
drove through the refugee camp in a HMMWY (high mobility, multi-purpose, wheeled
vehicle) and the children swarmed around us. [ will never forget the kids grabbing my arm
and saying in English, "Don't go, don't go!" The team stayed in Zakho only a few days.
The task force members were there for months. Under these conditions, the team found it
impossible to conduct a normal stress-and-performance-for leaders training session. The
unit was neither physically nor mentally prepared to do anything beyond mission essential
requirements. This condition is described in the workshop as "being beyond Point C."

We did sit down and discuss stress and performance with representatives of the various
elements including U.S. Army, Navy, Air Force, and Marines, and the Italian army. The
participants have to be ready for training. They must be relatively free from immediate
concerns for their health and safety.

Another case of a less-than-successful training effort occurred at the start of the

deployment for Operation Desert Shield. As mentioned above, the Army in Europe had to
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send a sizable contingent to Saudi Arabia as part of the troop build-up. Among the troop
list was the requirement for an armored cavalry regiment (ACR). Since early in the Cold
War there had been two armored cavalry regiments in Europe along the NATO/Warsaw
Pact border: the 2nd ACR in the South and the 11th ACR in the North. Over the years,
these two units had gained their reputations as the cutting edge of democracy guarding
freedom's frontier. They patrolled the border standing eyeball-to-eyeball with East Ger-
man, Czechoslovakian, and Soviet counterparts. Short of a shooting war, the "cav" be-
came the place to be and duty with one of the cavalry regiments was essential to the career
of a combat arms leader. When Desert Shield began, however, there was a need for only
one regiment to deploy to the combat zone and the 2nd ACR got the call.

I had been scheduled to conduct training with the 11th ACR for some time and the
training date fell just a few days after the regiment got the news that they were not going
off to war. Many soldiers might have been happy to know that they were not going in
harm's way. Many others would consider it the luck of the draw and figure that their
number just was not up. But the troops of the 11th ACR took the news as a personal in-
sult. Generations of cav soldiers had been telling each other that they were the best, the
meanest, the toughest, the fiercest, the best trained, best equipped, most motivated fight-
ing force in the history of warfare. To be told that they were not needed in this fight was
too much to take. As we entered the training site, the officer's club at Fulda, Germany,
one could cut the air of depression with a knife. We tried to conduct the normal
stress-and-performance-for-leaders workshop but the participants were like zombies.
There was a fatalistic, pessimistic tone to all replies and questions. In our posttraining dis-

cussions the facilitators remarked on the mood that hung like pall over the group. They
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were grown men behaving like children who were not allowed out to play. We both
evaluated the workshop as fruitless. In the weeks and months to come the unit would be
the source of many cases of indiscipline including spouse abuse, child abuse, fatal drunk
driving, suicide, and a gruesome love-triangle, decapitation murder. When the regiment
finally was sent to Kuwait as a security force after the Gulf War, they became notorious as
the unit that had an accidental explosion in their motor pool, which destroyed more M-1
Abrams tanks (14) than the entire Iraqi Army had been able to during the war. Organiza-
tional factors may make training difficult or impossible. These factors should be fully un-
derstood before training and addressed directly in the training design and implementation.

Although not its primary aim, the workshop can be used as a vehicle for individual
counseling. Often, participants will consult one of the trainers with personal concerns ei-
ther during discussion or after the session. During a workshop in Saudi Arabia, a young
soldier approached one of the facilitators at a break. He was despondent about not being
able to make the first day of hunting season. Apparently, the young man had gone hunting
with his father on opening day for so many years it had become a family tradition. Now,
as a new Army recruit, he was missing it for the first time in his memory. Not only was he
missing the bonding event with his father, he was halfway around the world serving as part
of a deterrent force to Saddam Hussein's most recent test of American will.

The team also became a source of referral for others in the unit. During the same
deployment to Saudi Arabia mentioned above, a unit chaplain approached our female team
member. The chaplain, a Catholic priest, asked if she could speak with a staff sergeant
who was enraged over some news he had received from home station. The unit had been

notified that the staff sergeant's wife had been raped during his absence and they were
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preparing to send him back to Fort Benning, Georgia, in emergency status. After speaking
with the staff sergeant for a few minutes, it became obvious to our team member that he
was intent on "straightening out" his wife upon his return to Fort Benning because she
"must have been asking for it." Because she had background as an Army nurse and
training in counseling and suicide intervention, our team member was able to calm down
the soldier. She helped him to see that his wife was probably in bad shape at this point and
really needed his understanding and acceptance, regardless of the circumstances. She also
assisted in contacting the family advocacy office and hospital at Fort Benning as well as
facilitating a telephone conversation between the soldier and his wife.

In Frankfurt, Germany, during the Gulf War, we conducted many workshops for
family members of deployed soldiers. During one such session we found the wife of a
deployed senior officer who said she was not getting any sleep. She had tried muscle re-
laxation and breathing exercises as presented in the workshop, but she still could not get
any sleep. Eventually, we added the workshop concept of controlling thoughts during re-
laxation to her routine. She reported that with our help she was finally able to relax and
get to sleep.

We have also used the workshop within the context of organization development
interventions. At the request of the Commander-in-Chief, United States Southern Com-
mand in Panama, we conducted a series of stress-and-performance-for-leaders workshops
for each of the functional directorates of the command. These off-site conferences were
conducted in the same manner as the normal workshop but expanded by following up the
individual-focused session with a group problem solving session involving the entire or-

ganization. With the basics of the stress and performance model understood by all
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participants, we progressed to identifying the organizational stressors and developed an
organizational action plan to address them. Just as in the individual component, the organ-
izational action plan identified demand, capability, and response-related strategies. An
added benefit of this approach was the public dialogue on organizational issues and con-
cerns which necessitated careful facilitation. These sessions were extremely well received
throughout the command and formed the basis for many substantive changes in the various
organizations. As in most efforts of this type, the degree to which senior leaders em-
braced the program was critical to success. The commander-in-chief and his directors ini-
tiated the program with an off-site workshop of their own. In the present study, no formal
effort was made to address organizational issues. However, many organizational issues
surfaced during the course of the workshops. Some of these were the high OPTEMPO
and PERSTEMPO, impending unit reorganization, and unclear guidance regarding upcom-
ing deployments. Even when focused on the individual level, the workshop can be a
source of information about the organization as a whole.

Another example of how the workshop can be used to further organizational ob-
jectives was seen in one of the pilot tests. A series of workshops was conducted for the
Enlisted Personnel Management Directorate (EPMD) of the Total Army Personnel Com-
mand in Washington, D.C. Over 950 suggestions for organizational improvement were
developed by participants. These suggestions were analyzed and presented to the organi-
zation’s leadership for action. Although the leadership had requested the stress-and-
performance-for-leaders workshops to usher in a major organization-wide reorganization,
a number of unexpected concerns surfaced including the perception of racial and sex dis-

crimination on the part of many employees. I found that participants were anxious to talk
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openly about the organization to me as an outsider. Once the workshops were complete,
the commanding general assembled his key directors and I presented preliminary findings
in a “hot wash” briefing. All individuals present seemed amazed at the depth and insight
contained in the briefing. This was possible only because the workshop provided a viable
framework for getting to the organizational culture through the perspective of partici-
pants’ stress. The workshop can be used as an organization development intervention to
diagnose a wide range of issues rapidly.

Most workshops have been conducted on an episodic basis. That is, they were
conducted at the request of commanders to meet a particular crisis or as an opportunity
for the professional development of their subordinates. An exception to this was the 97"
General Hospital in Frankfurt, Germany, that presented the workshop routinely during
monthly in-service training. The hospital commander became familiar with the workshop
in other organizations and requested that we present the workshop monthly during
“briefing day.” The hospital commander initiated “briefing day” to combat the endless re-
quirements for annual briefings in a multitude of subjects including safety, SAEDA
(subversion and espionage directed against the United States), and RREO (race relations
and equal opportunity). He found that on any given day, he was losing large numbers of
his workforce to these mandatory briefing. As an alternative, he set up 1 day a month on
which a 12th of the workforce would receive all of their required briefings. He also intro-
duced the day’s agenda with a deal of gallows humor about how everyone look so happy
to be there, and so forth. The hospital commander was certain that all of his people could

benefit from the workshop and from the positive reactions we received, he was right.
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The workshop is a powerful stimulus for individual change and growth as well as a
counseling tool as demonstrated during one of the pilot tests for this study. A university
undergraduate class on Leadership: Theory and Practice was the setting for presentation
of a modified version of the workshop. The stress and performance workshop was pre-
sented as one of the classes for this course. On a subsequent graded requirement to reflect
on the first 10 lessons of the course and identify the most useful ones, an unusually high
number of students reported that the stress and performance class stood out. Of the 22
students enrolled in the course, 16 named this class as both helpful and stimulating. A re-
view of class records indicated that 4 students had been absent on the day of the class,
making the effective positive response rate 89%. I conducted follow-up sessions with the
16 students and found that the worksheets they had completed in the class were relevant
to their life situations and could be used to devise action plans for important events in their
futures. The format of the present study did not present opportunities for counseling;
however, this workshop could be quite useful to unit leaders as a starting point for the

counseling and interpersonal communication process.

Policy Guidelines
The Army would benefit from the adoption of key elements developed in this
study. Training is a major function of all Army organizations and commanders are con-
stantly looking for ways to improve training in order to increase combat readiness and
care for their troops. The following suggestions for policy guidelines move Army policy

in those directions.
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Use of Adult Learning Principles

A greater portion of Army training should be conducted using principles of adult
learning including decreasing learner dependency on the trainer, assisting learners to use
resources, including the experience of other persons, assuming responsibility for their
choices and progress, and facilitating self-reflection, problem-posing, and a positive self-
concept in a climate supportive of changes, risk-taking, and examining perspectives.
While this type of training is not totally absent in Army training it is rare. Current Army
leaders continually call for “thinking outside the box” and innovation but lock step, peda-
gological training diminishes the possibility for these outcomes in a way that andragogy
does not. The present study reinforces the notion that soldiers exposed to adult learning

models respond positively and constructively.

Training in the Stress and Performance Model

There are ample opportunities for Army leaders to receive training in the stress-
and-performance-for-leaders model presented in this study. Army leadership training is
presented in a progressive, sequential manner that develops leadership skills by building on
previous training and experiences. These training opportunities occur during officer and
noncommissioned officer basic courses and at career development courses throughout the
careers of Army leaders.

The model presented in the current study also offers added benefit for leaders in
that it can be used as a general tool for analysis of organizational situations. Starting from
the assumption that optimal performance is achieved when stress is neither too little nor

too great, leaders can account for performance anomalies by examining them from the
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perspectives of demands, capabilities, and responses. By doing this, leaders will be able to
develop effective action plans that will simultaneously achieve the highest levels of per-
formance and keep stress in check for their and their subordinates.

Based on extrapolations from World War II, Korea, Vietnam, and the Arab-Israeli
wars, the U.S. Army predicted that battle fatigue casualties would be in excess of 25% of
all evacuated causalities in a major regional conflict such as the Persian Gulf War. How-
ever, psychiatric battle casualties were much lower on the order of only 3%. The Army
has yet to provide an explanation for this anomaly other than to suggest the shortness of
the war and the generic “high quality soldiers” as probable causes. A review of Army
training over the last twenty years reveals a shift towards practices, policies, and tech-
niques which, if viewed from the perspective of the stress-and-performance-for-leaders
model, predict lower stress for combatants.

For example, in the 1970’s Army field training exercises usually lasted no longer
than 36 hours. In this relatively short time, units could use their “first team” to perform all
critical functions without concern for rest. However, in the early 1980’s the Army began
to shift to a doctrine of “tough, realistic training” which included extended field training
exercises in which leaders had to employ sleep plans as a key element of success. In the
stress model this is viewed as “setting limits” and it decreases the perceived demand for
the individual.

Another example is the after action review (AAR) which has become part of the
way the Army does business. Twenty years ago, evaluators were uses as referees to as-
sess success or failure during exercises. Each unit and leader nervously awaited the

“verdict” which could make or break careers. Again, as part of the rebirth of the Army
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that came about through the introspection following Vietnam, new doctrine declared that
following a training exercise, all players would discuss from their own perspectives what
happened, what went well, what did not go well, and what could be learned from the ex-
perience. In the language of the model this is “talking it out,” and it serves to normalize
reactions to stress and reinforce successful coping with stress.

These examples and may others paved the way for employment of Army forces
who would succeed tactically with lower stress casualties than in any previous conflict.

That is exactly what happened in the Persian Gulf War.

Individual Perspective

Because the Army is a large organization there is a constant drive for standardi-
zation in training. Unfortunately, this often translates into prescribed and rigid lesson
plans. Additionally, the ever-fluctuating pool of trainers necessitates training that can be
delivered by virtually anyone. A key finding of the present study was that lists of most
prevalent stressors are not as important as individual responses to stressors. Therefore,
any training involving control of stress must focus on those individual reactions to stress

and the development of targeted strategies to control it.

Recommendations for Practice
Curriculum and Instruction
The selection of learning activities was based on the objectives, effective design
processes, and specific information regarding an Army combat unit environment. Learn-
ing activities should include lectures, discussions, structured exercises, skill practice labs,

role plays, and accompanying worksheets (job aids) for learners' later reference. This
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course should be experiential and hands-on, with opportunities for learners to gain knowl-
edge, apply knowledge to their work situations, practice skills and receive feedback, and
make action plans for transfer of the skills and knowledge to the workplace. Learners can
also "wrestle" with concepts that will challenge their internal attitudes about stress and
performance and its importance of both to the organization.

The facilitator should select instructional strategies which demonstrate trust of the
group to come up with a variety of stress management approaches. The adage that “there
is no one best way” clearly is applicable in the case of individual stress and performance
issues.

The facilitator should enter the workshop experience without preconceived notions
about potential participant responses. In particular, the facilitator should be cognizant of
the fact that feedback or discovery of personal information may produce strong reactions
in participants. By providing clarity on feedback and dealing with anomalous situations as
they arise, the facilitator can maintain control of the process while allowing participants to
experiment with their reactions. The workshop can be a powerful stimulus for individual
change and growth as well as a counseling tool. No matter how many times one has facili-
tated the workshop, each new group has the potential to provide interesting and enlighten-
ing perspectives on the nature of stress and stress management.

The conditions for learning must be present for the workshop to be fully success-
ful. Participants must be relatively free from immediate concerns for their health and
safety. At the same time the facilitator should not shy away from performing the work-
shop because conditions are not perfect. Army leaders exist in a variety of settings and

human resource development practitioners need to be open to the possibility of conducting
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training unusual environments. The stress-and-performance-for-leaders workshop has
been conducted successfully in an aircraft hangar in Saudi Arabia, at a squad base camp on
the Macedonian border, in large theaters, and in small tents. The workshop has been pre-
sented on four continents and has even been conducted in Spanish with the assistance of a
translator. In short, the workshop can be employed wherever soldiers are found.

The facilitator, as well as the training organizer, must take into account those or-
ganizational factors that may make training difficult or impossible. Such factors as struc-
ture, communication networks, symbols, and other cultural variables should be fully un-
derstood before training and addressed directly in the training design and implementation.

Senior leaders must be involved in planning and must support the program. My
experience has shown that when senior leaders are actively involved in the workshop
planning and execution, the training is smoother, participants are more engaged, and the
senior leaders themselves view the training as more beneficial. Even when focused on the
individual level, the workshop can be a source of information about the organization as a

whole which commanders can use in subsequent training or development activities.

Evaluation

For this study, the stress-and-performance-for leaders workshop was not inte-
grated within the framework of a comprehensive program. Future efforts in organiza-
tional settings must include an evaluation component. The proposed evaluation strategy
for the stress-and-performance-for-leaders workshop consists of six components. First,
immediately following training, the administrator should have participants complete a

learner reaction sheet to gather learners' perceptions about course content, learning
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activities, instructor skills, environment, and other factors that support learning as well as
overall satisfaction. This information will be used to refine design and delivery methods.

Second, a knowledge test should be administered prior to or at the beginning of
the workshop (to establish baseline data) and at the conclusion of the course to measure
knowledge gain. These data will be used to refine design and delivery methods to assist
learners to achieve greater knowledge retention.

Third, skill mastery assessments should be administered at the end of each learning
event. The nature of each skill mastery assessment will depend on the specific nature of
the skill being measured and what is an appropriate measure. For example, if the skill in
question is mental or analytical, the learners might be asked to analyze a problem and
provide the analysis result; the result would be checked against quality criteria. Likewise,
if the skill in question is interpersonal, the learners might be asked to demonstrate that skill
in a role-play situation.

Fourth, an attitude assessment should be administered at the beginning of the
course (to establish baseline data) and at the conclusion of the course to measure change
in attitude. These data will be used to determine if attitude toward skills has changed in a
positive direction and to refine course design and delivery if necessary.

Fifth, an assessment should be made of application on the job, 3 to 6 months after
course delivery. This assessment process will determine what skills are being applied and
how learners are applying them, and what factors on the job are helping and hindering that
process. Strategies should include interviews with learners to "observe" their application

of stress control skills and a survey of supervisors.
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Finally, a review of warfighting (business) indicators will determine how this inter-
vention has responded to warfighting (business) needs. These indicators will include: per-
centage of soldiers from trained units with indiscipline factors such as alcohol and drug
abuse, spouse and child abuse, inappropriate violence (assaults, homicide), and suicide
compared to Department of Defense averages; end-of-year statistics showing the number
of early discharges in "trained" units compared to those in "untrained" units; unit averages
for early discharges; and questions in after-action reviews (AARs), which address the de-
gree to which soldiers felt strengthened rather than weakened by the operation.

By following these evaluation steps, the traini