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PREFACE

Purpose
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Task number:
158-100-1385

Task title:
Implement Measures to Reduce Operational Stress
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You are the leader in a unit.  You recognize stress related behaviors being manifested within your unit.  You have access to FM 22-51 and DA PAM 600-63-10. 

Standard:
Recognized stress related behaviors within the unit.  Implemented an effective plan which reduced the impact of operational stress on mission accomplishment and soldier readiness as demonstrated by a reduction in stress related behaviors.  Your actions were IAW FM 22-51 and DA PAM 600-63-10.
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Proponent
NAME
Rank
Position
Date

Lesson
Phillips, Charles                  
LTC
Chief, LETD                     
_______

Plan
______________________
____
_____________________
_______

Approvals
______________________
____
_____________________
_______

SECTION  II 
INTRODUCTION


Method of instruction:  CO

Instructor to student ratio is:  1:16

Time of instruction: 00:05

Media used:  Viewgraphs
Motivator
1.
Stress is an unavoidable part of life.  In our personal lives it impacts greatly on how we, as individuals, are able to adapt and cope with life.  Within an organization, stress may directly influence organizational effectiveness.


2.
The increase of stress-related disorders is increasing in the United States and the related costs for health services are on the rise as well.  Although the individual and organizational costs of stress are difficult to calculate, job-related stress costs both in decreased productivity and increased costs for stress-related mental and physical treatment.

NOTE:
Inform the students of the following terminal learning objective requirements.

Terminal
At the completion of this lesson you [the student] will:

Learning


Objective   
Action:
Develop a plan to reduce operational stress within a unit.

Conditions:
As a leader in a scenario situation, in a classroom environment; given student handouts, a scenario based situation, and access to FM 22-51 and DA PAM 600-63-10. 

Standard:
Developed a logical and comprehensive plan based on the principles underlying operational stress that, when implemented, would decrease the amount of operational stress in a unit.  The plan included:  (1) an accurate assessment of the stress level in the organization and the factors contributing to it, (2) specific leader actions aimed at reducing the operational stress and (3) an assessment method to determine the effectiveness of the plan IAW FM 22-51 and DA PAM 600-63-10.

Safety
None

Requirements


Risk
Low
Assessment


Level


Environmental
None

Considerations

Evaluation
Using class notes, the students will evaluate a scenario and must prepare a leader action plan based on the principles underlying operational stress that, when implemented, would decrease the amount of operational stress within the unit.  The plan will include:  (1) an accurate assessment of the stress level in the organization and the factors contributing to it, (2) specific leader actions aimed at reducing the operational stress, and (3) an assessment method to determine the effectiveness of the plan.

NOTE:
Inform the student how, when, and where performance of the TLO will be evaluated.  Provide the length of the test and identify the minimum passing score.  Explain how a student can challenge the lesson without taking the unit of training.
Instructional
All leaders must be concerned with stress management, especially as it affects mission 

Lead-in
accomplishment.  The organization itself may generate stress which must be handled by its members.  Leaders need to understand the effects of stress on the individual members of the organization including themselves in order to moderate the effects of negative stress and to maintain an effective level of organizational performance.  Before we begin, let’s do a quick comparison between combat stress and operational stress.  


Q:  Does anyone remember the combat stress class you received in 


(either OBC, or WOCS)?

NOTE:
The instructor should facilitate a short group discussion using responses from the students.  See TSP 158-M-1285, Implement Measures to Reduce Combat Stress for any additional information required.

SECTION III 
PRESENTATION

A.
ENABLING LEARNING OBJECTIVE A



Inform the students of the enabling learning objective requirements.

Action:
Identify operational stress related behaviors and their effects on individuals.

Conditions:
As a leader, given a scenario, class notes, the student handouts, and access to DA PAM 600-63-10.

Standards:
Identified the five tenets of operational stress and the impact operational stress has on a unit and an individual IAW DA PAM 600-63-10.


Reference:  DA PAM 600-63-10 (Chapters I-VI)


Learning Step/Activity 1 -  Identify operational stress issues.


Learning Step/Activity 2 -  Identify positive stress related behaviors.


Learning Step/Activity 3 - Identify factors which influence operational stress.


Learning Step/Activity 4 -  Identify individual coping techniques.


Method of instruction:  CO  


Instructor to student ratio is:  1:16

Time of instruction:  00:25


Media:  Viewgraphs

Note:  Appendix A contains the slides to facilitate the 25-minute discussion.  The notes for each slide are contained below.


This presentation is not intended to simply present the fundamentals of operational stress within a unit, but to get the students to think about how leadership relates to operational stress and how they will practice this complex task.

Presentation:
Introduction:  Let’s take a quick look at how the individual coping skills differ in an operational situation and a combat situation:


Show Viewgraph 1385-1, “HOW DO THE INDIVIDUAL COPING SKILLS DIFFER:”



Here you can see that in both an operational and combat setting, stress affects individuals externally (facial tautness, jaw clamped, abrupt speech, finger and knee jiggling, pounding and clenching fists), emotionally (worry, lack of concentration, loss of self-confidence) and internally (headaches, indigestion, butterflies, rapid pulse).  Because we can predict that combat will be a more stressful situation for most soldiers, then 


these behaviors may be pronounced under those conditions.  


Show Viewgraph 1385-2, “FACTORS WHICH INFLUENCE COMBAT AND OPERATIONAL STRESS”





The major difference between operational and combat stress are the factors which influence the stress.  This slide here outlines a few factors which influence stress in these environments.

Show Viewgraph 1385-3,  “STRESS”
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(1)
Whether we are talking about combat stress or operational stress, the first thing you must obtain is a working knowledge of what stress is.  Stress is the response of the body to any demand (stressor).  Stressors are events or situations which require a change, create internal emotional conflict, or pose a threat.  The demands may be physical (cold, injury, disease) or mental (fear, conflict, pressure).  Stressors can be positive or negative depending on how they are perceived by the person.  Thus, stressor plus perception causes stress.



(2)  Stress is experienced at all levels of the Army.  Stress is inherent in the demands and structure of unit training, the military family, and the military community at large.

Show Viewgraph  1385-4, “USEFUL STRESS”




(1)  Stress is not always negative or harmful.  In many cases it is very positive or useful.  The amount of stress a person can cope with and whether or not it is harmful or useful depends on the individual.



(2)  Useful stress is the pressure that helps us meet and overcome unpleasant or painful situations.  This is the stress that make life worthwhile.  Without it, we would be unable to function.



(3)  Harmful stress can best be described as excess mental or physical strain on the body which causes physical and mental problems.  This is the stress that can cause problems that surface in the form of illness.



(4)  The most critical factor in dealing with stress is control.  If you have some amount of control over the stress you are feeling, it will not affect you as much as it would if you had no control.

Show Viewgraph 1385-5, “THE STRESS-PERFORMANCE RELATIONSHIP” 






(1)  From the “inverted-U” relationship you can see that functional stress results in improved performance, while dysfunctional stress does not increase performance and eventually is detrimental to performance.



(2)  At the lower end of the curve, stress is dysfunctional.  There is an imbalance of not enough stress being felt which results in lethargy and a lower performance level.  Also, at the other end of the curve, then the imbalance between perceived demands and perceived capabilities is too great, the individual is threatened and may begin to feel psychologically overwhelmed or physically harmed.  At both these levels, stress becomes dysfunctional.



(3)  The distinction between functional and dysfunctional stress is an important one when considering the relationship between stress and performance.


EXAMPLE:  Increased stress can result in decreased performance.  A good example is when at 1630 the well-intentioned 1SG “gets in the face” of the platoon sergeant and tells him “Get the job done!”  The increased stress does not accomplish the goal.  The already fatigued platoon sergeant’s stress level goes up but his performance level is likely to go down. 

Show Viewgraph 1385-6, “STAGES OF STRESS ADAPTATION”






(1)  A popular concept of stress defines stress by the presence of a nonspecific internal stress response.  The conclusion being that without evidence of a stress response, there is no stress.  This concept states that there is a typical pattern of physiological adjustment to prolonged stressful situations.  The nonspecific response goes through three stages of adaptation to a stressor over time.



(2)  In the Alarm Stage the body’s resistance as well as the individual’s performance will likely be reduced for a period of time.  If the stressor continues to be present and the body is successful in adapting, a second phase begins.  Some of the signs of the alarm stage are:



(a)  Increased breathing rate



(b)  Increased heart rate



(c)  Increased blood pressures



(d)  Increased body metabolism



(e)  Increased oxygen metabolism



(f)  Decreased blood flow and function of the digestive system, kidneys, and bladder



(g)  Increased blood flow to the brain to speed reactions



(h)  Increased blood flow and tension in the muscles



(i)  Perspiration



(3)  During the Resistance Stage the body must expend more energy than normal for coping.



(4)  During the Exhaustion Stage the body is unable to continue resistance under the high stress conditions and it becomes ill and death may result.



(a)  The cause is wear and tear.  Which systems or organs fail first depends on factors such as heredity, types of prior stress exposure, and maintenance schedules.



(b)  Sustained stress might cause migraine headaches, ulcers, anxiety, increased blood pressure, hypertension, overeating, pale complexion, or illness.


It may be useful to equate these stages to the smooth functioning of a heating system once the thermostat has been set at a higher setting.  During the Alarm Stage, the heating system makes more noise, increases its output, and works harder.  Increasing the temperature further, the system works at a higher level of output than was necessary at the lower setting (turning on more often, for example).  Following a prolonged Resistance Stage, the heating system may break down from over use.  It will no longer be able to function in resisting the stress (temperature setting) demands.  Similar changes occur in humans.



(5)  A major source of stress within the environment is change.  Changing situations usually lead a person to adjust or to attempt because change disturbs the person’s current way of thinking.

Show Viewgraph 1385-7, “COPING WITH THE IMPACT OF STRESS”






(1)  There are three basic categories of techniques that will assist you in coping with the stress in your unit.  These basic categories are counseling, simple relaxation techniques, and preventative techniques.



(2)  Counseling is an important skill in any stress management program.  It is an excellent tool that can be used to reduce pressures within the unit.  Counseling provides an opportunity for soldiers to discuss issues that are causing stress, both personally and professionally.



(3)  Three simple relaxation techniques were outlined in your student reading.  They are the diaphragmatic breathing  technique, the progressive muscle relaxation technique, and  the relaxation response.  These are examples of simple relaxation techniques that individuals can use to help make your body and mind relax.  Leaders can insure that individuals in their unit are aware of these relaxation techniques.



(4)  Preventative techniques involve both physical preparation and mental preparation.  Examples of each are listed on the slide.

NOTE:

Conduct a check on learning and summarize the enabling learning objective.

B.
ENABLING LEARNING OBJECTIVE B



Inform the students of the enabling learning objective requirements

Action:
Discuss how leader actions can reduce operational stress.

Conditions:
As a leader, in a classroom, participating in a classroom discussion, having access to class notes, FM 22-51 and DA PAM 600-63-10.

Standard:
Discussed the five leader actions and how they can reduce operational stress within a unit IAW FM 22-51 and DA PAM 600-63-10.


Reference:  Chapter 1, FM 22-51 and DA PAM 600-63-10.


Learning Step/Activity -  Identify how leader actions influence stress.


Method of instruction:  CO

Instructor to student ratio is:  1:16

Time of instruction:  00:15

Media:  Viewgraphs

Show Viewgraph 1385-8, “LEADER’S ACTION TO REDUCE STRESS WITHIN A UNIT”





NOTE:
It’s important to note that the same leader actions apply for preventing both operational stress and combat stress.



(1)
Leadership is the key to preventing operational stress within a unit.  Leaders reduce operational stress by preparing themselves and the unit for combat.  It’s important that leaders know their job and plan for contingencies.  They must maintain control of the unit to maximize its efficiency.



(2)
Promote Unit Cohesion:  



(a)  A significantly important motive which keeps soldiers doing their duty is “unit cohesion.”  Unit cohesion is the personal trust and loyalty among members of a unit which makes them prefer to stick together even when that involves great hardship and danger.



(b)  Insure that new arrivals are welcomed into the group and become known and trusted members quickly.  In garrison, appoint a suitable sponsor for each newcomer, and monitor that the sponsor really does show the newcomer around and assist in settling in on the job and in the community.



(c)  Keep members of a small team always working together, under their leader.  Assign details and projects to a team, and let the leader organize how it will be done.  Similarly, if there is an opportunity to send a group off for R & R, send whole small teams, not a collection of individuals.  Use equipment drills, physical fitness exercises, and team sports to promote mutual reliance and closeness within each team, and positive competition and respect among all teams.



(d)  Conduct after-action debriefings routinely, especially after training exercises.  Leaders should bring the troops together to talk about what happened when the situation permits, but while the events are still fresh in their minds.  The purpose is to reconstruct what really happened so the team benefits from the lessons learned.



(e)  Bring the whole unit together, when the tactical situation permits, for formations, meals, awards ceremonies, and other informal occasions which let them get to know the members of the other teams as well.  Recognize a soldier (or group of soldiers) for exemplary performance at award ceremonies in front of the whole organization.



(f)  Being visible to the soldiers and serving as an ethical role model are basic cornerstones to becoming an effective leader.



(3)
Assure physical fitness:  Physical fitness programs are useful in promoting unit cohesion, but they are also important in themselves as protection against battle fatigue.  Being super fit is not a guarantee against disabling battle fatigue, but it does increase self-confidence (and the confidence of buddies), and delays the onset of muscular fatigue.


Show Viewgraph 1385-9, “LEADER’S ACTIONS TO REDUCE STRESS WITHIN A UNIT (CON’T)”







(4)
Conduct tough, realistic training:



(a)  A soldier’s ability to withstand stress is increased by a realistic sense of confidence.  Confidence in his own ability, in his leadership, and in his equipment plays a role.  This confidence is obtained initially through tough, realistic training and later through success on the battlefield.



(b)  Ensure that risk assessments are conducted for every training exercise to ensure that appropriate safety factors are incorporated.



(c)  Cross trained soldiers build confidence and ensures that every key task can be performed by several good soldiers.



(5)
Conserve the well-being of the troops:  Ensure the provision of the best water, food, equipment, shelter, sanitation and sleep possible under the circumstances of the mission.  



(6)
Keep information flowing:  Keep the troops well-informed of their goals, the situation, and how they are doing.  Do not conceal unpleasant possibilities, but put dangers in the perspective of how the team will overcome them.  Do not give unrealistic reassurances, since failure of expected support increases operational stress. 

NOTE:
Conduct a check on learning and summarize the enabling learning objective.

C.
ENABLING LEARNING OBJECTIVE C



Inform the students of the enabling learning objective requirements

Action:
Develop a sample leader action plan to minimize operational stress within a unit. 

Conditions:
As a leader in a classroom practical exercise, given class notes, and access to DA PAM 600-63-10.

Standard:
Developed a logical and comprehensive plan based on the principles underlying operational stress.  Plan was based on the principles underlying operational stress and, when implemented, would decrease the amount of operational stress in a unit.  The plan included (1) an accurate assessment of the stress level in the organization and the factors contributing to it, (2) specific leader actions aimed at reducing the operational stress, and (3) an assessment method to determine the effectiveness of the plan IAW DA PAM 600-63-10.


Reference:  DA PAM 600-63-10


Learning Step/Activity  -  Develop a leader action plan to minimize operational stress within a unit.


Method of instruction:  PE

Instructor to student ratio is:  1:16 


Time of instruction:  00:45

Media:  Paper


a.
Introduction:  The instructor will give the students practical exercise #1 or #2 to complete at this time.  Inform the students that they will have 30 minutes to complete the practical exercise.


b.
During the last 15 minutes of this ELO, the instructor will conduct a group discussion with the students and go over the possible solutions to the practical exercise.  

SECTION IV
SUMMARY


Method of instruction:  CO 


Instructor to student ratio is:  1:16 


Time of instruction:  0:05

Media:  None

Review/
As a leader, you must be able to deal with stress daily.  Your ability to recognize the 

Summarize 
causes and symptoms of stress in yourself and your unit can be vital to you.  Some of

Lesson
the stress within your unit will help your soldiers overcome many obstacles and barriers, yet most stress will be harmful to the individual and unit performance.  Once you know that excessive stress exists, it’s your responsibility to reduce and/or alleviate the causes of stress which can make a more productive training and work environment. 
NOTE:
Make sure you repeat the terminal learning objective of the lesson.

NOTE:
Determine if students have learned the material presented by soliciting student questions and explanations.  Ask the students questions and correct misunderstandings.

Check on
QUESTIONS

Learning


a.
What is the difference between harmful stress and useful stress?


b.
Identify effective leader actions which can reduce operational stress within a unit.  What are some leader actions that could contribute to the stress within a unit?


c.
How effective is a soldier’s performance during the exhaustion phase?

SECTION V
STUDENT EVALUATION

Testing
See App. B

Requirements
NOTE:
Rapid, immediate feedback is essential to effective learning.  Schedule and provide feedback on the evaluation and any information to help answer student’s questions about the test.

Feedback
Provide remedial training as needed.

Requirement


APPENDIX B

TEST AND TEST SOLUTIONS

APPENDIX C

PRACTICAL EXERCISES and SOLUTIONS 

APPENDIX D
STUDENT HANDOUT

STRESS
1.
STRESS.  Stress is the body’s response to a demand (stressor).  Stressors are events or situations which require change, create internal emotional conflict, or pose a threat.  The demands may be physical (cold, injury, disease) or mental (fear, conflict, pressure).  Stressors can be positive or negative depending on how they are perceived by the person.  Thus, stressor plus perception causes stress.

2.
THEORETICAL CONCEPTS OF STRESS.


a.
Nonspecific internal response  A popular concept defines stress by the presence of an internal physiological stress response, the conclusion being that without evidence of a stress response there is no stress.  When stressed, the body always responds in a nonspecific way in an attempt to adjust to the demands of the stressor (pacing, foot tapping, excessive sweating, or a nervous eye twitch).



(1)  This concept states that there is a typical pattern of physiological adjustment to prolonged stressful situations.  The nonspecific response goes through three stages of adaptation to a stressor over time.  The first stage of adaptation is identified as the Alarm Stage.




(a)
In the Alarm Stage the body’s resistance as well as the individual’s performance will likely be reduced for a period of time.  Some of the signs of the Alarm Stage are: an increased breathing rate; increased heart rate; increased blood pressure; increased body metabolism; increased oxygen metabolism; decreased blood flow and function of the digestive system, kidneys, and bladder; increased blood flow and tension in the muscles; and perspiration.




(b)
During the Resistance Stage the body must expend more energy than normal for coping.




(c)
During the Exhaustion Stage the body is unable to continue resistance under the high stress conditions and it (the body) becomes ill and death may result.



(2)
Metaphorically speaking, it may be useful to equate these stages to the smooth functioning of a heating system once the thermostat has been set at a higher setting.  During the Alarm Stage, the heating system makes more noise, increases its output, and works harder.  Increasing the temperature further, the system works at a higher level of output than was necessary at the lower setting (turning on more often, for example).  Following a prolonged Resistance Stage, the heating system may break down from over use.  It will no longer be able to function in resisting the stress (temperature setting) demands.  Similar changes occur in humans.


b.
Influenced by the environment  Research also provides some evidence in support of the stressful consequences of change.  Changing situations usually lead a person to adjust, or to attempt to adapt because change disturbs the person’s current way of behaving.


c.
Interactive model of stress  The interactive model of stress emphasizes that stress is the result of a perceptual process in which an internal demand is compared with the ability to cope with or meet that demand.  An imbalance between perceived demand and perceived capability gives rise to the experience of stress, which is accompanied by subsequent physiological, psychological, or behavioral responses.  The effects of stress responses and coping or avoidance behavior provide feedback and interact with future stress cycles.



(1)
In the first stage of the interactive process, some demand or situation confronts the individual, who in turn reacts to the demand by employing psychological processes such as perception, memory, learning, judgment, and thought.  The perceived demand is then compared with the person’s perception of their capability to deal with the situation.  Corresponding to a demand is the individual’s actual capability to meet the demand.  Actual demands and capabilities are perceived and assessed by the individual.  The outcome of Stage 1 becomes a perceived demand and a perceived capability.



(2)
In Stage 2 the individual weighs these perceptions of demand and capability through what is called cognitive comparison.  If, as a result of this comparison, perceived demands are greater than perceived capabilities, an imbalance exists which gives rise to the activation of stress.  If perceived demands are equal to perceived capabilities, a balanced condition exists, and stress is not activated.  The third combination, in which perceived demands are less than perceived capabilities, also result in imbalance.  This results in underload.



(3)
The imbalance which gives rise to stress in Stage 3 may develop in varying degrees.  If there is a moderate gap between the perceived demand and perceived capability, a condition of functional stress exists.  It is functional because it has a motivating effect on behavior and, to a degree, increases performance.  When the imbalance between perceived demands and perceived capabilities is too great, the individual is threatened and may begin to feel in danger of  being psychologically overwhelmed or physically harmed.  At this degree, the stress becomes dysfunctional.



(4)
If the cognitive comparison in Stage 2 results in an imbalance which activates stress in Stage 3, any combination of the several response systems may become involved.  



(5)
In Stage 5, all three types of stress responses feed back into the demands and capabilities (Stage 1) and influence how the individual handles future stress situations.  If a person has been successful in managing a previous stressful situation, he may modify the perception of actual capability, actual demand, or both.  In the case where a person has successfully coped, the feedback from others as well as the individual’s own appraisal of the event should lead to an increase in both actual and perceived capability.  The actual ability has been enhanced through practice, while the perception of capability has been increased through knowledge of the results.  Actual and perceived demands may be similarly modified through feedback.


d.
Functional and dysfunctional stress  Stress may be functional or dysfunctional.  Functional stress results in improved performance, while dysfunctional stress is eventually detrimental to performance.

3.
EFFECTS OF STRESS ON THE BODY.  It is extremely important for your mental and physical health and mission effectiveness that all leaders recognize when stress is affecting them and their performance.  Stress can cause an emotional response, an internal response, and/or an external response, or a combination of all three.


a.
Emotional responses to stress are feelings your mind experiences in reaction to stressful situations.  Emotional signs of stress include:

·   Worrying

·   Lack of concentration

·   Desire to cry or run away

·   Loss of self-confidence

·   Anxiety, fear, panic

·   Irritability or edginess

·   Frequent anger

·   Frustration


b.
Internal responses to stress are the body’s physical inward or invisible reactions to stressful situations.  You may develop a headache, indigestion, butterflies, rapid pulse, or many other internal ailments that cannot be easily detected by someone else.


c.
External responses to stress are the body’s physical outward or visible reactions to stressful situations which you can see or those that can seen by others.  Trembling, sweating, or fidgeting are all responses that can be observed.   Behavioral mannerisms associated with stress include:

·   Facial tautness

·   Jaw clamped

·   Lateral smile

·   Eye blinking 

·   Abrupt speech

·   Tongue clicking

·   Loud, explosive speech

·   Staccato or unpleasant voice

·   Hurrying speech of others

·   Finger and knee jiggling

·   Pounding fist when talking

·   Clenching fist when talking

·   Tense posture

·   Sighing

·   One word response - “Absolutely!”, “Super!”

4.
Stress behavior is a unique way of responding, confronting or interpreting daily stressful situations particularly those involving threat, challenge, and control.  In general, stress behavior is a way of approaching life that might have some short term benefits, but more often than not, it impairs efficiency over the long run and undermines health.


a.
Stress manifests itself in:

·   Impatience with slow drivers

·   Interrupting others to finish their sentences

·   Anguish at waiting in line

·   Impatience with repetitive duties

·   Thinking or doing more than one thing at a time

·   Continually turning the conversation to one’s interests

·   A belief that success is due to working faster and harder than others

·   A belief that there is not enough time to complete all things worth doing

·   Difficulty in sitting and relaxing

·   Not noticing interesting things in the environment

·   Not experiencing much delight in life

·   Careless, joyless striving in all tasks

·   Being easily provoked


b.
Signs of aggression and hostility include:
·   Tendency to be angry

·   Hyperreacting to small or unpredicted events

·   Challenging other stressed Type A individuals

·   General distrust of others’ motivation

·   Irritation or rage when remembering past events that aroused anger

·   Rarely giving another person individual attention

·   Explosively accentuating key words

·   Always playing games to win

·   Clenching fists, pounding table, and pointing fingers

·   Facial expression of anger and struggle


c.
Aggression and hostility are characterized by:

·   Chronic sense of time urgency

·   Impatience with the world and its inhabitants including self

·   Always moving, walking, eating rapidly

·   Chronic struggle with self and others

·   Excessively striving for achievement

·   Quest for numbers

·   Insecurity of status

·   Hostility and aggressiveness

·   Excessive drive

·   Competitiveness

5.
SOURCES OF STRESS WITHIN AN ORGANIZATION.


a.
The organizational structure.  The organizational structure may contribute to individual stress if the following exist:



(1)  Overly rigid rules and procedures.



(2)  Unclear chain of command.



(3)  Ineffective communications.



(4)  Over supervision or “micromanagement” by supervisors. 



(5)  Membership in groups competing for the individual’s time.  



(6)  Frequent changes in superiors or supervisors.



(7)  Competition with peers.



(8)  Events in society.  (Example:  The possibility of the soldier’s unit being deployed.)



(9)  Role conflict.



(10)  Role ambiguity/uncertainty of what is expected.



(11)  Work overload



(12)  Long/erratic working hours.



(13)  Highly reactive work.



(14)  Unrealistic expectations/surprises.



(15)  Conflict.



(16)  Loss of control over work.



(17)  Rapid and unpredictable changes.



(18)  Downsizing.



(19)  Lack of an effective orientation program.




(a)  Many organizations have formal and often extensive programs to integrate new people into the organization.  New members learn how the organization expects them to act, what aspects of the job are important, and what the organizational values are.  If there is no formal program to accomplish the “socialization” process, informal processes will always exist to teach newcomers “the ropes.”  The period of initial entry and socialization is inherently stressful because of change experienced by people coming into the organization.




(b)  There appear to be important links between different levels and kinds of stress during entry into the organization and long term organizational interests such as commitment, job performance, and satisfaction.  As stated above, if the leader, as a stress manager, does not positively integrate new individuals into the organization the individual may not feel “a part” of the organization and thus not be as committed, as productive, or as satisfied in their job.


b.
The work environment.  The work environment may be a source of stress on the job.  



(1)  Working under extreme climate conditions (extreme hot or cold), working under extremely noisy conditions, or working in extremely close quarters are all potentially stressful physical environments.



(2)  Included in this category of potential stressors are poor quality of interpersonal relations, a lack of privacy, or isolation.



(3)  Military tasks often are difficult, physically demanding, and dangerous, and stressful in themselves.

6.
Leader’s actions to reduce stress within a unit:  Leadership is the key to preventing operational stress within a unit.  Leaders reduce operational stress by preparing themselves and their units for combat.  It’s important that they know their job and plan for contingencies.  They must maintain control of the unit to maximize its efficiency.  Good leaders do the following:


a.
Promote Unit Cohesion:  



(1)  The most important motive which keeps soldiers doing their duty is “unit cohesion.”  Unit cohesion is the personal trust and loyalty among members of a small unit which makes them prefer to stick together even when that involves great hardship and danger.


(2)  Insure that new arrivals are welcomed into the group and become known and trusted members quickly.  In garrison, appoint a suitable sponsor for each newcomer, and monitor that the sponsor really does show the newcomer around and assist in settling in on the job and in the community.


(3)  Keep members of a small team always working together, under their leader.  Assign details and projects to a team, and let its leader organize how it will be done.  Similarly, if there is an opportunity to send a group off for R & R, send whole small teams, not a collection of individuals.  Use equipment drills, physical fitness exercises, and team sports to promote mutual reliance and closeness within each team, and positive competition and respect among all teams.


(4)  Conduct after-action debriefings routinely, especially after training exercises.  Leaders should bring the troops together to talk about what happened when the situation permits, but while the events are still fresh in their minds.  The purpose is to reconstruct what really happened so the team benefits from the lessons learned.


(5)  Bring the whole unit together, when the tactical situation permits, for formations, meals, awards ceremonies, and other informal occasions which let them get to know the members of the other teams as well.  Recognize a soldier (or group of soldier) for exemplary performance at award ceremonies in front of the whole organization.


(6)  Being visible to the soldiers and serving as an ethical role model are basic cornerstones to becoming an effective leader.


b.
Insure physical fitness:  Physical fitness programs are useful in promoting unit cohesion, but they are also important in themselves as protection against battle fatigue.  Being super fit is not a guarantee against disabling battle fatigue, but it does increase self-confidence (and the confidence of buddies), and delays the onset of muscular fatigue.


c.
Conduct tough, realistic training:


(1)  A soldier’s ability to withstand stress is increased by a realistic sense of confidence.  Confidence in their own ability, in their leadership, and in his equipment plays a role.  This confidence is obtained initially through tough, realistic training and later through success on the battlefield.


(2)  Ensure that risk assessments are conducted for every training exercise to ensure that appropriate safety factors are incorporated.


(3)  Cross trained soldiers build confidence and ensures that every key task can be performed by several good soldiers.


d.
Conserve the well-being of the troops:  Ensure that water, food, equipment, shelter, sanitation and sleep are the best possible under the circumstances of the mission.  


e.
Keep information flowing:  Keep the troops well-informed of their goals, the situation, and how they are doing.  Do not conceal unpleasant possibilities, but put dangers in the perspective of how the team will overcome them.  Do not give unrealistic reassurances, since failure of expected support increases operational stress. 

7.
Preventative techniques are steps that can be taken ahead of time to prevent or at least reduce stress.  This is the best way to cope with stress.


a.
Some preventative techniques to take care of yourself include:

· Get 7-8 hours of sleep (or the amount you need to awake refreshed).

· Exercise 30 minutes three times a week and monitor target pulse rate.

· Do not smoke or inhale smoke of others.

· Drink only moderate amounts of alcohol (0-2 drinks daily).

· Maintain normal weight.

· Develop and maintain support system (family, friends, pets).

· Eat a healthy breakfast, lunch, and dinner.

· Talk about your problems.

· Learn to accept what you can not change.

· Balance your work with pleasure.

· Take one thing at a time.

· Admit when you are wrong.


b.
Some ways to change, avoid or minimize stressors include:

· Change commuting patterns.  Use music, or relaxation tapes in the car.

· Avoid exposure to unnecessary stressors (traffic, caffeine, and smoke).

· Check chairs, desk and workplace for correct fit.

· Regulate extremes of temperature, lighting, and noise.

· Learn to deal with or avoid aggressive personalities.

· Avoid continuous interruptions.

· Anticipate and prepare for change.

· Leave the situation (take breaks, go out for lunch, take yearly vacations)

8.
Relaxation Techniques:  Use one of the following three relaxation techniques to assist in changing your body’s response to stress and help make your body and mind relax:


a.
Diaphragmatic breathing or other breathing techniques



(1)  This can be practiced in any position, but it is best to learn while lying on your back, with your knees bent.  Place your left hand on your abdomen and your right hand on your chest.  Notice how your hands move as you breathe in and out.



(2)  Practice filling your lower lungs by breathing so that your left hand goes up when you inhale while your left hand remains still.  Always inhale through your nose and exhale through your mouth.



(3)  When you have filled and emptied your lower lungs 8-10 times with ease, add the second step to your breathing -- inhale first into your lower lungs as before, but then continue inhaling into your upper chest.  As you do this, your right hand will rise and your left hand will fall a little as your abdomen falls.



(4)  As you exhale slowly through your mouth, make a quiet, whooshing sound as first your left hand, then your right hand, falls.  As you exhale, feel the tension leaving your body as you become more and more relaxed.



(5)  Practice breathing in and out in this manner for 3-5 minutes.  Notice that the movement of your abdomen and chest is like rolling waves rising and falling in a rhythmic motion.  Diaphragmatic breathing should be practiced daily until it can be done almost anywhere, providing you with an instant relaxation tool any time you need it.


b.
Progressive muscle relaxation



(1)  The body responds to tense thoughts or situations with muscle tension, which can cause pain or discomfort.  Deep muscle relaxation reduces the muscle tension as well as general mental anxiety.  You can use a pre-recorded tape to help you go through all the muscle groups, or you can do it by just tensing and relaxing each muscle group.  Deep muscle relaxation is effective in combating stress related health problems and often helps people get to sleep.



(2)  Pick a place where you can stretch out comfortably, such as a carpeted floor.  Tense each muscle group for 4-10 seconds, then give yourself 10-20 seconds to release them and relax.  At various points, review the various muscle groups and relax each one a little more each time.  How to tense muscle groups:



-  Hands by clenching them.



-  Wrists and forearms by extending them and bending the hands back at the wrist.



-  Biceps and upper arms by clenching your hands into fists, bending your arms at the elbows, and flexing your biceps.



-  Shoulders by shrugging them.



-  Forehead by wrinkling it into a deep frown.



-  Around the eyes and bridge of the nose by closing the eyes as tightly as possible (remove contact lenses first).



-  Cheeks and jaws by grinning from ear to ear.



-  Around the mouth by pressing the lips together slightly.



-  Back of the neck by touching the chin to the chest.



-  Front of the neck by touching the chin to the chest.



-  Chest by taking a deep breath and holding it, then exhaling.



-  Back by arching the back up and away from the support surface.



-  Stomach by sucking it into a tight knot.



-  Hips and buttocks by pressing the buttocks together tightly.



-  Thighs by clenching them hard.



-  Lower legs by pointing the toes toward the face, as if trying to bring the toes up to touch the head.  Then point the toes away and curl them downward at the same time.



-  When you’re finished, arouse yourself thoroughly by counting backwards from five to one.


c.
Relaxation response:



-  Sit quietly in a comfortable position with eyes closed.



-  Begin progressive muscle relaxation (see above)



-  Become aware of your breathing.  With each exhale, say the word “one” (or any other word or phrase) silently or aloud.  Concentrate on breathing from your abdomen and not your chest.  Instead of focusing on a repeated word, you may choose to fix your gaze on a stationary object.  Any mental stimulus will help to shift your mind away from external thoughts.



-  Continue this for 10-20 minutes.  As distracting thoughts enter your mind, don’t dwell on them, just allow them to drift away.



-  Sit quietly for several minutes, until you are ready to open your eyes.



-  Note the difference in your breathing and pulse rate.



-  Practice for 10-20 minutes once or twice a day, but not within two hours after a meal.  When you have set up a routine, the relaxation response should come with little effort.

9.
EXCESSIVE STRESS, DEPRESSION AND SUICIDE


a.
The US Army is a large organization made up of people from all walks of life.  The demands placed on these personnel can be expected to result at times in significant stress.  As a result, depression and suicide are not rare among military personnel and their families.  It is the leader’s job to do everything possible to assist personnel in their efforts to cope with stress and depression.  In this manner, the leader may be able to prevent suicide.


b.
Soldiers having personal difficulties or job-related problems may experience a significant decrease in their ability to perform their job effectively.  There is a direct relationship between your ability to recognize and assist personnel experiencing such stress and the overall effectiveness of your unit.


c.
Suicide prevention refers to the identification of individuals at risk to commit suicide.  In addition, suicide prevention requires the provision of timely, adequate assistance to such individuals in order to restore their sense of well-being to prevent suicide.



(1)  Suicidal people frequently feel they cannot cope with their problems and suicide is the only possible way to escape.  Possible causes for these feelings include the breakup of a close relationship with a loved one, death of a loved one, worry about job performance, or severe financial problems.



(2)  Signs of depression often associated with suicide include poor appetite, change in sleep habits, loss of energy, evidence of diminished ability to think or concentrate, or drastic mood swings.



(3)  A person is at greater risk of suicide if they have made a previous suicide attempt, have a family history of suicide, lost a friend through suicide, or have abused drugs or alcohol.


d.
As a peer or leader you can help in several ways.



(1)  By taking time to ask, “What’s going on?”,  a concerned leader can give the individual a chance to share the difficulty which he is experiencing.



(2)  A leader is often in an ideal position to offer assistance to the individual; e.g., a leader may recommend time off, leave, arrange for counseling, etc.



(3)  By referring the individual for counseling as required, additional assistance may be provided.  A variety of professionals offer counseling to active duty personnel and their family members.


e.
People who are more at risk of committing suicide frequently feel that they cannot cope with their problems and that suicide is the only possible way to escape.  They are often troubled by feelings of hopelessness and low self-esteem, but extreme anger may also be found.  There are many possible causes for these feelings:



(1)  Breakup of close relationship with a loved one or difficulties in interpersonal relationships with family of close friends.



(2)  Death of a loved one.



(3)  Worry about job or school performance and concerns about failure or doing less than one hoped or expected.



(4)  Loss of family social or financial status.



(5)  Compounding and disorienting effects of drugs and/or alcohol.


f.
Signs of depression include:



(1)  Poor appetite and significant weight loss (or increased appetite and significant weight gain).



(2)  Change in sleep habits, either excessive sleep or inability to sleep.



(3)  Behavioral agitation or a slowing of movement.



(4)  Loss of interest or pleasure in usual activities.



(5)  Loss of energy, fatigue.



(6)  Complaints or evidence of diminished ability to think or concentrate.



(7)  Feelings of worthlessness, self-reproach, or excessive guilt.



(8)  Withdrawal from family and friends.



(9)  Drastic mood swings.



(10) Sudden changes in behavior.


g.
Depression is a common condition which is often associated with suicide.  However, most individuals who are depressed are NOT at risk to commit suicide.  General indicators of increased suicide risk are mentioned above in paragraph 9(c).  The more “immediate” danger signals warn us of impending suicide.  These include:



(1)  Talking about or hinting at suicide.



(2)  Giving away possessions or making a will.



(3)  Obsession with death.



(4)  Specific plans to commit suicide and access to lethal means.



(5)  Buying a gun.

NOTE:  With the availability of weapons in the military, it may less a case of buying a gun but rather gaining access to a weapon (i.e., gaining access to the weapons room, or waiting until the soldier is “at the range”).

10.  TAKE ACTIONS TO PREVENT SUICIDE


a.
Take threats seriously.


b.
Answer cries for help.


c.
Confront the problem.  If you suspect that a person is suicidal, take the time to voice your concern.  Don’t be afraid to ask if the person is thinking of harming themselves.


d.
Be a good listener.


e.
Tell the person that you care.

11.  SOURCES OF PROFESSIONAL COUNSELING AVAILABLE TO A SOLDIER AND FAMILY.


a.
Hospital psychiatry, psychology, and social work services.


b.
Mental Health Services.


c.
Chaplains.


d.
Drug and alcohol facilities.


e.
Army Community Services (ACS).
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