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- Stresé can motivate or'delibité.te us. It is impor"taht that adminis-

trators understand the*positive and negatlve oonsequences of stréss ‘m

" - *

their lives, It_ is more important for those in pos1t10ns of responsibility

to learn how to oope with the inevitable pressures which impinge on the

N
.

execut ives.

»
.

ThlS study by Boyd Swent a.nd Walt Gmelch should assist managers to
g\aln a more re?.llsglp' understa.ndlng of and attitude toward stress.
. Dr. Gmelcil 1s 'Assigtg.nt Director of the Field Traifling and Serviée .Bure’an,
" College_ of Education, University of Oregon. éoy/d Swent is Assis'ta.nt
Superlntendent of the Intermedlate Educatlon Dz.strlct serving Washington -
County near metroptxllta.n Portland. - . -
Sincere apprec1at10n is due to the pve{ 1200 Oregon school adminis-

t'r'ators wio partlcipatéd in this progect a.nd made this Study and its

findihgs possible. ) . s ) o
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R 2 / Kenneth A. Erickson ‘
. ’ ‘ . . Executive Secretary
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I. Introduction

The present Bulletln does not propose to reV1ew all of the stress-

-

related concepts and 1deas An attempt to prov1de an overview of the

1

most recent 1deas and bring about a greater general awareness of stress

A
and its consequences was forwarded 1n the May-June OSSC Bulletln ' ‘

//?Beyond Stress‘to,Effectlve Managenent) This deglt’ with the genera;

0 . -

issues of what stress is, how people respond to it, what the sources AL

and physicai and psychological consequences are and how people effectiveéy
cope. . 1 . o - L .

« » ‘ ’
¢ Twosof the key issues previously raised are explored’in this

Bulletin: » .

Wha\ are the causes of stress in school administration? and - .

2. How can these causes be mlnnnized or- elnnlnated? ™

s

- .. These questlons do not lend themselves to any qulck and easy answers.

- ]

_As an attenpt to answer these questions, the authors surveyéd Oregon .
school administrators to "tune in" on what:caused their stress and how
they coped with it. They present a summary of their research results

. in hope that by sharing this data with other school administrators

v

everyone will become more aware of what bothers them and work together

4 .

to help each other alleyiate somé of the unnecessary strcdses of
administration. - ” * \ ’

’
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- ‘ . II. Penetrating the Streéss Cycle v
e In order to prov:.de the reader w1th a broader perspectlve and . - S

» g
. @ ~ -@ .t

o iy

- 7 clearer understa.nding £ whlch to view stress, the authors would l:ke
¢ 4+ . *
¢+ first to propose a/four 'stage str;ess cycle. -This cycle, identified in L e

-Figure 1, begins with a sét of demands (Stage I). A meeting is a demand . . .

as is & telephone interruption, but whether it produc; s stres,s depends ~
on the 1nd1v1dual S perceptlon (Stage II) Does s/ have the time or

resources (e1t_her mentally or physically) to adequately meet the demand?

" If .not and a discrepancy exists.[11], the demand is perceived by the *

€

» individual as a stressor. ' - . t

It ,is possible, therefore, for the same demand to be perceived as
\ ST, ‘ : . , d .ol

a st¥egsor to one individual ahd not to aneother. For__exampl’e, if a
. . ‘principal perceives a new cha.nge'in school board policy as not demanding,

a discreﬁancy will not exist a.nd‘stré’ss will not occur. \However, if

*

another principal perceive$ this policy change as demanding much time

.. of which s/he has little, a discrepancy exists and stress ensues.
- ::-a,_, - .

* The stress created by this discrepancy results in a stress response
(§tage III) It is here.that the cbping process begins. Individuals go
through blochemlcal changes (adrenal secretlon, increased heart rate o

andso on) whlch prepare them either to 1gnore, flee, ccmbat or alleviate
the st{essor. While the immediate biochemical response is the same for °

I P h

everyone [16], the behavioral and psychological choice to 1gnore or




N

coﬁgat flee or alleviate, is very much a.personal matter. .It largely

depends on ‘the resources people have avallable and what has worked 1n

. — , . o

the past . ] 'Q' T o .

»
The fourth and f1nal stage, consequences d1ffers from responses

because’ 1t takes 1nto accpunt the long—range effects of stress both
due to its duratlon and 1ntensrty If one is not able to allev1ate

v .
smne of the stressors or cope adequately;'consequences may arise in

: the-forn}of serious mental or phys1cal illness. A grow1ng body of

evrdence is p01nt1ng to thls conclus1on For exaﬁple recent.flgures

. .

* from the U. S National Clearing House for “ental Health Information

. ,/\» 0 . .
zndlcated a .$17 bllllonlgecrease in the productlve capac1ty of workers
f
resultlng from StreS§V/ excess1ve absenteelsm - $5 5 billion, excess1ve
>
7 billion, 1neff1c1ency on the,job -- $1.9 billion, .

unemployment -
and below capg ity employment - 81, 9 billion. _‘These figres é&one*

/' ;

only represent the ggst of streSs 1nduced mental dysfunctlon as yet

- no accurafe account of the dollars and human capaclty lost from psycho-

sanat1c°and phys1cal ailments are avallable However one in a group ‘.

[}

of ﬁ%ychosomatlc diseases caused hy stress, coronary heart disease,

accounts for the deaths of over 700,000 Americans a year; 200 000 of

léhom aré ‘under, s1xty—f1ve-years g! age. - ' .H
Informatlon éontlnues to be complled on°the eros1on of health due

to stress and tension: over 80 000 art}cles have been wrltten about

stress 1,000 research progects have been done, and- every year 6 000

nore publlcatlons are catalogued under the heading of stress Based on
.’ e »

current wrltlngs and research, there 1s ev1dence to conclude that: -

(l) stress exists’in the 11ves of all people and to a greater degree

N\
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L in people uho are in?people—related positiens, (2) the same positions ‘ .

may create diiferent anounts of stress 1n different people, (3) an.

1nd1v1dual’s health may be negatively affected due to excessive stress

-

or the 1nab111ty to” cope with stress, and (4) ltktle researoh has been

_done.on the perceptions that educational administrators have‘on stress

. \\‘ /‘ k]
related to their JObS o

g

N kThe authors concern for their health and the health and managerial

effectiveness of theiyr. colleagues prtnpted then to undertake a

&research project exploring the marn sourges of on—the—job stresses of *
Vot . .

.

. school administrators. - Their purpose was to share and utilize the new

insights in developing a series of geheral coping strategies aimed at

| recognizing and reducing executive stresses ini education.

© Y

that the subsequent research findings déscéribed in the

Lo

arity to the first stage of the stress cycle. Denmnds
referred to'as stressors, are delinated and categorlzed into
)

>\ five factors or sour s of administrativetstress Section IV, reports

the results of the stress research 1ndlcat1ng the’ top stressors for
L

school administratozs and the relationship betaeen stress and health "
How Oregon administrators crEatively cope with stress is addressed in

Section ,V: and the final section suggests five tralning strategies to

1e§ in helps to,penetrate the stress cycle. Section IIT attempts to '

/

aid administrators to deal with theirftop-stressors. For those readers '

*
inclined to seekénore 1nformation about stress and coping techniques,

Section VIII's agnotated resource guide, feviews ‘some of the books the

authors have f7und helpful in their personal search for understanding.
. . _ A
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III. Sources of Administrative Stress

" R \ . ° %
“Clear categories of occupational stressors have, not been establish
B ' R o 8

in the literature - There remains numerous ;question,s as to the relation-
\between speciéic. stressors and how they should be categ'orica.liy
Ll : ‘s

derived. * The categories or fadtors used .h this study were. derived by .-

attempting to more clea.rly delineate describe and organize the numerous

-

incidences that eduoational administrators themselves have 1dent1f1ed

as stressful. However »t must be kept in ‘mind: that until further .

£ ~

'
resea.rch has been completed, subJect1v1ty in the placement of spec1fic

-

i

.adm1n1strat1ve stressoxs wrll exist.

The stressors are categorized into five factors with seven items

in each )Saétor (Table 1). The five factors are; constraints intrinsi'c ’
v [ ]

to administration, admlnistrative respons1b111t1es interpersonal relations,

\mtrapersonal cenflict and role expectatiohs Adm?nistrative contraeints

* —

deals with stressors related to time, meetings work\loa,d and compliancé

with federal, state and organizational policies. Administrative respons-

¢ . ¢
ibility relates to tasks characteristic of nearly all administyative

positions including supervision, evaluation, regotiations and gaining

[

pubiic support for school plogranxs’ . Interpersonal relations includes

re(s.olviné differences .between pa.rents and school; between staffgg '
R . » . . - "

. 'menbers and handling student discipline. Intrapersonal conflict centers,

’ N [ = (RS
around confljpcts between performan?e and one's internal beliefs




Table 1 oy

_ FACTORS AND STRESSORS -

‘ ADMINISTRATTVE CONSTRAINTS CeT IR o
‘ o 1. Being inteerrupfed‘frequently by telephone galls. ’ -
n 2. Havmg my work frequently 1nterrupted by staff members to ‘talk. '.i
( 3, Wr}tlng memos, letters and othe'r oommmlcatl,ons ’ - & '

4'1: Feeling that meetings take up too much time.

5.° Feeling that I have too heavy a work load, one that I ca.nnot possibly |
\ flmsh dufalng ‘the normal day. . y

'Y >

6. Complylng fwith state, federal and organlz,a.g\lonal rules and pollcles.

7. . Trjylng to pqnplete reports apd other paper work on ‘time. .

’
.

- ADMINISTRATIVE RESPONSIBILITY . . ) .

. Q hd

1. Supermslng and coordinating thé tasks of many people. -

2. Speaking 1n frcznt of groups )

3. Preparing and allocatlng budget resources. -~ "

+ 4., E\/aluatlng sta.ff member's _,perfomance

. L
i .

-

5. Adrnlnlsterlng the negotlated oontract (grlevances, 1nterpretat10ns etc. )

2

6. Trylng to gain public approva‘i and/or financial support for school

programs . ¥ : . :
- T, Belng involved in the collective bargaining proceés. ’ « .
" INTERPERSONAL RELATIONS ~ o - c

. 1. Feelmg staff members don t understa.nd my goals and expectatlons

" 2. Trymg \9 resolve dlfferenpes between/among *students, 'g .

- . 4~ [N
3. Resolvmg dlfferences w1th my superlors . " ) \\ g
4 ’I‘rylng to solve parent/school oonfllcts . ) . T,
- - ' ‘
. - i ' | 2 '
- [ . ] t !
: i - s - . ' .
|-
12 : : :
s . .

P




.. Trying to resolve differences between sté.ff members.
‘Trying to ‘influence my mmediate superv1sor S actions a.nd decisions -
that a.ffect me . _ -

i
[N

INI'RAPERSQNALmucrs Y S

B -

Feel1ng that I am not fully qual1f1ed to ha.ndle my job.

&
,Feel1ng that I can't get mformatmn needed to ca.rry out my ,;ob
properly . _ ) \

.
~

- Imposmg excess1vely high- expectatlons on: myself Co
'Attenpt1ng% méet soc1al expectatlons (housmg, clubs, ‘friends, etc.).

. Having to "make decis1ons‘ that affect’ the lives of individual people
“that I know (colleagues staff members, students, ete.).

\ Feel1ng that I have too l1ttle authority to carry out réspons1b1lit1es

‘ ass1gned tome. : . . .
. - e ‘ -~ »
Feelmg that the progress on my job'is'not wha'.t it should or-’
could~be. - AU ’

e
.
o

ROLE FXPECTATIONS &

1. Be1ng unclea.r on Just what the scope and respbns1b1lit1es of my
' job are. , .

»

'° . N
2. Feeling qt.hat. fﬁkve too much responS1b1l1ty delegated to me by’
my super1or “w-_f ‘ '

- 'y -
v - . .

3'.\ Feeling I have to pirt1c1pate in school activities ‘qutside of the
normal worklng hours at the expense of my personal time, -

4. "Not knowmg what my- 'supervmor thinks of’ me, ‘or how he/she

"evaluates’ my performance.. WY

) . -, ‘ibg b ' ’

. B, Feel1ng pressure for ‘better ,]Ob performance over a.nd above what '
" 71 think is reasonable. A Lo .

6. Feelihg not 'enough is expected' of me by my superiors.

7. Th:.nklng that I will not be able to satisfy the conflicting demands
of those who have authority over me. v
. . -

]
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and expectations. Role expectations.deals with stress caused by a i T

difference in tf)eexpectations o;f self‘ and the variou's'publ:ics\v}ith

K ~ . A

wﬁlch a.dmnlstrators mist deal These publlcs include students., a

\
parents colleagues boa.rd of education, superv1sors and members of -
& . . \_‘ ) ’ . 3-
the tomminity. . ‘ . ‘ . . . .

Subsequent patragraphs serve to clarify and elaborate on each of

the five factors. - ’ s . « . .
Constraints Intrinsic to Administration v . ” - .

~

Constraints intrinsic to the administrative position ¢an be sources” >

of stress to the panager. The administrator's job in education is -

.

generally one that does not allow clpse control’ over his/Her time. . ‘ .

Appa.rently, since school administrators work for the publlc the& feel
they must constantly be available to them ) i' e
Admlnlstratlve work has been ctraracterlzed* as open—ended causmg

the admlnlstrator to feel compelled to perform great amounts of work

. at an unrelenting pace {12] The work act1v1t1es of admmlstrators are - °,,-

' .also characterized by brevity, variety and fragmentagtlon; allownng the

3 .
LA a . . . . )
administrator little or no control over his/her time. This is ¢ ded

. by the administratot,'s. ‘concern fot- the public's accEssibility to s¢hool

-

‘I'he manager's work rest heavily on interdction 1nvolv1ng the ’ )

telephone scheduled and unscheduled meetmgs Personal contacts .

_are contmuous Contacts of this nature 1nfluence, the admma.strator s =

g

env1ronment, take more time than written conmunlcatlon,and thereby
hinders the admini$trator's ability to manage time.

o



\
\A. ﬁmther constraint results from the time demands created by

various rules and regulations imposed by. both outside agencies and the

N L4

~

organlzation itself. Organizations outside of the mmediate school : s
district i.e. state deparunents of education and HEW require re-

sponses to numerous questionaires as well as the developgentt of new’

' admihistr'ative systems. In order to c‘:omply, new policies and "proce-

.hours, unpleasant working coriditiohs and the necessity to work quickly

“,x_

~

-

s

A4

" working less than.40 hours per week. Being bogged down hy too many .. . *

dures must be 1mplemented and reports completed and filed To the.. . S
adrnlnistrator many of these demands are totally unrelated to hls/her
mmediate educational problens causing h1m/her to feel the time neces-
" sary for compliance to be wasteful and nonproductive.

-

Several research studies -examining these constraints report a direct -

relationship between poor mental‘ health and excéssive and inconvenient . )

* » 2

- &

-and expend phys1cal effort in meeting deadline$ [9] In a study of
lOO young ‘coronary patients, 45 per cent had wofked at.jobs requiring

60 or more hours per week [1u]. A~lso it Has been found .that emplbyees

o

under 45 years and worklng more than 48 hours per week have twice the

risk of death from coronary heart disease (CHD) ccmpared with otz'lers ) ¥

- ~
- ‘ O 4

constraints, therefore, has its deletorious consequences on one's health. N

[

\ . ¢ . -
. 'Y L4

Adrninistrative Responsmility

.

" Most public and private sector administrators are respon81ble for .

perform1ng the classic management functions of planning, organizing,
v h ,
staffing, du;eo’cing, coordina and budget),ng Researchmg these )

functions‘ as they apply to educational administrators may be helpful’ . Y
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1

Interpersonal Relations ) : &

\‘ ) ; .7
\\ - T e
1n explaining the1r contrlbu\t on to administrative stress. ~However,

\\

few researchers have attenpted isolate these spe'cif_ic. administrative

functions as stress producers. PR
\\ i

In a related study, it was found that respons1b111ty for Lpﬁ
was s1gn1flcant1y more likely to lead to ooronary hea.rt disease than ‘
responsmlhty for things {177]. Increased respons1b111ty for people
suggests that one must spend more t1me attending meetings and 1nter-'
'ap‘ting with others " Other studies at‘test that responsibility for
people s;gnlflca.&.tly influences heavy smoking, dlastollc blood pressure
. and serum cholesterol levels [3]1. The COnclus1on ‘The more an "

md1v1dua1 has responsibility- for people (as opposed to thmgs) the .

higher are the risks of cOronary heart dlseé,\s .

[y

/.

‘3 ~

Stress from mterpersona.l relatlons prmarlly“ results from confllct

with. other‘pe‘ople both 1ns1de and outside the’ orgamzatlon For scheél .

adrnlnlstrators these people 1nclude pa.rents sta.ff students, camxunlty

members and superlors. - ) .

T
~

One of the administrator's main rdles, is that of djsturbance
handler l;12] This role deals «maﬁy tix’nes'viith involuntary situations

»

_' and changes that a.re beyond the manager s control An‘unforeseen

event may pre01p1tate a d1sturba.nce or a problen too Iong 1gnored

may generate a crisis. The adrnlnistrator must act out of necessity
because the pressures brought to, bear upon him/her are too-great to
ignore. Many of t'he?sehool adninistrator's. interpersblnal relations’

Y - 4

- ‘ 11

.

W

\
\\ . P g . ’
\‘ - . g . . . [



.result therefore, fran his/her role as a disturbance handler E . ) )

gparents ‘are naturally concerned w1th Jhow the School treats then ‘This

are deeply 1nvolved Thus, the strong feellngs ‘that parents staff .
. members and students have 1ncrease the 11ke11hood that 1nterre1at10n—

) ShlpS between~the grqups will be sources of pressure and stress. *

Ass1stant secondary school pr1nc1pa1s, for example 1nd1cated conflict
situations with teachers, §tudents and parents as‘the most stressful
aspects of their job. - |8 ‘ : )

The nature of educatlon and the type of relationships that result

“ + |

represent other sources of stress in the school administrator's 11fe

Educatlon provides a service which deals d1rect1y and intimately with

people. Slnce many of the 1nt1mate relationships are with youths, '
- -
and these same youth are their parents most 1mportant possesgions u/ "3

leads to an enotional situation as most parent/student/admlnlstrator A\

?

relatlonshlps are created out, of negatlve s1tuatlons Legally ch11dren

are requlred to attend sch 1 and parents have no other pra@tlcal v

» -

alternatlve but to send the1r chlldrenkto theapubllc school -Thus,
A fé o g Fi -, .
the admlnlstrator is confronted w1th a clfent who is not h1s/her choige. - - 4

Other sources of stresé%%ﬁwlnterpersonal relatlons result frgn/a
variety of barrlers that may exist between two or. morelpeople Cultural . o

barriers, generatlon gaps, d1fferencés in frames of reference can gener—

- ¥

ate barriers that lead to 1nterpersona1"conf11ct Carl Rogers suggests"

< » -

that a maJor hmnderance to effective oannunlcatlon.ls the teﬁdeﬁcy to

.,

evaluate other S statenents and oplnlons %he 1nc11natlon to evaluatg

M
-

is usually 1ncreased in those s1tuatlons where feelbngs and enotlons
. ‘ A

-

A , 12, o -

78
4,




. &
"Poor relations can be thought of as those with low trust, low

support'iveness and low interest in ~13‘.stening to and trying to deal
. 1 ]

: , , .
. w@tﬁ'oblemetban confront others [5]. Stress studies have shown
tha

istrust of others ? whom a persdén works is positively: related

'to, psychological strain # the form'of low job satisfaction -and
e : ~ : \
feelings of threat to one's well being [6,8].

.
%

Intr'apersonal Cenflict

Intrapersonal conflicts represent sources of stress resulting from
IS - N . e’.‘, R . . N
the conflicting démands between job tasks and individual beliefs or -

goale. As an example, if a person. is a perfectionist, he/she believes

h,{s/her work must be, ¥t hour error.. If he/she does not have the' skill
o,
to perform the task w1thout error, conflict is created.

-

Laz.arus\.suggests that mtrapersonal confllct results from two
moompatlble motives whose mdlcated beha.v10rs are contra.dictory [10]

He further states that onoe th1s confllct 1s recognlzed appralsa.l
» ¥
) of threat 1s 1nev1tab1e s1nce one or both of the gozi:s or motives is,

endangered because it is 1noompat1b1e with the other. The only a.ltern.-

’ atives are to glve up one of the 1noOmpat1b1e goals or reduce the three.t
. bgself-deceptlon or defense, thus changing the 1nd1v1dua1 s cognltlon R
Hd —

of the 31tuatlon The stronger the motives or be11efs the greater the .

threat or stress w111 be on the 1nd1v1dua1 For 1nstance the’ adnunlstrator

ho w1shes to be’ 11ked by everyone but must dJ.sm:Lss an ezré, yee is a perfect
exampleiof an individual .w1tlh"éwo incompatible goals that can create

significant amounts' of stress.
s> - N .




Role Expectations ' .

Anoth‘er source, of stress for the scﬁool adminhistrator results from
. the be11efs and attitudes about h1s/her role in the organization. As

such, role exp‘ectatlons 1nc1ude preferences about personal character-

'w
-

' 1stlcs what the person should. do what kmd of person he/she should
be what he/she should think or believe a.nd how he/she should relate
to others [8]. Role expectations-are not limited to job description

' connotb.tions but may result from other sources w1th1n the organization

Lo . . )
as Well as sources outside of the formal organization such as community

~

~'  expectation of the moral behavior of a.n,adm'inistratorf '

Pad

The various cl-ients tHe school admlnlstrator responds to are

shown in Figure 2.

»

to each oftthese cllent groups [15] The respons1b111ty ra.nges from

prov1d1ng mfonnatlon to the conmunlty to control a.nd eva.luatlon of the
© B
school staff. Aga.m the dlscrepancy between the role éxpectatlons of

the varlous c11ents and the adrnlnlstrator S own expectatlons ,may create

.
<G & )
. -

 of stress . ‘
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The adrm.nlstrator has responsibilitieg and obllgatlons )




"ing of responsibilities to another i.e. money spent on athletics may

" and biased amount of information. As a result diserepancies exist in

" role expectations between the administrator and one or more clients ar . -

The responsibilities to one client group often reyuire the compromis-

cause ‘a shortage of funds for drama. Each client grodp often makes its"

Judgment of the correctness of an-administrative decision on a limited '

]

¢ )

client groyps. Thus, the attempt to satisfy responsibilities to each -

group ré%u}ts%ress on the adminlstrator who 1s often expected to be °

all thmgs gtq ail people 'As discussed prev1ously, the adminlstrator

is aga.ln faced with 1ntrapersona1 conflict resultmg from value . . é f;
’

Judgments on hhe mora11ty (correctness) of h1s/her actions.

Relatéd research found that men who lacked cla.rlty about the A
objectives of their role experienced low(ér job« ‘satisfaction and high’

.e ° R 4 LS
job-Felated tension [8]. .

' ~ *
E e

IV. What's Bothering Oregon Administrators

<"

The sample for this study was thé membershlp of the COnfederatlon

of Oregon School Administrators Thls sample represents 1855 adm:Lnlstrators ¢

(358 mem]oers of the Oregon Association of School Eb(ecutives, 643,members '

of.the Oregon Association for Secondary Sc':hool Administrators 687 )
merbers of the Oregon Elementary Princrpa.ls Assoc1ation .and 187 members

of the Oregon Assoc1ation of “School Superv1sors) which 1s approxma.tely

- -82-percent of all school administrators in Oregon. One thousand, o6ne

hmmdred and fifty-six administrators responded représenting 62.3 percent
15



o !

S ' 4 - -
of all the Confederation of Oregon .School Achnix:\lsi'rators and approximately

i4 a
Y ~

50 percent of all Oregon “school administrators. P
\ ' ¢ A . '
* - ) -_'_'—_~~ \. t ”
Questlonnalre Design S . o -
* -k : .

4 The questlonnalre was composed of 35 job-related 51tua.t10ns These
s1tuat10nsﬁafl(geen’ﬁ§t1f1ed through a literature sea.rch a.nd by admih-

)mtors who had been 1nvolved in stress mrksflops Adminlstrators were

asked to rate (on a flve-point sca.le) the amount tha.t each sltua.tlon

)

bothered them or;, to mdlcate that that spec1f1c s1tuet.10n was not appllcable

to the1r posltlon The stressors were also 'ca.tegorlzad 1nto five factors

‘!

prevmuslyt dlscussed w1th ea.ch factor havmg seven stressors (see tablé

. -

3 - * ~

1, page 6). . RN
In add1t10nx2t0 the 35 job-related s1tuaﬁ10ns ‘the questlonna.lre
h a

. contained 16 qu%tlbns related to demographlc 1nformat10n about the '

admnlstm%‘or the1r school/dlstrlct The s:.xteenth questlon was ' -
‘open-ended, asklng admlnlstrators to 1déﬁtify, npthbﬂs that they had -

persong,lly found helpful in handllng the tens10ns apd pressures of
their jobs. - 7 : T o«
. S /‘ ‘ o it
Results .0 \ ' . ) .

.

¢

c The results of the Oregon SchoolA Adminis"lﬁrato'r ’Stress Survey are -
subsequently reported in three separate parts The f1rst part brlefly

rev1ews stress categorles q_ndlcating which general area of adrnlnlstratlon\

>

proyed to be most boi;hersome' The second mvestlgates the specific

‘stressors * What were ‘the ten most bo'thersome tasks for all. adnu.nlstrators -

+

and were there other job asslgnments partlcularly stressful to dne or
. s,

» -

16 ' T
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e
more achmmstratiVe groups (e g d1s01p}1nefand'the junlor high vice-

pr1n01pal)'? The relatlonship found between stress ‘and t}fé health of

9~

Oregon school adxm.nlstrators is reported in' t indl part
®

v . [y . -
. " _;:. 3 ‘,&/ﬂ ? . .. \
) RN .
‘ \ '&_& +
’I‘he stressors categorlzed as "constram’ts m@nsm to admlnlstratlon”

. Stre@_s Categorles

\

.were percelved by the adm1nlstrators as okfng tzpem the most distress.

This factor was followed by ”admnlstratxve re nsa.blllty", "interpersonaI

-

relations'', "mtrapersonal confllct" and "roﬂﬁ eXpectatlons "

°
. B 2

When the factors were analyzed accordln% to the position of the

adrnlnlstrators significant dlfferences were -dl‘soovered in eagh factor
1

A .

factor of "administ

except role expectat S. &lperlntendents‘weré‘ most bothered by the 3
ive .respon51b111ty" whlle pr1n01pals a.nd super-

1ntendent—pr1n01pals ranked hlghest on "adnnnlstratlve oonstralnts” and

..

.. )
"mtergersonal re1at10ns " All admnmstratorsg seemed to be equally . .

- Fo

troubled by intrapersonal conf llct Genera.lly, secondary admlnlé{crators
J LS 2 . &

u}ere more bothered by all stress areag than their elementary counterparts

H s . . « ‘.
Ind1v1dual Stressors , PR S T .
S . -
4
Probably more meanlngful in developln an’ awareness of {What bothers -

administrators is the examination of “the specif'ic stressor items. The
following sub-sections reflect on the most Stressful items in addition to

others which proved stress'fﬁl only to administrators in specific pdsitions.

Whenever appropriate, s1gn1flcant dlfferences on the -1tems by admlnlstrator S

‘,-ﬁ- -

3

pos1t10n sex and number of years in admmlstratlon also are reported to
-help plnpo:Lnt and’ cla.rlfy what alls which admlnlstrators
’I‘he top ten stressors 1dent1f1ed as most bothersome to admlnlstrators

.. 17



“are, shown in Table 2.

P

'in the "admlnlstratlve constralnt” factor

F1ve of the top. ten 1nd1v1dua1 stressors appeared ‘.

”Intexgersonal relatlons”

. and ”1ntrapersona1 conflict" each had two of theAtéb ten whire the

P

admlnlstratlve resonsmblllty” faotor had only one.

=3 oty

stressors.were found in- the ”role expectatlons” faotor’

hd
Nohe of the top -

1. Ctnpllancé w1th rules All school admlnlstrators agreed that

- the1r ‘rurmber one ‘source ‘of stress was oonpllance w1th state, federal

- 4

and organlzatlonal rules and’ polloles However, the degree to whlch '

T
ccnpllance was bothersane varled s1gn1flcantly‘among the pos1tlons with-

»

superlntendents and superlntendent-pr1n01pa1s 1ndleating the greatest

—

&

trouble.

It was also interesting to

.

4. .
note that there'was a sighificant

a

difference between the nimber of years of experlence t t admlnrstrators

w1th pollCleS

dp
The general trend 1ﬁ§1d§!ed that the longer a person is in- adm1n1stratlon

had and the‘degree to.whloh they were troubledlxrcomply

the more compllanee with rule§ bothered him/her.
" P . . - £ )
2. Attendlng meetlngs There was also considerahble agreenent -

- ' among all admlnlstrators that the second most bothersone actmv1ty

s .
administx tor§'engage in was the burdensone amount of meetlngs This

and the central offlce staif. Although st111 a hlgh stressor super-
. intendents ranke
1 previously mentioned grou; S”.

3. Completing report on time. Although tHe difference between

7 — . .
~ . . groups was not significgft, superintendents were most bothered by‘

¢

L ; : 7 . 18
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. ) \.
. © T . .., ;\ K v
MOST STRESSFUL ITEMS . ‘
L) / Y AN
= ) < J , w0

Rank - JItem

< ~ .

1 v Complying with state,” federal, and organlzatlonal

g4+, Tules and policies. ] .
A )

2 *  # Feeling that meetings take up £oo much time.

3 Trying‘ to éomplete reports.and other paper work
oh time.

- Trying to gain publlc approval and/or flna.nc;lal support -
‘ for dohool programs. . .
5 1ng to resolve parent/school oonfllcts
"I Eva.luatlng staff members' performance. )
{

7 R Havmg to make decisions that affect the lives of
indiviglual people_that I know (colleagues, staff
members, students, ete.).

8 Feehng that I have too- hea.vy a work load one that I

. ” cannot possibly f1n1sh durlng the nétrmal w{)
9 e ’ Imposlng ex06531ve1y high expectatloné on myself
! ' Being mterrupted frequently by telephone calls.’

e

]




bR ORI

X me. Apparently
r which

suggests that reports are a perennlal problen t?roughout th‘ sch

“hierarchy. B | . e,

‘e

4, Ga.lnlng publlc support . It was not surprising"to'find

n

.

other adrmnlstrators

-

5. Resolvmg parent—school confllcts‘ Seoondary schoof admi‘nf

1strators found resolvmg parent-school conflicts, to be h1

Fad ]

stressful (ranked thlrd) wh11e superlntendents and central..

bffice |

-

staff seemed less a.‘ffécted by thls stressor It could hhve been
predlcted that central off1ce personnel would not have foun

resolvmg differences with pa.rents as stressful, since for fthe moét

part they have minimum contact w1th them.

Evalua.tlng staff. Slgnlfn,cant differences e:n’st' among

o adminlstrato.‘s on the evalua.tlon of staff members. Princ pals, part-.

1cu1ar1y Junlor high and hlgh school, were bothered more y evalﬁa.tion

-+

Cw - . than other groups Superlntendent—prlnmpals and elenen a.ry pr1n01pa1s

although not bothered as’ much, were bothered much more super- *
mtendents a331stant superlntendents, apd central off1 e staff.
OVerall, evaluating staff membe‘rs' perfomgmgce ra;gked 3s the asixt:'h

/ »
_- highest stressor. . .
‘ [ : T - -
s




}
7/ Decisions a.ffect:.ng colleagues ‘Those. achnihistra:tors with

tJ,on and overall superv1sOry respons1b1l1ty primarily super— -

i tendents and principals, were most., troubled by having to make decisions

b . P %o, /-

affeqd:lng the 11ves of their colleagues staff menbegs -and stydents.

J',I'his correlates closely with soores\on the previous stressor evaluation,

. / -
. /// except for those- of- the superlntendents
8. Heavy work load. Superlntendent—pr1n01pa3,s ranked "feeling that
)
they have too heavy a Work load to finish durlng the normal work day" as the1r

¢ l third highest stressor vg%ereas othef” admmlstrators ranked th1s e

~ v

' stressor anywhere from seventh to twelfth. This supports\the proposition
that super1ntendent-pr1n01pals must bagadnlnlstrators—of—all—trades, not
g ,only do they have the normalatasks of supermtendent-boa.rd 'relatlons .

. but they also have the respansibilities” for students and.parents.

M ~onf
9. High self-expectations. While not rariked consistently as one

. of the most Significant stressors for administrators, J'mpos:-'Lng Lo T
excessively high self—expectations ranked ninth overall. It was either .

the sixth or seventh highest ,st;;essor for central offlce staff T

ass1stant superlntendents and supermtendents Bulldlng pr1nc1pals
l e
= and super1ntendent—pr1n01pals seer)ed to be less troubled with plac1ng - .
. ¢ ’

. high expectations on themselves, . ) , S

———

10. Telephone calls. " Central officé staff and secondary school (

- - [d *

adrnlnlstrators were more bothered by frequent telephone 1nterrupt10ns

, ! than other adm1n1strators. The mean scor:;?ween groups, however, was
not significant. While the scores were no#”Significantly different, the H

N ) .. 21
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> . °

S

.ot " ) .
rank order in whig:h they placed the phone—call stressor was quite '

divergent: central offio;e staff, fi.'fth;‘ assista.nt:'suoerintendents, sixth;
high scj:hool vice-principals, seventh; elementary and hlgh school f
princip‘alsf, ninth; g.nd juniorw hj;gh pﬁncipals and vice-principals,
tenth and thirteenth respect1ve1y ) ‘ -

,' The prev1ous ten items were cons1stent1y bothersome to school:

adnimstrators. However, other items were pa.rtlcularly stressful to

- Some administrative positions and not others.' Some of those stressors

vy
unlqlie to garspecific pos1t10n are dlscussed below.

Trying to resolve d1fferenoes between/among students. While only .

rahked't\‘venti’eth on the average for all~ a,dministr.a-.tors junior high .

pr1n01pals a.nd v1ce—pr1nc1pals a.nd high ‘school v1ce—pr1nc1pals were

the group's most bothered by th1s stressor. The d1fferenc&e 1n
ra.nklng between the superlntendent (rank\34) for instance, a.nd o
Jjunior hlgh v1ce—pr1nc1pal (rank 6), seem to be directly related
to the amount of contact with students. : \
.This pattern also holds true for the item "handllng studen‘t

dlsc1p11ne" which was ranked second, fourth and seventh by the Jmlor

h1gh v1ce—pr1n01pa.1 h1gh school v1ce—pr1nc1pa1 and Junlor hlgh ‘ - { )

principal respectlvely. On the aver;age all adnm1strators gave it a

) ra.nkmg of 12, This supports the general job responsibility pa:ttern' e

-
of delgatlng student disc1p11ne respon51bf11ty to vice-principals.. - -

Pa.rtlclpating in sohool act1v1t1es outside of norma.l workJ.ng hours

High school prlncipals and v1ce—pr1nc1pals were most bothered by th1s

‘, stressor Normally, high schools offer the most school act1v1t1es at ~

night -and on the. weekends, and: therefore, it could be expectedthat

3

. K

. 'J ‘ 24 o . ,
- - - - o
[ . - £ ! ’ . ' T ’ s ° .
- N . ’ - . \ . 3
“ . .
. » '
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secondary school administrators would be involved in many outside act1v1t1es

. Belng involved in collective bargamlng Questlolfélre results

S confim the notion thet more stress is generated by collectlve bargalnlng

-

( among .the top level Of administrators than among the lower.levels of .
‘o . » i " . T
. administrators. Superintendents and assistant superintendents ranked —~ .

it highest among the administrators, third and fourth, respectively.

. When thé collective bargaining stressor was examined in terms of years
‘<

+ of administration, the longer a person had been in administration, the-

more he/she was bothered by collective bargaining.

Stress and Health

. Research conducted/durmg recent years has produced a growing
body of ewde:?zat high occupational stress is related to poor

employee ‘he This pattern also emerged from the present study .

A 1stra.tors were asked to rate the1r health on a -self-reporting

) five-point scale from excellent to- poor. Table 3 ghows that when health -
- s ;
status was compared to the camposite score of all stressor items, the

' . ) . . |

: level of health decreased as the level~of .stress increased. This was ) |
also true under each of the five categorjes of stress.

' ! - i . |

s Oregon adrninistrators 'wé‘i“"e also asked ‘to indicate what ercentage' . .

.» of total stress in their 11fe resulted from work. The data in Table

[ W

4 suggest “that “six out of every ten\admmlstrators felt that 70 ‘

o M,y
» LY

percent or more" of their tc'>ta1 life stress resulted from their jobs., < o

! 2

© . The percentage ranged from 2 percent toleO percent (In fact th1rty—-

s1x admmlstrators or 3 4 .percent felt that 100 percentu the stress

~ ~ .

- ~
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. - ADMINISTRATORS PERCEIVED LEVEL .OF STRESS

[N
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(Table 4)
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%

-

' resu}ted fram their jobs).

/

'

idthe subject of the final sections of the Bulletin.
1/ : . . .

6y

T

in administrators' lives comes frtnlon—the—job 9xperiences -

~— L

4

=

On the average, 70 percent of the stress

‘I

wﬁile we -

can t affect the 30 percent created by pressures away fran the job,
/_ﬁ\

assistance should be ‘provided to help admlnlstrators create an

enviromnent which is less stressful and more healthy. This assertion

5 °
. N

]

Dt

4

- L‘;jLY’ IC@plng Technlques Used by Oregon Administrators

N

~

The earlier sections of the paper have dealt primarily with situations

. \
perceived to be stressful to school ‘administrators.

a

a-

" stress cycle, it is necessary to examine 'not only those situations

To cémplete the

creating stress, but techniques or strategies uséful in creatively

coping with stress. ..

!

4

o

The maJorlty of the questionnaire concentrated on collectlng data -

"

3

about situations that administrators felg¥caused them stress on their

Jjob. However, the flnal questibn asked"administrators to 11st those

strategles or technlques they had’ fo w‘c'[’sruccessful in overcemlngwstress

on their jobs.

this question5<

xd.

stressors, the individual involved is the most*important variable.

general guldellnes should be kept in mind when studylng coplng techniques.

.

Approxnnately 77% of the admlnlstrators résponded to

-~

L

s

<
. ~

In examining their coping strategies it must be remembered, as.with

Two

(>’
-Flrst coping skllls or devices are complex and need to be flexible. It

’ would be a gross oversimplifitation if one were to suggest that any one

techn;que would be successful in all s1tuat10ns

v 26
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insure that the coping technigue itself does not needlessly create

additional stress. A rather vivid exhmple of this'is the 'vacation

-

where fanﬂlies hurry to‘visit relatives and undertake other activities

-

to the ‘point they are exhaustedlnpon return and require several-days

to recover. Psychiatrists and marriage counselors testify that their

Y

busiest month is September, the month after which families have returned

d

from their "restful" vacations A second gu1de11ne to cons1der is
that technfhues must be sensitive to individual differences both

culturally and environmentally. If stress is the reaction between.an .

‘individual's personality and his/her environmegt, then certainly ooping

with that stress also closely approximate the same process.

l

I
. Current 11terature along with the responses from Oregon school

adminlstrators clearly indicate that different 1nd1v1duals use dlfferent

e

strategies. Again, it must be emphasized that one may.have to experiment

to find the teéhnique that is most appropriate for him/herself.

Although the techniques reported by the administrators are very

1nd1v1dualistic they can be categorized into three general areas:

by

@) phys1olog1cal activity, (2) cognitive control and (3) - acqu;s1t10n of

Y

interpersonal and management skills. It seems worthy to examine each

of these categories in more detail and present a.sampling of techniques

Oregon administrators use to offset stressful s1tuations
Vo

N N . . . : 'v )
Phys1olog1ca1 Activities- . . 3
‘\,I ¥

Coping strategies categorized as phys1ologioa1 in nature, are

divided into three specific areas. .Within éhe first area are those |
physiological activities where individuals actually engage in sde sort

.27
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~ of physical work or exercise. Typical techniques included jogging, .

. - o -
competing in athletic activities_,‘chbpping wood ,: sex, general exercise

programs, worklng on a farm, strolllng in the wqus, and gatrdening. S~y

’

The second area involves act1v1t1es in which the 1nd1v1dua1 purposely

attgmpts to sepa.rate h:unself/herself from the work env1ronment Ebcamples

* .

-

in thls area mcluded 1solat1ng one's self in his/her home, having a
r_etreat in the’mountains or another area away from home and travelling
for an extended period of time such as a weekend trip.to the coast or

. to the mountains. Another frequénl;*, E‘sepération-' ' included establishing
T I : ) Y - - ﬁ
_ social friendships outside the immediate educational environment, thus

. f T
allowing time to discuss with ndn-educators topics other than education.

The third spécific area included in physiological'activities

encampasses those techniqués specifically designeq as relaxation activities.
. ~ o

Techniques such as yogé, meditation, hobbies and ngging.as a sourEe of

L ] R . ) ’
’ Cognitive Activities y: B _ . L
S~ : . \
N 1

. Cognitive activities relating to positive'attitu'des and supportive ;o

positive addiction appeared to.bfe popular.

' phllosbphles of llfe were identified as ways to pos1t1ve1y cope with the

tens1ons created by one's job. It was within this category that the r
” - # ]
widest range of responses occurred.” Such respons_es included the following:

e f

approaching all*problems with an optomistic abtitude taking t:i.mé off
1 /

durlng the day for qulet medltatlon\ sha.rlng problems with oolleagues, ,
spouses and other family members establlshmg reallstlc goals that ) /
) recognlze the lmutatlons of one's self and the 1g;poss1b;11ty of solving
. : _all problems, attempting to ksep your emotions out of your work., ‘lea:zjiling ‘
. B ﬁh' ﬁzg.i | -
fy et 34
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to know one's self maintaining a sense of- humor, beliex;ing in and

practicing the ‘Chrlstlan ethlc and using prayer and the.help of God to
successfully overcome adver31ty
5 -

-

" -Acquisition of Interpersonal and Management Skﬂi{s’

The coplng technlques in this category focused in on developlng'
L .
skllls to increase one's effec-tlveness in hJ.s/her Job. Yital in
’ 1)
this ‘process was to first obtain the bést job prepara'tion pos ible then .

oontitnually update professional, skil_l_s . 'Those skiils i_dentifi‘ed as

) nidiné a stress reduction.were time management , conflict fmahagemeht. ‘
good personnel practicés ( i.e. hiring competent people) tedm manage—
ment de'veloplng good human relations and effectlve use of superiers
as a resource, subordlnates for delegatlon and colleagues for .

oollaboratlve problem solving. ) - ‘.

~

» . S

Frequency of Coping Strategies . T

+

, An atlon of the number of times the abovg coplng strategles

were mentioned uncover ‘some rnteresting observations. F:Lrst more than
50% of ‘the administrators used 'some sort of physiologiéal techni e in
coping with their tensions. It is appa.rzent that the use of th
Act1V1tres\has been ‘and contlnues to be an effectlve technlqde. One

caution however seems approprlate in regard- to the mlsuse of phys1oIOglca1

activities. The renowned Sa.n Fra.ncisco cardlologlst Meyer 'rledman

- L o

_suggests that the hlgh stress orlented person (Type A) 1s in danger of
"

creatlng more stress in h1s/her 11fe through partlclpating in competitive -

3

act1v1t1es. Adm1n1strators Jparticipating in such competitive activities.

T
*"”&% ‘e
&
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are strongly adv1sed to d;yse\@ly‘after a complete physical by their
- . . t . ). L4 - ~ -
' personal phys;.cmn. ‘] . : - <

: Responses relating to oog'nltlve attitudes were the second 4nost
i equent coping technlque Approxnrately 40% of ‘the admlnlstrators i
dicated they used some type of mental defense,against hﬂens.ion. The

\ aug;hgrs 1nterpret this ih a most pos1t1ve manner Wi}:h the curzent
developnents 1n psychology in mind oontrol a pOS1t1ve attitude toward
C one's work and those situations related to work appea.rs to be one of ‘

the most effeotive ways to deal with today's pressu/I'ZS. Albert Ellis'

New Rational Guide to Living provides an excellentr diseussion of nega‘tive
) 4
1

¢

bellefs which cause great amounts of .anxiety and stress in our life {u]

» ﬂ

Developlng a positive attltude is essentlal 1n effective school adminis—

trato:,ion, and it is’'encouraging to note .that a large percentage of adminis- , -
tratdfs use such a techniqde to mihimize their t'ension(

— d . . { }Mu—-

. The category of ooplng strategies deallng w1th ma.nagement skllls

L

is a rather perplexmg one., Caompared to the other two strategles the (é

acduisition of 1nterpersona1—ma.naganent. Skllls was perpelved as much
Yo, L ' .
less useful as’a teéchnique for oopin‘g with stress.  As an exanple, less

s w‘

,than 10% of the superlntendents listéd items relating to %terpersonal r\/\

. and management Skllls. Other admlnlstrators placed only sllghtly more

e /’ . , ‘
emphasis in this area ) e/ﬁ* i

= . Tpe low utlllzatlon of management sk111s as*effectlve tecl\glques

in reduc;lng stress could be due to either one of <two reasons (1)
- \ o«

admln.ls!trators do not recognize these skills as successful methods for

i b/

- . —dealing with stréssful events, or (2) approprlate Skllls have not been

30. ) T~




Q>‘reduce their stress intake. -

2

|
.

-

fully developed to the point they can be of assLsta.nce-in’ troublesome
situations. In either case the authors believe that the acqusition
of inferpersonal apd management skills can help administrators effectively

The .cmiparatively- low emphasis on these
skills has not changed the-authors poi-nt of view. Local scﬁool districts,’
profe5310na1 orga.m.zatlons a.nd admmlstratlve certlflcatlon programs =~
reqently have begun to, place more empha51s on developlng conpe'tenc1es

in skill development areas such as conflict management , mterpersonal ) “

"

relations a.nd team ma’nagement. The last section will suggest'l'several
training programs almed at’ redu%mg the top ten stressors identified
| DA | AN

\7 »

by Oregon administrators. ‘ : -

-

VI. Implications for General nging_Strategies hl

3

A necessary precursor to managing stress is fJ_rst récognlzlng the

need to do something about’ it. Administrators-must perceive that a

| problem exists before they can approach its resolution. Half of the

e‘ strategy, therefore, is admitting that’a potential problem exists and

4

identifying the stress agents. Having .done this through self-assess-

ment checking with colleagues and/or monltorlng bodily cues (head-

aches stiff neck muscles ‘ete. ), adrnlnlstrators can begln to combat

. Ve o ° ¢
'stress. ' . Yo co s :

-

No amount of reséarch can ever provide THE answer for all adminis—

trators. A ;ci'ucial step, nonetheless, is makingbthe bothersome si:tua_‘.tions )

visible by identifying the causes of excessive stress. This stress )
questionnaire has generally served that‘purpose‘.'

LNt - [ e 31 ) ’ 4
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The sec'oﬁd issue raised in this Bulletin centered around appropriate”
- R

technlques for coping W1th bothersome situations. There are no simple
- . .
) solutions to the stressors 1dent1f,1ed in this stucLV The prev10us .

. Sectlon Suggestedctechm.ques adnunlstrators flnd useful In additlon : $

4

L . this fmal sectJ:_on' ou’,clmes seyeral pnograns of 'training or sél(

/"—f
@{pl/oratlon which administrators Should find helpful in developlng

o effeotlve coping strategies.

. Five gen,eral,a.reas will be discussed; however, no attempt has been . J
) : . |

' made as to the best way to complement the traiqing. Past approaches ‘ . J
. . o \

. have beexx unsystematically delivered through pfof(sional associatioris

workshops, and traﬁung mStl’CJOIIS New methods gny well be needed

-~ to supplement past practloes '
s * \ .
. . N ‘ : \} . I

> Management of Activities Vet . .

Five of the top ten stressors appeared in the factor comcerned

with administrative constraints.’ Four of these five related to the control.,
- N - ‘ -
1 R A -
over time (interruptions, meeting8, tod heavy a work load, and oompletiné

. . ., reports). Of the stressors faced by administrators, none seems as

g -

pervasive as the stress of time. -
Ob‘viously time is finite and more is not available. However, ‘more
effectlve use and control over tlme can be learned. Odlorne suggests

-

¥ ) o . that most successful orgalnlzatlons are managed by people that effectlvely .
_control their activities to fchieve “the appropzjiate goals [13]. Through ﬂ
. . time m-anagement ‘training, not onily can individual and orga.nizational

y productivity be increased, but ‘greater success may reduce the stress .

produced by tife pressures.

ot

’
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the most difficult Special skills or training may not be
A better understandlng #espver, of the procedures invelv

experiences have caused administrators to take a negatiw

created -by working with the many publics.

Compllance w1th Rules a.nd POllCleS

i

~

Progrmxs to effect1ve1y cope w1th the number one strdssor may' be ,‘ i

gy

would be helpful Workshops or sess1o\§és1gned for cl
un?erstandmg should prov1de some bases for reduclng the

"'

from the myriad of federal state and local trols.

-

Another’ §1d is a more positive appro to complian

approach which suggests how complia.noe can help or

acts as a stress geducer.

Interpersonal Relatlons

ification and

appropriate. .

in compliance ’
£

iety resulting

Admlnlstratlon is essentially the art of wor ing with people ( Good

N

working relatlonshl‘st, according to* several behavioral scientists [1,7],

(Y

is a significant factor in drganizational and indi&idual health.

. L “

for staff members [2].

Therefore, certainly not a new skill, but one that oontinues to be

1mporta.nt in a peog,}e—orlented profession is mterpersonal

relatlons

Resolvmg conflict, 1mprov1ng oommmmatlons and belng able to confront

both staff members and pa_rents are needed skills in reducmg the stress . =

~ .

33 . -



Improvigg Coumunity Relations . v Y
] . f: @
Oregon school administrators 1n recent, years have had considerable

-

I

difficulty obtammg approval for 4oth \budgetary and program requestg.

A va.rz‘ety of “reasons contributes to this factor. Several reasons., relate

to the effectiveness of current edncational brograms andothe improvement

of conmunication with the many publics of education N i
. " .
The dlfficulty in obtainrng public approval was of great concern

Ao

E

to top adminlstrative pOS1tions Perhaps more effort must be placed with

" $he "lower levels of administration teachers ‘and support staff to develop <
new ipw‘dies to conmunity involvement and provide higher visibility to
successful schhekprograms

»

¢

Realist ic Imagg Buildlng
N —

Neither current adm:lnistrative prepa.ration nor mservice programs

<

have placed muich emphas1s on intrapersonal development or .tra.inlng
Past societal a.na cultural values have emphas1zed personal stremgth v,—'
and perfection and de-emplmsued the limitations of individuals and

their willingness to accept such 11m1tation§&\ .The society of the

seventies accepts somethﬁg less than perfection as a sign of weakness

.

to be av01ded at all costs ; - - : ' ST

-

. Administrators ,need to learn to accept .the fact that adfninistration
has-its ;l,imitations . Chan‘é"gs cannot be miade: -overnight and some changes
¢annot. be made af all. Knowing whet can be done in a given amount of

Y P

- time reduces -the uncertainty of tasks and the stressfulness -of ,jobs "

.Programs that emphasme realistic self-expectations and personal goa.l j

<«

' setting, life plannmg and a better understa.nding:of how personal beliefs :
. . ] h .
34
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) inf¥ience behavior and performance are necessary and appropriate..’ A

7

clear understanding of the éxpectations of certain administrative positions

Wrvrme

is needed. For example’, vice-principals need to know what they will be

expected to do, what c,onﬁict they will face and the.time necessary to

supervise thé many school activities, (Expectations of grandeur in

e

school , administration, although positive and at times profitsble, .

mist alsé.be realistic.) L ;

- '-_ﬂ k . ¢ q

Timing is an important determinant of whether 'programs for coping

are sﬁéeessful‘;‘;)'r not. The need for the above suggested programs can
be categorized into two time periods in the professional development

of adnu.mstrators X : o -
— '

ql

'G\ .

The flrsttperlod is during "adnunlstrator preparation.” Present .
" educational aﬂmlnlstratlon prograns need to be scrutlnxzed to determme
where the voids are in program req,ulranents, which thus fail to prepa.re

prospective administrators in handllng typlca],, everyday, stressful

’.’! .,

situations. . For example, administrative cex’tiflcatlon pxigrans need

LA

to place(.«greater emphams on skills in confllct management , t1me,
nanagement personal develbpment assessment and how to effectlvely z
, o . o ~

comply with state and federal regulatlons D o

-, The second perlod is "continuous personal and p/rbfeSSional develop-

“Rh 2
"'fine " This a.rea 1nc1udes techniques or 1nstruct1@ that assmt the

s

admnlstrator after he/she is 1nvolved m his/her job. Adminlstratoi's *

’

need contlnuous ‘updatlng or renewa.l’ of mnagement skﬂls or, on occasion,

skills to effectlvely cope w1th new si uations. For example collectlve .

bargaining—-a top stressor for superlntendents——has not hiStoricé.lly.been

] .

i an area’ of expe't'tlse for school achnmlstrators. . _— -
T e : 35 . S
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The above suggested strategles for coping are not mea.nt to resemble

- .

new courses in administration, but are- rather administrative competencies

whlch could be mcorporated or re-emphasmed within ex1stmg currlcula o
or inservice programs Ult:tmately, of course, the implementatlon of Co ﬁ‘
effective coping techniques rest- w1th each administrator.

In conclusion, the ygosegthe research presented here was to
—1dent1fy school admga.étrator s perceptions of their stresses on—the-
_Job Such information should have prov1ded greater insight into’ the ails

of aciznlnlstratlon, leadlng ultlmately to developing profess:.onal growth
programs for more effective copmg techniques. If administrators were |
better equipped to deal with the, pressures of their JOb both the1r

health and the health of their enployees and orga.nlza.tlons would benefit. Q'gw:r

~

Y

The foremost authority -on stress Hans Selye, points out that despite ¢
everyth:\.ng that has been wrrtten and sa.1d about stress a.nd coping behaviors, .
there is no reddy-made’s tress fonmila that will sult everyone [16]. Slnce
people's thresholds and responses a.re dlfferent the best one can do 1s

/
to explam the mechanlsn of stress, tmvell its causes, and suggest

programs or technlques th.ch y be most helpful in reduging: those causes.

It is hoped by the mr ors that this goal has been achieved, thus ra1s1ng

o
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'ANNOTATED RESOURCE .GUIDE

»~

Given the volumes of material published on the Subject of stress it is -.

. . difficult to know what is the best in the field. W¥Following is a review .
. of twenty.books the authors found personally and professionally helpful. L4
' " If you have others you would like to share, 0SSC’ would appre01ate . .

hearing about them on the enclosed pre—pald card.

»

Ardell, Donald D. High Fevel Wellness. Bmaus, PA: Rodale Press, 1977: .
High Level Wellress represents one'of the best resource books avail- ,
able to. help peopleg find an alternative to doctors, diugs and diseases. .
Wellness, as contrasted with illness, 18 much more than the absence .
of disease but the reinforcement of health, enhancing behaviors in the
areas of nutrition, physical fitness; environmental sensitivity,

~ self-responsibily ty and, stress management. Ardell, therefore, does
o not believesthers is a single cause of wellness_ or illness. He has
.. come to realize that wellness consists of many poszttve practices -

which should be used harmoniously. Living up to thzs theme, the
author provides us with a wealth of resource materials from addresses -
dnd contacts at WeZZness Centers, gutdelines fbr wellness, selfw e

' ' assessment instruments, to an’extensive amnotated bibliography-of - .
major books within each of the five wellness areas. - High Level
Wellness is a must for those wishing to embark on a multi-faceted -
-and well- baZanced attack on stress. .

a . . - o - -~
, .

many of us can effecttvely deal with the\prdsgures of the twentieth.
céntury: the Relaxation Response. Bag wr ¢lements..crucial
tq any meditative techntque (a qutet etwikonment, an objective to
concentrate on, a passive attitude hd\Q romfbrtable posttzon) his
technique is one which you can record on your bwn taéeanaaarder and ,
immediately begin developing your ownm relaxation response. Prior'
to developing this technique Benson provides a great deal of infor-

- mation on the physiology of stress,.the fight or flight response,
the dangers of high blgod pressure, and other useful imformation
which he carefully documents. A fairly extensive btbltography on
stress management 18 also provided.

Dudley, Donald L. and Welke Elton How to Survive Being Alive. Garden | o
City, N.Y.: Doubleday and Co., 1977 : i - ?

.

"Much of this book*is based ont the exploration of‘stress, disease and

-
>
- .
. . .

70 39
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the impact of life changes. The authors dispel the ‘ancient

distinetion betwgen physical diseases and mental diseases. This
separate treatment may be, as the authors point out, "the single
greatest deterrent to quality health care in our country. While
" the .aquthors spend considerable time elaborating on the complex
" disease profiles of angina pectoris, myiocardial infaretion,
vasovagav fainting, ulcerative colitis. . . they do pose an
© intriguing strategy for coping with stress: avoid_the .great swings
from activity to inactivity by maintaining a steady level of product-
Ve agtivity at' work and play. Slowing down and gearing up should
be accomplished in mild degrees rather than moving from "the thrill
of vietory"'to the "agony of defeat." 4 i
E9d

+ Friedman, Meyer and RoSenman, Ray.” Type A Behaviof and Your%Heart. New

York: - Alfred A. Knopf,.1974.

This best seller, written by two cardiologists from San Francisco,
Drs. Meyer Friedman and Ray Rosenman will do more to help people guard
against prematuré coronary heart disease than.amy other book. If

you are in @ hurry and can't find time to put thie on your "must '
read" list, then you are exactly the person Friedman and Rosewma#

gre trying to reach. Unlike the traditional approach taken towards
corgnary heart disease, the authors claim the key lies.in one's
behavior. -Not only do Friedman and Rosemman provide substantial
evidence for their Type A/Type-B behavior patterns, they also provide
the readers with suggestions for diet, exercise, and smoking. A ,

day spent reading Type A Behavior and Your Heart may help you live .

=g

longer and enjoy Zifé more. :

Funkenstein,- Daniel"H., King, Stanley H. and Drolette, Margaret.. Mastery

of Stress. Cambridge: Harvard University Press, 1957.

Mastery of Stress reports a series of experiments jeconducted with a
group of college men at Harvard University over a period of two
years. -Although technical in nature, this book elabdrates on how
people react to certain new and difficult situations.” The authors .
advance the theory thdt déﬁﬁg emergency reactiong rYepresent an innate
aspect of the personality (defense methanisms i1 the initial stages),
whereas the master of stress results from total life experiences

(the ability to cope). In\seeking and ‘understdnding the, so~called - .
diseqses of stress, they postulate that it is important to study -

three phdses of stress reactions: 1) the acutke emergency reaction

(fight or flight), 2) the ability to handle s resg as time passes

(coping mechanisms), and 3) the sustained or ehronic 8tress reaction,

i

Glassér, William. Positive Addiction. New York: Harper and Row, .1976.

- Dr, William GZassér, author of Reality Therapy, Schools Without Failure
and The Identity gSociety suggests that we substitute a' negative addietion
-(compulsive eating, drinking, smoking) with a positive onz that can

strangthen and lead to .a more integrated and rewarding life. Chapter

~
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’ T Four outlines the six steps needed to become positively addicted:
Choose an activity which.is 1) non-competitive and can be done in
T an hour today, 2) is possible to do without a great deal of mental

‘effort, 3),can be done alone without depending upon others to-do,
. i1t, 4) has some physzcal mertal or spititual value to you, 5) szZ
v provide some improvement in-your life and 6) can be done without
‘eritieizing yourself. Glasser found jogging “and meditation to be {
the mos't frequently used forms of positive addiction. While the
essence of the book ltes solely in Chapter Four, other important
points &bout the psychology of personal behavior and keys to its
modification ard provided in other chapters. Unfortunately, Glasser.
. stretches a good idea into 160 peges; however, the concept, both y
) in theory and practzce is definitely worth explorzng .
Gnelch Walter H Beyond: Stress to Effective. Managenent, Eugene, Oregon:
Oregon School Study Council Bulletln Vol. 20, Nos.’ 9 and 10 1977

.

’

]
g . I%Ls monograph deals with the subject of stress -- what it is, its,

sources and causes, the variety of human résponses to stress, its
consequences, dnd how to cope with stress. Although the booklet
18 addressed to school administrators in pariicular, its presériptions
. _ have value for individuals in all fields and at all levels: It
. . N provides checklists.to identify one's otm sources of stress and
provides suggestions from, a variety of sources on how to cope with :
~  various kinds of stress. ;4T%e author offers four "stress absorbers”
to take the shock out .of ‘stréss for the schqol manager: 1) knoy the
-, limitations of administration (and administraters), 2) establish aund.
" update life goals, 3) develop the ability tJ relax as quickly and
. . completely as possible and 4) develop a "wholistic" dpproach to stress
.. == both the mind: and body fust work together to reduce stréss.. A
checklist.to score one's own abzlztyﬁ?o relax i8 zncluded ds ts
a bibliography on stress and relatéd topics.. (Annotatzon.provzded by
Educational Research Service Bulletzn, September I977.)

r

Hersey, Paul and Blanchard Kenneth H. -Management of Organlzatlonal -3 -
Behavior: Utilizing Human Resources New Jersey Prentace—Hall :

. ‘ T 1972, - .. . .
i - .t . J ‘g\ . £
- ) While mogt books addressing managément skills.are hardbound, hard

to read, and hardly affordoble, Management of Organizational Behavior
by, Hersey and Blanchard is sgQftbound, less expensiPe and easy reading
for administrators not. intriqued by jargon-ladened manipulation of
theoretical models. The authors provide adequate but not exhaustive
. coverage of the most prominent behavioral science theories in adminis~ .
’ tration. Concise but noﬁ?too windy attention is given to Maslow's {7
hiergrchy of needs, Likert's Zinkingﬁpin, McGregor's Theory X and
Theory ¥, Argyris' zmmaturzty—maturzty thepry, Herzberg's motivation-
. hygiene concept, Blake and Mouton's ma tal grid, Reddin's tri-
dzmoyszonal leader effectiveness model, Lewin's forced field analysis
and Jother relevant and tzmely concepts essential in successfully

i
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managing people. While Martagement of Orgamizational Behavior is
o not an armchair thriller, it does provide the practitioner with

thorough and light coverage of key managément concept@ erucial to
5 efféctzvelyvcopzqg,wath stress.

Lamott, Kenneth Escape from Stress. New ‘York: Berkeley Medallion

- quks 1974, . . .

Kenneth Lamott succinetly summdvizes some of the major diseases of °*
stress: hypertension, heart attack, .cancer, aging, ulcers and other
physiological. disorders. While, speakzng to the relationship between
stress and dzsease, he rzghtfully eriticizes peopZe for always
. Looking to science for the cure when the.cure is really within our- +
selves. Disease is not caused by a.germ but by a change in our
relationship tp that germ. Most of his book deals with escaping

from stress, through letting go with-meditation, hypnosis, and bio-
féedback: Although these meditative devices are helpful mechanisms
for coping with stress, readers’ should be cautioned that this is

only one approach and should be balanced with, others such as proper
nutrztzon,'physzcaz fitness, positive phzlosophzes of life and
efféctzve management techniques.

~

" Mackenzie, R» Alec. The T1me Trap. New York McGraw-Hill, 1975. .

We all have exactly. the same amount of time, but 90 percent of the
managers complain that they neveY have enough. The Time Trap, .
. a study of time wasters, suggests ways out of The trap. Drawing upon
his years of business management experience. Magkenzie shares a
" number of simple, strazghtfbrward and applicable “ideas for handling
such time and, stress’ traps ag,procrastznatzon, constant znterruptzons,
" the open-door, corridor wanderérs, continuoug meetzngs and lack of

- organigation, plamning and setting priorities. His -book should be

read with the idea that it presents a smorgasbord of insightful tips °
and techniques on how to better manage your #ime: from his spread

of wares you are free to sample techniques which suit your taste.

The Time .Trap is a bdok you will want available on your reférence
shelf to help you cope with the stresses of time.

McQuade, Walter and Aikman, Ann. Stress New York' Bantam Books .1914:

McQuade and Ackman's well documentea book -- prompted by the authors’
award winning article in Fortune magaiine -—- examines what stress can\
do to your cardiovascular, digestive, skeletal-muscular and immunitive
systems “and provideseinsight into how the mind and body handle stress
(and how the mind sometimes "betrays" the body!) The final and most
substantial portion of the book provides the reader with personal
solutions for stress reduction including diet, exercise, psychotherapy,
encounter groups, medttatzon, bio-feedback, drugs and hynotism.
thle‘%hzs single book is a necessity, it represents only q begimning.
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The authors provide a brief Zzst of annotated readzngs for further .
investigation. - . .
P
Odlorne George 's. Management in the Activity. Trap. New York: Harper
and Row, 1974. .

/

The actzvzty trap, "‘Odiorne observes,—is a co on cause
change in management. How to avoid and hew get out this trap
is-the theme of Odiornme's book. His solution includes: 1) setting
worthwhile goals, 2) getting commitment from employees to these goals,
3) accepting responsibility for your own behavior, 4) supporting and
assisting subordinates, and §) relieving workers from goal pressure
through rest, vacation and goalbless activity.  Why do we get caught
- in the actzvzty trap? Odiorne suggests that people become "so

immeshed in activtty- they lose szgh% of uhy they are doing it, ,and
the activity becomes a false goal, gn end in itself. Successful
leaders never lose sight of their goals, the hoped for outcomes.'
Odiorne, the genius behind Management by Objéctives, employes MBO .for
breaking out of the actzvzty trap which, as we have seen in “the
present Bullettn, 18 a sdurce of much stress in organizations. The -
moral lies in the fact that if you don't know where you are going,
it doesn't make any difference which road you take to get there.

"Successful leaders keep their ‘eye on their hoped for outcomes for

) ineffective

if they aim at nothing, they'll kit zt

L

-

Pelletier, Kenneth R. Mind as Healer, MJ.nd as Sla?er

New York: Dell

- 4

Publlshlng Co:,

*Pé%E Pelletzer approaches stress f?om'a wholzsttc poznt of wiews
’ that is, the mind, body and spirit.must work together in thm

1977.

-

ony.to

.prevent stress disorders.

Mind as Healer, Mind as Slayexr surveys

the sources of stress, provides a gutdeline for the evaluation of
stress levels, reports research on profiles of stress-prone ‘
personalities and concludes with a practical section on preventing
' stress-related diseases through meditation, bio-feedback and auto-
) genzc training and vzsualzzatzon As Gay Luce has pointed out,
using this book is as zmportant as: readzng it.
New York: McGraw-Hill, 1976. g

Selye Hans The Stress of Life.

The StressAAf Life, first published in 1956 and revised, expanded and
updated with new research‘findings in 1976, cantinues to provide a
summary of the contemporary-scientific basiggof' the entire stress
. \concept, Selye doés not intend this to be a "inspirational book”
) re readers blindly belidve in his statemehts. His intent is to
. epable the educated non-medical reader tq_make up their own minds
bout the validity of-taboratory experiences to everyday problems.
e book proceeds, from the discovery of stress to the analysis of

. s mechanzsnﬁzn health and dzsease, then, gxplores how thzs knowledge
. 12
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could further our understar,zdji\n “of how to face stress. While-
Selye's intention is tp' reg’dx‘%ze non-technical reader; his
dispursement of highly technical data between the more easily
“readable and entertaining parts.of his narrative makes’the book
cumbersome to read. For those who are less familiar with many of the
§tress relatéd concepts and terminology, "Book IV" provides J
practicab implicationg and applications Of ‘stress concepts to oot
everyday life. Selye's suggestions in this part are based upon

_ devising a healthy philosophy of life primarily rooted iw-'"altru-

> istic egoiem" which maximizes eustress (good stress) and minimizes
bad_distress (bad stress) in our lives. Even though technical
(glossary of terms provided) The Stress of Life is essential
‘reading for anyoné seriously interested in the subject.

Selye, Hans. Stress Without'DistrePés._' New York: Signet Books, 1975.

1)

"Stregs "is the spice of life," notes Dr. Hans Selye..-In this

clasgie, Selye describes the nature of stress, the tri-phastic

general adaption syndrome and what ‘stress is and is notex While
- using scientific inquiry to base the first portion of hi#book,

the latter chapters philosophically discuss the relationShip

between.stress and "aims in life." His scientific pedigree is .

impeccable; hewever, his philosophical thoughts on stress reduction
*thMbugh "altruistic egoism,' and "earn my neighbor's love,!.

should be read as critically as the "how to" books by Wayne Dyer,

Albert Ellis, Eric Berne and others who have Just as much right <g

forward their philosophical answers to the stresses of life as s

does Selye. e R R \

=

“Time Li?e Human Behavior Series, 1976.

4

: - ’
Tanndy Y, pgéer;. - Stress. New York;
Qne- in hw%b%zg/of volumes from the Human Behavior Series of Time
\%Fe-;-, ress ,Z‘Z':sa;togéthér gomes of .the latest findings in streds-
related behaviopatl science resaaﬁch.“'a’%&itten erigply and illustrated
' graphically, Fanner addresses the pressurgs of daily life, the impact
of erises, MHow thé\@odgf responds- to &tress, and how to work off steam.
While not as autheritati®fety orgajnized as pther books on stress,
it does provide a greatjdeal of information in a pleasurable manner.
. ‘. <z . el
Toffler, Alvin, Future Shock. New York: Random House, 19707 . -
‘ IS ) & -
If you have not read. Future Shock recently, read it again with stress
in mind. As Toffler pvints out, the ‘qbility to cope with gtress is
> dependent on how fast ohe is going. éﬁ)en a clear grasp of what
stress is and a more intelligent control of stress, one can turn
erisis into opportunity through numerous coping. behaviors. Toffler
suggests reducing stress by directly eoping (tuning it out or
turning it off), cridis counséling, mini or maxi vaeqtions, .
developing personal stability zones and situational grbuping, Aé
Toffler cencludes, coping with rapid change,lworking temporarily
1 ‘ .
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in organzzatzons, quickly settzng up meanzngful reZatzonsths -
and then breaking them down -- all augment socia strazns and :
psychologzcal tensions; the result, Future Shock.

' Wlnter Ruth. _Trlumpﬁigg" Tension. New York: - Grosset and Dunlap, 1976

Triumph ovér TenszoA resembtes many of the pop-psychology pieces we
find in bookstores tgddy. However, the duthor does provzde some
practieal tips fbr learning to love Zezsure, how to take a real. , °
vacation, exercising for relaxation and developifg everyday eoping
techniques. Although many of the techniques suggested are self-

4 sampli these technzques inelude suggestzons to dd' something for
others, arrange for privacy, don't insist on winning, own up to whq
you are, don't judge yourself sternly, get sufficient sleep, by
respect your body, change your environment, change your routine,’
. talk to a friend, choose your associates carefully, find your stress
» level, learn to live for today and seek a sense of humor. '

evzdent manthzmes we need to be reminded more than instructed. (; ’

-

Wright, H. Beric. Executive Fase and Disease. New v¥k: Halstad Press, 1975.

‘If managers believe .that work interrupted by szckness i8 one of .
those unavoiddble things, this book will soon dispel that misconception:
Dr. Wright sets out to docypent the reZatzonsth between the  «
organization's enviromment and the health of its employees. The

causes, symptoms and treatment of common mental and\physical

disorders are clearly explained in Part One. The- final part of the
book provides guidelines and suggestions for answering many A
“important questions. How does the manager deal with daily pressures
and frustratioms? What is the effect of frantic travel and .
sleepless nights? How ‘do women exmecutived cope with their new

role in management? Does your work style leave somethzng in

reserve for a crisis? How much life stress comes from the home?
Are you prepared ‘for retirement? This book explores &ach of these -
quegtions in an effort to brzng\ease rather than dis-ease into

the lives of executzves. ‘ , P

-

L3

Stress. Chicago: Blue Print for Health/Blue Cross

Association, 1974. ,

"freebee” from your local Blue Cross agency, this booklet
assembles articles from many noted medical scholars. Not only are
the aythors knowledgeable on their subjeess, but talented at
'presentzng information clearly for the average reader. The
articles cover stress at childhood, adolescence and aging as well

as stress in the home, on the job and in the environment. The
booklet concludes with a chapter on learning how to ‘relax.




