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2 Foreword

challenging and tantalizing. The question is this:

Does a prison system that is bursting at the seams
adjust by lowering its aspirations, or does it decide to do
more with less, calling on its staff for the extra dedication
and ingenuity that make this possible?

With a lowering of goals, one can put out a mission
statement that says, “No matter what we did in the past, we
are now in the business of warehousing people, and our
task is to feed these people, to make sure they don’t kill
each other and to prevent them from escaping.” The
Correctional Service of Canada has chosen not to exercise
this option, and has instead declared that it takes its
“correctional” mission seriously.

But can the system’s staff deliver on this resolve? If
it cannot, the agency’s mission statement becomes a
compendium of glittering generalities, signifying nothing.

The answer rests in the hands and hearts of staff mem-
bers now on board or about to come on board. It depends
on how staff members feel about the mission and their roles
in carrying it out. Is the commitment of staff members high
and sustainable, or is it uncertain and unenthusiastic? Can
staff commitment be depended upon, and can staff motiva-
tion be harnessed? If not, are there things that one can do to
enhance commitment — preferably starting at once?

The superlative data in the pages that follow are
revealing. In the article on the Correctional Service of
Canada’s study of staff commitment, we find that three out
of four staff members say that they are “willing to put in a
great deal of effort beyond that normally expected in order
to help this organization be successful.” That is good news.
However, only a third of staff members testify that “this
organization really inspires the very best in me in the way
of job performance.” That is not-so-good news.

There are interesting variations in the figures. Some
are hard to explain, such as why there are regional differ-
ences in commitment. Other figures are less divergent, and
more gratifying. It is nice to know that new staff are ideal-
istic and that female staff members are strongly committed.

The bad news is that correctional officers and

This issue of FORUM contains facts that are timely,

front-line staff are much less committed than are managers
and supervisors — a fact that also holds for many other
organizations. This difference in commitment poses the
greatest challenge to those who must use the survey to
design interventions to address the problem. Fortunately,
the problem is far from insoluble. As another article in this
issue points out, commitment is not a personality trait but a
response to situations. For instance, we become committed
to an organization when we can affect its policies and can
advance ideas that have an impact on what is done. As
social scientists put it, commitment varies with the control
we exercise over organizational environments and with the
degree of participation we are afforded.

A second fact that affects commitment is how our jobs
are defined for us. The sort of job that invites commitment
is one that satisfies one’s self-esteem and provides a sense
of accomplishment. Fortunately, redesigning jobs can
improve commitment levels. Jobs can be enhanced through
what is called “enrichment” — widening a person’s discre-
tion, for example, or upgrading his or her assigned tasks.

Canada has been in the forefront of examining inmate-
contact jobs in the past, enriching positions by adding
more human-service functions to custodial roles. The sur-
vey reported in these pages suggests that much remains to
be done, including carrying forward this enrichment effort
in light of accumulated experience. One comforting note is
that the survey reinforces the direction of the effort. Low-
commitment staff members feel that improvements can be
made in the manner that they are managed. More impor-
tant, high-commitment staff members share rehabilitation
ideals, have a helping orientation and want to make inno-
vations. Contributing in these areas may foster high
morale, particularly if there are opportunities to learn,
grow and achieve recognition. If such enhancements are
paired with opportunities for low-echelon staff to shape
agency policy, higher commitment levels ought to follow.
A mission statement written by prison guards, for example,
would likely be warmly endorsed in a postintervention
survey.

Hans Toch
School of Criminal Justice
State University of New York
University at Albany




Research in Brief

ized language, making it inaccessible to practitioners who must put research

Research is often communicated only in academic publications in a special-

findings into action. In this section of FORUM, we hope to overcome the rift
between researcher and practitioner by providing brief, plainly wriiten descrip-

tions of findings from recent studies.

The focus of this issue of FORUM is on staff. We begin by describing some
of the findings of an extensive survey of public service employees. The survey
explored how staff members balance work and family roles and the problems they
encounter in doing so. The next article addresses the issue of employment equity,
providing a progress report of the Correctional Service of Canada’s efforts to meet
its employment-equity targets. We then turn our attention to an issue that affects
a large number of our correctional staff — shift work and its impact on human
performance. Stress is the focus of two articles in this section, one presented
tongue-in-cheek. The last two articles tie in with the theme of the last issue of
FORUM - sex offenders. One article presents research on how sex offenders are
perceived by staff, and the other describes efforts to train staff to deal more

effectively with this offender group.

More information about the research reported here is available from the
Research and Statistics Branch or by consulting the references provided.
We welcome contributions from researchers in the field who wish to have their

findings profiled in this section.

The Challenge of Balancing Work

and Family

In 1951, less than one quarter of
Canadian women worked for pay
outside the home. By 1987, more than
half did, and the Conference Board of
Canada estimates that, by 1993,
almost two thirds of Canadian women
will work for pay outside the home.

This tremendous influx of women
into the paid labour force has had, and
will continue to have, an impact on
family and work domains for both
men and women. Thirty years ago,
when most women worked in the
home, men may have counted on their
wives to manage the family aspects of
their lives. Today, with more and
more women working outside the
home, work and family roles for men
and women need shuffling.

A recent study of public service
employees explored how the changing
relationship between family and work
affected organizations, families and
employees. The study also examined
the effects of alternative work arrange-
ments (such as flexible hours and
work locations) in helping staff juggle
family and work demands.

Sponsored by the Department of

Health and Welfare, the Social
Sciences and Humanities Research
Council and the National Centre

for Management Research and
Development, the project surveyed
5,921 randomly selected public-sector
employees working in six departments
in the National Capital Region. The
19-page, 57-question survey yielded a
wealth of information about their work
and families, only a fraction of which
can be reported here.

Sample

About half the sample were women.
The average age of subjects was about
40 years; however, the men in the
sample were older than the women on
average (41.6 years versus 37.8 years).

Three quarters of the sample were
married or living with a partner at the
time of the survey. Significantly more
men than women were married (80%
versus 67%).

Two thirds of respondents had
children at home. Of these, one quar-
ter had children who were younger
than school age (under five years old).
Men in the sample were more likely

than women to have children at home
(70% versus 62%), but the average
number (about two) and age (about
13) of children at home were similar
for both men and women.

In the vast majority of families
represented in this sample (87%), both
the husband and wife worked for pay.
Only 13% of respondents were mem-
bers of traditional families where the
male was the “breadwinner” and the
female was the homemaker. About
11% of respondents were single par-
ents; of these, two thirds were women
and one third were men.

The Work Domain

These public sector employees worked
an average of eight-and-a-half hours
per day. Most (55.6%) had the tradi-
tional 9-to-5 workday, but women
were significantly more likely than
men to work traditional hours (60%
versus 51%).

Both men and women found the
9-to-5 workday to be less appealing
than flexible hours, compressed work
weeks and work-at-home arrange-
ments. About 42% of the sample
worked under some type of arrange-
ment that allowed them work-time
flexibility — approximately 25% had
flexible work hours, and about 17%
worked a compressed work week.

A notable proportion of the sam-
ple regularly devoted enough time to
work that their family life was affect-
ed — 25% worked overtime at home. In
fact, on average, 22% worked more
than 10 hours per day or approximate-
ly 52 hours per week, excluding time
spent working on weekends. These
figures are above the national average.
Although men were more likely than
women to work overtime on workdays
(25% versus 19%), women who did
work overtime spent significantly
more time at it than men. This finding
was true of all three types of overtime
work examined in the study (work at
home on workdays, and work at home
or at the office on non-workdays).

Individuals who had access to a
lap-top computer, a personal computer
or a modem at home spent approxi-
mately one hour a day at home using
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the computer for work-related activi-
ties. These individuals said they did so
to help fit work in around family
demands, to meet deadlines and to
increase their productivity.

The Family Domain
On average, respondents in this study
spent just over two hours per workday
on home chores and errands. Despite
the increase in women’s participation
in the labour force, there has been
little concurrent change in the division
of labour at home: women still per-
formed the majority of housework and
child-care tasks. Women in this study
spent significantly more time on home
chores than men (2.6 hours per work-
day versus 2 hours per workday).
They also spent more time in activities
with their children (1.9 hours per
workday for women compared to
1.7 hours per workday for men).
Looking at how time was spent by
men and women on days off work, we
see that women spent more time than
men on home chores (4.8 hours per
day off for women versus 4 hours
for men) and with their children
(3.8 hours per day off for women
versus 3.5 hours for men). Conversely,
women spent less time than men on
self-related activities such as recre-
ation: on average, men spent 5.9 hours
per day off on self-related activities
compared with 5.1 hours for women.
The majority of women in the
sample seemed to have added the
demands of work to their lives without
a concomitant reduction in family
responsibilities. Almost 70% of moth-
ers answering the survey indicated that
they had the main responsibility for
child care, while almost 60% of
fathers said their spouse, the mother,
had that responsibility. Looked at
another way, only 6% of women indi-
cated that their spouse, the father, had
main responsibility for the children.
Similarly, only 6% of fathers in this
study stated that they themselves had
main responsibility. Furthermore, less
than one third of the sample believed
that child-care arrangements were
shared equally between both parents;
however, men were significantly more

likely than women to believe this
statement (37% versus 25%).

Most of the staff members in this
sample (70%) had their children cared
for outside their home and appeared to
be satisfied with their child-care
arrangements.

Balancing Work and Family
Work-family conflict occurs when an
individual has to perform multiple
roles as worker, spouse and, in many
cases, parent. Each role imposes
demands that require time, energy and
commitment to perform it adequately.

Half of the public sector employ-
ees surveyed (19% of men and 26% of
women) experienced greater-than-
average conflict between work and
family (as based on reports in the
literature).

They also experienced role over-
load. The measures of role overload
were arranged on a five-point scale
with high scores indicating higher role
overload. Average scores generally
indicated that respondents felt that
they had more to do than they could
handle (3.44); that they were physical-
ly and emotionally drained when they
got home from work (3.44 and 3.28);
and that they felt rushed (3.58) and did
not have enough time for themselves
(3.48). Women scored higher on all
five measures of role overload.

Respondents also perceived that
their work interfered with their family
responsibilities. Three types of inter-
ference were examined. The first
measured the extent to which the
individual perceived that work
demands interfered with the perform-
ance of family responsibilities. The
survey found that staff members
wished they had more time for their
families (average score of 3.62) and
for their children (average score of
2.89 on a scale where low scores indi-
cate a problem with time). Although
women spent more time on home
chores and child care than men, they
were more likely than men to feel that
their job interfered with their family
life.

The second measure of
interference evaluated the extent to

which the individual perceived that
family demands interfered with the
achievement of work responsibilities.
Lower scores on this measure (average
score of 1.84) indicated that individ-
uals were significantly less likely to
allow family to interfere with their
work. The researchers offered two
possible explanations for this: first,
North American work ethics tradition-
ally require that work demands take
priority over family demands, and
second, many workers perceive that
there are fewer negative consequences
from short-changing their family in
terms of time or effort than short-
changing their work.

The final assessment of interfer-
ence, an overall rating, revealed that
staff members, in general, did not
perceive that they balanced their work
and family roles well. The average
score on this measure was 2.73 on a
five-point scale, with lower scores
indicating problems in balancing work
and family.

Alternative Work Schedules

Since society makes certain events
possible only at certain times, timing
becomes important in determining the
effects of work hours. Work-schedule
incompatibility affects family mem-
bers and their ability to spend time
together. Conflict is also caused by the
clash of an employee’s work schedule
with school events or necessary
services (e.g., doctor or dentist
appointments).

Work-time and work-location
flexibility may have the potential to
balance work and family by increasing
an employee’s ability to control, pre-
dict and absorb change in work and
family roles. If flexibility is provided
for when, and where, work is per-
formed, staff can select the most effi-
cient hours and locale according to
work style, the demands of family
members and the scheduling of leisure
activities.

This study found, though, that
work-time flexibility did not appear to
help men or women balance work and
family demands. Men and women
working flexible hoursand compressed




work weeks were just as likely to have
difficulty managing their own and
their family’s time. They were also
just as likely to experience work-
family conflict as men and women
who worked a traditional work week.
This finding suggests that increas-
ing flexibility with respect to when
one works may not be enough to
reduce conflict between work and
family demands. The researchers
suggested that this may be because
many government departments do not
offer truly flexible work arrange-
ments; that is, they do not allow work-
ers to vary the times when they arrive
for work and leave each day as need-
ed. Rather, they allow staff to negoti-
ate convenient arrival and departure
times that must be adhered to quite
rigidly. Employees who have this type

Research in Brief
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of arrangement likely experience the
same types of problems as individuals
who work a regular workday.
Work-location flexibility was
assessed by whether jobs allowed
individuals to work at home or
whether there was technology avail-
able (e.g., a portable computer) that
would allow the individual to work at
home. In this study, work-location
flexibility had a significant impact on
how employees spent their time.
Individuals with access to technology
in their homes worked significantly
more hours per week than those who
did not — an average of 2.5 hours more
per day. On the other hand, these
individuals spent significantly less
time on child care, home chores and
themselves than did individuals
without access to portable technology.

The study concluded that public
sector organizations cannot afford to
ignore the issue of balancing work and
family demands. Some recommenda-
tions to help organizations address this
issue included restructuring the work
environment to offer greater work-
time and work-location flexibility;
introducing courses to help employees
learn how to cope with conflicts
between work and family; and
redesigning jobs. H

L. Duxbury, C. Lee, C. Higgins and
S. Mills, “Balancing Work and
Family: A Study of the Canadian
Federal Public Sector.” Unpublished
report, December 1991.

Employment Equity: A Focus on
the Correctional Service of Canada

The objective of Treasury Board poli-
cy on employment equity is to enable
the equitable representation and distri-
bution in the public service of groups
of individuals that have traditionally
been under-represented: women,
members of visible minorities, aborig-
inal peoples and persons with
disabilities.

The first employment-equity
targets established by the Correctional
Service of Canada and approved by
Treasury Board covered the period
1985-1988. These targets were quite
specific, stating the percentage of the
work force to be made up of each of
the target groups. At the end of the
three-year period, government depart-
ments were held accountable for their
progress, or lack thereof, in meeting
these targets.

Targets

The second three-year period has
almost ended, and the Correctional
Service of Canada received its report
card on how well it progressed toward
meeting its employment-equity tar-
gets. Overall, the results are extremely

positive: all targets have been met and,
in many cases, surpassed.

Figure 1 shows the target repre-
sentation rates that were established
by the Correctional Service of Canada

and the actual representation rates that
were achieved in each of the group
categories as of October 1991. It also
presents the availability rates for each
target group. Availability rates are
based on 1986 census data from
Statistics Canada; they reflect the
percentage of all persons who are
available to work (i.e., who are

Figure 1
Actual+, Target and Availability
Percentages by Designated Group
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of an appropriate age with appro-
priate skills) and who fall into an
employment-equity target group.

With one exception, the target for
each employment-equity group is
lower than the availability rate for
each group. The one exception is the
case of aboriginal peoples: nationally,
the availability rate for aboriginal
persons is only 1.8%, while our
employment-equity target is 2.1%.

As the figure shows, all targets
were met. Currently, the percentage
of Correctional Service of Canada
employees who are women, members
of visible minorities or persons with
disabilities surpasses our targets. In
the case of aboriginal peoples, the
target was reached, though not sur-
passed. As of October 1991, about
33% of our employees were women,
about 2% were members of visible
minorities, about 2% were aboriginal
peoples and about 2% were persons
with disabilities.

The data were also broken down
by geographic location into rates for
each region and rates for national
headquarters. For women, all regions
and national headquarters met their
targets, some exceeding the target by
as much as 3%. The highest female
representation rate was found at
national headquarters, where 46.5% of
employees were women.

In the case of members of visible
minorities, four regions reached their
targets. The Pacific region surpassed
its target by 2%. At 4.2%, it has the
highest percentage of visible minority
employees.

Four regions also met their
employment-equity targets for aborigi-
nal peoples. The Prairie region
employs the largest percentage of
aboriginal peoples at 5.1%; this is
important, as the largest percentage
of aboriginal offenders are found in
institutions in the Prairies.

In the case of persons with
disabilities, all regions except two
surpassed their targets. National head-
quarters employs the greatest percent-
age of persons with disabilities, with
3.4% of its employees falling into
this group.

Women

Women make up the largest
employment-equity target group.
Currently, about one third (33.2%) of
the Correctional Service of Canada’s
employees are women, while our
target was 31.6%. The Correctional
Service of Canada continues to
progress by employing more women
in the management category and in
non-traditional positions.

Figure 2 shows that the
Correctional Service of Canada has
steadily increased female representa-
tion in the management category,
doubling the representation rate from
7.3% in 1986-87 to 14.7% in 1990-91.
Despite such substantial progress, only
about 15% of the Correctional Service
of Canada’s managers are women.

Rates of Departure

Another way of examining an organi-
zation’s progress toward employment
equity is to consider the rate of depar-
ture of persons in certain designated
groups. Rate of departure refers to the
percentage of members of the desig-
nated employment-equity groups who
leave the Correctional Service of
Canada. High rates of departure may

signal problems somewhere in an
organization — for example, how it
deals with individuals in target groups
or in the work environment.

Figure 3 shows the rates of depar-
ture from the Correctional Service of
Canada for persons in each of the
designated groups, as well as the rates
for the public service overall. In 1990,
for every designated group, the rate
of departure from the Correctional
Service of Canada was lower than
the rate of departure from the public
service as a whole. In some cases, the
differences were substantial: the rate
of departure of aboriginal employees
from our organization was 11.8%
while the rate for the public service
was much higher at 18.7%; the rate of
departure of members of visible
minorities from the Correctional
Service of Canada was almost half
that found in the public service (6.2%
versus 11.9%). The point is made,
though, that even if our performance
in this area is better than that of the
overall public service, efforts are still
needed to slow or decrease the depar-
ture of persons in employment-equity
groups.

Figure 3 also shows the rate of

Figure 2
Female Representation
in the Management Category

1986-87 1987-88

1988-89

1989-90 1990-91

Year




departure for men in the Correctional
Service of Canada and in the public
service as a whole. For each of the
employment-equity groups, the rate
of departure was higher than that

of men, which stood at 4.5% for the
Correctional Service of Canada and at
6.6% for the public service.

Future Targets and Strategies
New employment-equity targets for
the Correctional Service of Canada
have been established to cover the
next three-year period. These targets
are subdivided into targets for recruit-
ment, targets for promotions and tar-
gets for discretionary separations.
Recruitment targets are based on the
external availability of persons in the
designated groups and on the organi-

zation’s recent recruitment experience.

Promotion targets are based on inter-
nal availability (current availability in
the organization of persons in the
designated groups). The separation
targets are set so that the separation
rates for the designated groups

are no greater than those for the
non-designated groups.

Further, targets have been set
specific to the non-management cate-
gory and to the management category.

For women, the targets have been
even further subdivided by occupa-
tional category: scientific and profes-
sional, administrative and foreign
service, technical, administrative sup-
port and operational. The highest
recruitment target, at 82.9%, has been
set for women in scientific and profes-
sional occupations. The highest pro-
motion target, at 84.6%, has been set
for women in administrative support
positions.

Each region translates these tar-
gets into specific targets for each
regional headquarters, institution and
parole office. The accountability of
line managers for employment equity
is reinforced through the use of
accountability contracts specific to
employment-equity targets and
through the use of performance
appraisals that take into consideration
managers’ performance in meeting
their employment-equity targets. A

Research in Brief

Figure 3
Rates of Departure (1990)

Il Correctional Service

Members Persons Female Aboriginal Women Me
of a Visible with Officers Peoples in Non-
Minority Disabllities Traditional
Group Occupations

Public Service

commitment has also been made to
increase the work-force representation
of women in the management cadre
and to develop a national strategy to
increase the participation of aboriginal
peoples in the organization. Further,
initiatives are being developed to
enhance training and career-
development opportunities for persons
in the designated groups. Efforts will
be made to ensure that employment
equity is integrated into all processes
that affect human-resource planning,
including initiatives such as institu-
tional construction. Further, support
groups and regional and national advi-
sory groups are being established to
help employees, to provide a forum
for target-group members to express
their views and to make recommenda-
tions to senior management. l

A Word on Women
in Management...

“...women will never be fully
accepted into management as long
as the secretarial position is charac-
terized by female domination, low
status, role ambiguity and dead
ends.” W

Source: N. Colwill, “Female
Managers and Female Secretaries —
Threads of the Same Tapestry,”
Weomen in Management, 2, 2
(1991): p. 8.

7
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Shift Work and Its Impact on
Human Performance

Research has shown that three major
factors influence an individual’s state
of alertness and ability to perform on
the job: the circadian cycle (i.e., the
body’s daily rhythm), sleep disorders
and sleep loss. With shift work, dis-
ruption of the circadian system plays a
major role and may affect a person’s
performance at work as well as in
family and personal life.

This article summarizes informa-
tion in Lydia Dotto’s book, Asleep in
the Fast Lane: The Impact of Sleep on
Work, one section of which discusses
research on shift work.

Sleep researchers estimate that
about one fifth to one quarter of all
workers in the industrialized world
work shifts. These people are most
likely to be working in protective,
food or health services. It is just
recently that people have begun to
realize that shift-work schedules intro-
duced without regard to the realities of
human physiology have many hidden
costs, including worker dissatisfaction,
health problems, absenteeism, exces-
sive overtime, low morale and family
and marital difficulties.

The major problem with shift
work is that it scrambles circadian
rhythms — namely the sleep/wake
cycle. Two of the most damaging
features of shift work are weekly rota-
tion and phase advancement, that is,
shift rotation in a counterclockwise
direction from day shift, to night shift,
to evening shift.

Rotation of shifts on a weekly
basis is extremely disruptive. Because
it takes the circadian sleep/wake sys-
tem a minimum of several days to
adjust to an eight-hour schedule
change, it barely gets a chance to
settle down before another change is
forced on it. Usually, workers only get
two or three days off between shift
changes, during which time they often
go back to a normal sleep/wake pat-
tern that further disrupts the circadian
system.

An added complication is the

large time shifts involved. The circa-
dian system can readily adjust to a
change of an hour or two a day, but a
sudden eight-hour shift produces
about as much circadian disturbance
as flying from the middle of North
America to Europe.

Added to this is the problem that
shifts often rotate counterclockwise,
creating a phase-advance situation.
This works against the natural tenden-
cy of the human circadian system
toward phase delay.

More than 60% of people who
work shifts complain of sleep disturb-
ances, compared with about 20% of
regular day workers. Problems with
insomnia, chronic fatigue and sleepi-
ness on the job are common problems,
particularly for people working on
night shifts. When workers first begin
a night shift after being on days, they
usually have trouble staying awake in
the middle of the night, during what is
called the circadian “trough.” This is
when their biological clock says it is
time to go to sleep. In the moming,
night workers have the opposite prob-
lem: it is time for them to go to bed,
but their circadian system is reaching
its daytime peak alertness. Studies
indicate that most shift workers aver-
age only about five-to-six hours of
sleep during the day, unless they stay
on their shifts longer than a week at a
time.

Moving from an evening shift to a
day shift also causes trouble for the
circadian system. Evening workers are
still awake at the time when most day
workers normally go to sleep, at about
10:00 or 11:00 p.m. They then go to
bed later, about 2:00 or 3:00 a.m., and
wake up later (about mid-morning)
than regular day workers. But when
they start a day shift, they must sud-
denly advance their sleep period to
11:00 p.m. and get up at 7:00 a.m.
This is very difficult. It has been
equated with asking someone who
works regular work days to go to sleep
at 8:00 p.m.

Of all shifts, afternoons or
evenings are perhaps the best for the
circadian system, but workers often do
not like them because they usually
disrupt family and social life.

Another major health conse-
quence of shift work is increased
digestive problems, particularly
among night workers who eat at a time
when the circadian system has turned
off the digestive juices for the night.

Mismatches between the circadian
cycle and the external world are most
severe during the first few days on a
new shift schedule because biological
clocks are still set to the old schedule.
Weekly rotation, especially in the
counterclockwise direction, makes it
virtually impossible for the circadian
system ever to synchronize properly
with the external world. The result is
that shift workers often do not get
enough sleep. One study found that
only 15% of shift workers, compared
to 50% of regular day workers, got
seven-to-eight hours of sleep per
night. Furthermore, the sleep shift
workers do get is often not restful. -

Because many shift workers are
chronically sleep deprived, they expe-
rience even greater levels of sleepiness
at work than would be expected from
circadian factors alone. One study
compared episodes of falling asleep at
work among 907 workers at eight
industrial plants, seven of which had
shift schedules and one of which oper-
ated on straight days. The study found
that, on average, more than half of the
shift workers reported falling asleep
on the night shift and about one fifth
reported falling asleep on the day and
evening shifts. These figures compare
with only 8% of permanent day work-
ers who reported falling asleep at
work.

Thus, it appears that poor adapta-
tion of the circadian system to rotating
schedules causes excessive sleepiness
on all shifts, but particularly the night
shift. Studies have shown that during
the circadian trough between 3:00 a.m.
and 6:00 a.m., people make more
errors in reading gas meters and
responding to warning alarms and take
more time to answer telephone calls.




A number of sleep researchers have
recommended very strongly that shift
workers should not be required to
work more than three consecutive
nights.

Increasing automation in many
organizations is compounding the
problem caused by on-the-job sleepi-
ness. Instead of actually doing things
and moving around, many shift work-
ers spend their time watching comput-
ers, dials or television monitors.

Individuals may vary in their
ability to cope with the problems
caused by shift work. Younger people,
for example, are more adaptable to
unusual or irregular sleep/wake sched-
ules than middle-aged or older people.
There is also some evidence to suggest
that night hawks, who follow flexible
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sleeping habits, may be more suited to

shift work than morning people, who

require a more rigid sleep/wake
routine.

The following are some sugges-
tions to help you adjust to shift work:
* Try to keep as regular a sleep sched-

ule as possible. Sleep at the same
time each day while on each shift
and avoid napping randomly.

» Follow a regular meal schedule, and
eat only light snacks — such as fruit,
soup and toast — at night to avoid
digestive problems.

* A couple of days before starting a
night shift, go to bed a bit later at
night and wake up later in the morn-
ing. This phase delay will give your
circadian rhythm a head start for
adjusting to the new shift.

* Use light and dark to reset your
biological clocks as rapidly as possi-
ble. The bedroom should be very
dark when you are sleeping. When
you wake up, make the room you
are in as bright as possible. In fact,
some sleep researchers suggest
timing the lights so that they come
on just before you are supposed to
wake up.

* Ensure that you have a quiet place
to sleep during the day.

* Avoid caffeine for at least three
hours before going to bed. B

L. Dotto, Asleep in the Fast Lane: The
Impact of Sleep on Work. (Toronto:
Stoddart Publishing, 1990).

Stress and Burnout

Employers believe that stress is the
basis of more than one quarter of sick
time reported by employees, a finding
reported in a 1991 survey by the
Canadian Institute of Stress. From
10% to 15% of Canada’s work force is
beleaguered by serious or chronic
personal problems that affect job per-
formance, estimates the Canadian
Mental Health Association.

These are two of the stress
research findings profiled in a recent
report on stress among Senior man-
agers. Produced by the Program
Development (Staffing) Branch of the
Public Service Commission, the report
was based on findings of current stress
research and on information gathered
from observations of senior executive
counsellors at the Diagnostic and
Career Counselling Service of the
Public Service Commission. More
than 187 managers in the public ser-
vice have sought advice and consulta-
tion from these counsellors.

Stress may be defined as the
body’s response to any physiological
or psychological demand. Although a
certain amount of stress is necessary
for healthy functioning, too much
stress or inappropriate reactions to it
can negatively affect the individual.

An individual’s ability to tolerate
stress depends on the frequency,
severity and types of stressors con-
fronted. It also depends on intrinsic or
personal characteristics, including:

* past experiences

* personal values and attitudes
* sense of control

* personality

* residual stress level

* general state of health

A number of external or organiza-
tional factors contribute to stress, such
as:

» work overload and family conflict

* lack of autonomy or control

« threat of job loss

role conflict or role ambiguity

interpersonal conflicts or external

agency conflicts

* organizational culture and environ-
ment

* insufficient resources

* inadequate job training or overquali-
fication for current position

* supervisor’s attitudes

« changes in organizational structure

Symptoms

Stress affects a person’s psychological
functioning, behaviour and physical
health. Psychological symptoms of

stress include:
* anxiety
* irritability
* mood swings
* sadness or depression
* low self-esteem
* emotional withdrawal
* hypersensitivity

Behavioural symptoms of stress,
which can affect an individual’s work
performance, include:
« inability to make decisions
increased interpersonal conflict
blocked creativity and judgment
poor memory
lowered productivity
difficulty concentrating

Commonly recognized signs of

the physical impact of stress include:
* insomnia
* headaches
* backaches

gastrointestinal disturbances
fatigue
high blood pressure

* frequent illness

Burnout

Burnout, a severe reaction to stress,
describes a state of physical and emo-
tional depletion that results from the
conditions of one’s occupation. Recent
research suggests that burnout may
occur among senior managers almost
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as frequently as among those in the
helping professions, who were the
“original” sufferers of burnout.

As with stress, burnout may
manifest itself psychologically — with
emotional exhaustion or overreaction;
behaviourally — with lower job pro-
ductiveness; and physically — with
exhaustion.

Have you ever been referred to as a
“Type A”? Type-A personalities
are typically individuals who have
high levels of achievement, are
excessively competitive and are
prone to impatience and aggression
in their perpetual struggle to
achieve more in less time. It has
been estimated that more than three
quarters of managers in North
America show some level of Type-
A behaviour. Some research has
also estimated that Type As are up
to seven times more likely than
their more even-paced Type-B
colleagues to suffer from coronary
heart disease.

Stress and Senior Managers

Until recently, few people believed
that senior managers experienced
anything beyond a minimal level of
stress. After all, they have control of
the decision-making process, so what
stressors could have more than a
minimal impact on them?

Recent changes in management
principles are now being seen as pos-
sible stressors for senior managers and
as factors that may increase the inten-
sity of already-existing stressors. One
such example is the relatively new
expectation that employers meet the
human needs of employees. Expected
to conform to emerging social princi-
ples, managers must develop policies
on such issues as employment and pay
equity. Further, with a change in man-
agement style, managers are expected
to loosen control and emphasize effec-
tive “people” management rather than
systems management.

Added to these developments is
the changing face of the work force

itself. With the increased number of
working women, new sources of stress
can be found in the complexities and
commitments of dual-career and
single-parent families. These changes
demand more flexibility and consider-
ation on the part of managers. In fact,
work overload and family conflict
have been cited as primary stressors
for executives.

Some sources of stress are more
common in the public sector than in
the private sector. With the climate of
fiscal restraint, managers are expected
to do more with less, an expectation
clearly evident in Public Service 2000:
The Renewal of the Public Service of
Canada. Although valuable, recom-
mendations for delayering, altered
management styles and increased
accountability and innovation may be
seen as additional sources of stress.

The political nature of the public
service is the root of another source of
stress for senior managers. Because of
the electoral process, the time and
scope necessary to envision and work
toward long-term objectives within
departments are cut short by the
potential for a change in leadership
every four years.

The trend toward decentralization
may also be a stressor for those man-
agers who question its value. More
specifically, in the private sector,
decentralization may be seen as
necessary to improve service to a

company’s clients, but in government,
some decentralization may take place
to satisfy other objectives.

But What Can Be Done?

Initiatives that have been implemented
in the private sector to reduce stress
may be appropriate and adaptable to
the public service. These include on-
site day-care facilities, changes to the
physical plant, job sharing, in-house
exercise classes and extensive indi-
vidual training and development
packages.

Other suggestions offer tangible
support to the senior management
cadre, such as providing time to exec-
utives to balance work overload, fami-
ly responsibilities and leisure activity.
This means recognizing, for example,
that frequent travel costs a manager in
personal time and that taking holidays
and annual leave are essential to a
healthy lifestyle. It also means consid-
ering the impact of relocation on the
manager’s family, which may involve
providing some form of job-search
assistance to the spouse. Finally,
ensuring that appropriate training and
development programs are available
and accessible may help reduce the
stress that some managers experience
in their work roles. B

Public Service Commission, “Stress
and Executive Burnout.” Unpublished
report, 1991.

*...the most committed workers burn
out most severely....” Further, “If the
achievement of money, fame, or pro-
fessional excellence is compared not
to one’s own aspirations and needs but
to those of others, no level of success
will suffice. This can only add to the
pressures that produce burnout. The
drive for achievement can also be self-
destructive when it dominates a

Burnout...

person’s life.... This preoccupation
with work can lead to a double pres-
sure: the push for more achievement
and the absence of the other rewards
in life.” W

Source: A. Pines and E. Aronson,
Career Burnout: Causes and Cures.
(New York: The Free Press, 1988: p. x
and 77-78).
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Not Stressed Enough?

A number of studies profiled in this
issue of FORUM have found that staff
experience a considerable amount of
stress. But for those of you who are
fortunate enough not to count your-
selves among this group, the following
is a sure-fire recipe for joining the
ranks of the stressed. For those of you
who can say that you often experience
stress, the following points should
help you to maximize your stress level.

1. Do not communicate openly by
expressing how you feel. Do not ask
for what you need, and certainly do
not ask for what you want — just let
people walk all over you.

2. Harbour resentment and
complain often. Gripe and whine for
at least 2.5 hours per day to anybody
who will listen, especially to bosses,
co-workers, family members and
friends. Such behaviour helps you
avoid intimacy and emotional ties, and
personal isolation is very stressful.

3. Do not feel confident enough in
your skills, values and beliefs to
express your opinions and concerns.
Blindly accept the judgments of
others, personalize all criticisms and
remain offended.

4. Do not develop a support system
of any kind. No close friends, no pets,
no social activities, no extended fami-
ly — nothing. Never ask for help of any
kind from anyone. Languish in loneli-
ness and suffer, suffer, suffer!

5. Practise nasty, mean, humiliating,
embarrassing and hateful
behaviours toward other people.
Gossip at every opportunity and
concentrate on making other people
look bad. Your turn is guaranteed to
come.

6. Become a workaholic. It’s easy to
do. Just put work before everything
else. Take work home every day and
every weekend. Never take a vacation
that lasts more than 28 hours, and
definitely work on holidays. The goal
is to burn out.

7. Avoid the urge to manage time.

Be available to everyone, take on
more projects than you can handle and
say yes to whatever is asked. Cultivate
the myth that you work better under
pressure. After all, you must do every-
thing yourself because you're the only
one who can do things right.

8. Procrastinate, procrastinate,
procrastinate. As Mark Twain said,
“Never put off for tomorrow what you
can put off for the day after tomor-
row.” If it were not for the last minute,
lots of things would never get done.

9. Do not get enough sleep or rest.
Lack of sleep reduces your ability to
deal with stress by making you
irritable — a sure-fire sign of stress.

10. Don’t exercise regularly. As a
matter of fact, don’t exercise at all.
Exercise only tones your muscles,
improves your cardiovascular system
and relaxes your nerves. Physical
activity allows you a “fight outlet” for
mental stress. Exercising also wastes
time that could be better spent on
stress-producing situations.

11. Eat and drink anything you
want. Don’t avoid fat, sugars, salt. red
meat or caffeine. Strive to be at least
35 pounds overweight — excess weight
maximizes stress on your heart.

12. Increase your intake of drugs.
Take that valium, aspirin, alcohol and
cigarette. Ignore those warning signs
from your body when you are under
stress.

13. Ignore whatever you read about
the benefits of relaxation exercises.
Positive self-talk, mental imaging,
deep breathing, massages, yoga or
anything else that relaxes you — avoid
it. How can you possibly be stressed if
you’re relaxed?

14. Adopt the hurry—flurry-work
syndrome. This is a great method for
putting a lot of pressure on yourself.
The H-F-W syndrome makes you
think you're so important — “Look at
me, look at how hard I'm working.”
Because you are so stressed, you must
be working hard. Also, H-F-W could

help you avoid responsibility. You
look so overworked and worried that
people don’t want to ask you for

anything.

15. Keep your problems to yourself.
Since it helps to share worries with
someone you trust and respect, your
best bet for staying stressed is to suffer
in silence.

16. Make every effort not to have
fun. Beware of fun: you might laugh
and enjoy yourself, and this is defi-
nitely detrimental to creating stress.

17. Remain inflexible, narrow-
minded and bigoted, and avoid
change. This allows you to get upset
and stay upset about anything because
you are convinced that you know
everything.

18. Keep work and play imbalanced.
No hobbies, recreational activities,
movies, plays, books, concerts, walks
in the park, visits with others, muse-
ums and games — avoid anything that
could be mistaken as a cure for
stressful situations.

19. Spend no time cultivating self-
understanding. Give no thought to
yourself, your values, goals or purpose
in life. Give no time to analyzing your
problems; just blame everything on
your spouse, friends or family.

20. Set no goals and make no plans.
Setting goals and making plans to
reach them brings order and direction
to your life. Personal goals force you
to take care of yourself and your rela-
tionships. Career goals make you
responsible for work success. Money
goals mean that you’re in control of
your wealth. With no personal, career
or financial goals, you can make sure
that you remain distressed. If you
don’t know where you are going,
anywhere you end up is O.K.! W

Reprinted, with slight modifications,
from C.C.W. Hines and W.C. Wilson,
“A No-Nonsense Guide to Being
Stressed,” Management Solutions,
October (1986): 27-29. FORUM is
grateful to the American Management
Association for granting permission to
use this article.
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What Do Correctional Officers
Think of Sex Offenders?

by John R. Weekes

Department of Psychology, Drumheller Institution (Prairies),

Guy Pelletier

Department of Psychosocial Resources, Tom Baker Cancer Centre, Calgary,

Alberta
and Daniel Beaudette

Department of Psychology, Springhill Institution (Atlantic)

Correctional officers perceive sex
offenders in significantly more nega-
tive terms than non-sex offenders,
according to a recent Canadian study.
Another important finding of this
research was that most correctional
officers have to deal with sex offend-
ers in the course of their duties and
would like specific additional training
relevant to these inmates.

The study assessed correctional
officers’ perceptions of three offender
groups: sex offenders against children,
sex offenders against women and non-
sex offenders. The study also exam-
ined the officers’ perceived need for
training and their level of contact with
sex offenders.

A total of 82 front-line correction-
al officers — 70 males and 12 females
from two medium-security federal
institutions, one in the Atlantic region
and one in the Prairie region — volun-
tarily completed a questionnaire.

The questionnaire consisted of
19 scales on which officers rated,
separately, their perceptions of the
three offender groups. The scales were
arranged in a bipolar fashion: at one
end of the scale was a positive charac-
teristic, such as “nonviolent,” with a
value of 1. At the other end was a
negative characteristic, such as
“violent,” with a value of 7. Officers
rated each offender group from 1 to 7,
based on whether the positive charac-
teristic or the negative characteristic
best described the particular offender
group.

Correctional officers’ age, level of
education, length of service in a cor-
rectional setting and amount of time
with sex offenders were also recorded.

Finally, officers indicated the

extent of their agreement, from

“strongly disagree” to “strongly

agree,” to the following series of state-

ments:

* I would like to have more training to
deal with sex offenders;

* Working with sex offenders adds
stress to the job;

* My training for this job did not

prepare me to work with sex

offenders;

Sex offenders are treatable; and

» Offenders in general are treatable.

Results

Correctional officers perceived sex
offenders, in general, as significantly
more dangerous, harmful, violent,
tense, bad, unpredictable,

unchangeable, aggressive, weak, irra-
tional and afraid than non-sex offend-
ers (see figure). Sex offenders against
children were perceived as being sig-
nificantly more immoral and mentally
ill than sex offenders against women,
who, in turn, were perceived as more
immoral and mentally ill than non-sex
offenders.

There were five scales on which
sex offenders and non-sex offenders
received similar ratings. These two
groups were perceived as having simi-
lar levels of sex drive, control and
intelligence, and were thought to be
equally active/passive and non-
manipulative/manipulative.

The vast majority (89%) of cor-
rectional officers reported having at
least some contact with sex offenders.

Most respondents (68%) indicated
that they would like more training to
deal with sex offenders. Only about
12% felt that their training had ade-
quately prepared them to deal with
this unique group.

When asked whether sex offend-
ers could be treated, only about one
fifth (20.7%) of respondents thought
that sex offenders are treatable. On the
other hand, more than half (52.4%)

Perceptions Scale Items
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thought that offenders in general are
treatable.

Older and more experienced offi-
cers were more likely to report that
they had been adequately trained to
deal with sex offenders. However,
these more experienced officers also
reported more job-related stress in
dealing with sex offenders.

A relationship was found between
a correctional officer’s age, number of
years of service in a correctional set-
ting and education level: younger, less
experienced officers reported higher
levels of education.

It is interesting to note that the
more highly educated correctional
officers felt they were less prepared to
deal with sex offenders. By the same
token, those who indicated that they
would like more training to deal with
sex offenders were also significantly
more likely to feel that sex offenders
are treatable and less likely to report
that their dealings with sex offenders
contributed to stress on the job.
Furthermore, correctional officers who
stated they would like more training
were also more likely to have involved
themselves in greater contact with sex
offenders and to endorse the treatabili-
ty of offenders in general.

Discussion

The most salient finding of the study
was that correctional officers had
different perceptions of different
inmate groups. Overall, sex offenders
were perceived much more negatively
than non-sex offenders.

However, these perceptions are at
odds with research examining sex
offenders’ criminality, personality
characteristics and social skills. For
example, Gordon and Porporino' high-
light the similarities rather than the
differences between rapists and non-
rapists on such diverse characteristics
as criminal history, personality, social
skills, sexual attitudes and arousal
patterns. On the other hand, current
literature on pedophiles and incest
offenders suggests that these offenders

are more likely to display unique
differences in various characteristics.

It may be that maintaining
negative perceptions of sex offenders
serves to insulate staff from aligning
themselves too closely with individu-
als who are commonly looked upon
with disgust and abhorrence.

The findings of this study suggest
that line staff openly endorse the
social stigma surrounding sex offend-
ers. It is important to note, however,
that the study did not formally com-
pare the perceptions of correctional
officers to those of the general public
toward sex offenders. That is, it did
not assess the extent to which correc-
tional officers as members of the gen-
eral public, albeit in a unique situation
of close contact with offenders, mirror
society’s perceptions of sex offenders.
Future research is planned to address
this issue.

Most respondents expressed a
desire for additional training, presum-
ably to better understand, and deal
more effectively with, sex offenders. It
is likely that training programs for
new staff and in-service education for
existing personnel would be improved
by emphasizing the dynamics of
inmates convicted of sexual offences.
However, given the resiliency of atti-
tudes and beliefs, it may be unrealistic
to expect that informational training
programs will extinguish the differ-
ences found in the present study
between officers’ perceptions of sex
offenders and non-sex offenders.

Alternatively, a two-pronged
approach to staff training — focusing
on the modification of gross miscon-
ceptions as well as the development
of effective ways of managing and
integrating sex offenders in general-
population institutions — will help
reduce job-related stress, enhance
correctional officers’ self-efficacy and
improve staff-inmate interaction. At
the same time, such an approach
would foster a more treatment-
oriented environment. ll

! A. Gordon and F. Porporino, “Managing the Treatment of Incarcerated Sexual
Offenders,” Corrections Today, 53 (1991): 162-168.
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Winston Churchill
on Corrections...

“The mood and temper of the pub-
lic in regard to the treatment of
crime and criminals is one of the
most unfailing tests of the civiliza-
tion of any country. A calm dispas-
sionate recognition of the rights of
the accused and even of the con-
victed criminal against the State; a
constant heart-searching of all
charged with the deed of punish-
ment; tireless efforts toward the
discovery of regenerative process-
es; unfailing faith that there is a
treasure, if you can find it, in the
heart of every man. These are the
symbols which in the treatment of
crime and criminals make and
measure the stored-up strength of a
nation and are sign and proof of the
living virtue in it.”

Source: Winston Churchill, 1911,
as quoted in J.P. Conrad, “The
Pessimistic Reflections of a
Chronic Optimist,” Federal
Probation, June (1991): p. 4.
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Training Staff to Deal More
Effectively with Sex Offenders

by Claude Tellier

Senior Project Officer, Staff Training and Development, Correctional Service of

Canada

Since sex offenders constitute approx-
imately 15% of the Canadian federal
inmate population, there is a critical
need for a training strategy to improve
management of sex offenders. The
conclusions and recommendations of
the Pepino enquiry, the Working
Group on Mental Health and the
recent WP' Group Needs Analysis
also underlined the importance and
necessity of training staff to deal more
effectively with sex offenders.

Following a decision by the
Correctional Service of Canada’s
Executive Committee, a National
Steering Committee on the
Management and Treatment of Sexual
Offenders was formed to oversee and
co-ordinate development of the train-
ing program. This committee was
made up of representatives from the
Solicitor General Secretariat, the
National Parole Board and, from the
Correctional Service of Canada,
Health Care Services, Staff Training
and Development, Research and
Statistics, Offender Management and
the Community Release Programs and
Support Services Division.

A comprehensive training strategy
for dealing with sex offenders was the
outcome of the committee’s efforts. In
developing the training program, the
committee sought the professional
services of Dr. Howard Barbaree, a
nationally and internationally recog-
nized expert on the treatment of sex
offenders. It also drew on the work of
Dr. William Pithers and Dr. Linda
Beal, who developed a sex offender
training package based on the relapse-
prevention model for probation and
parole officers of the State of
Vermont’s Department of Corrections.

Based on these consultations, the
relapse-prevention model was chosen
as the approach to manage the
Correctional Service of Canada’s sex

offenders. It became an integral part of
the training program.

Relapse prevention is a structured
treatment and supervision model
which is applied to sex offenders
during incarceration and after their
release into the community. The
model was originally developed for
managing substance abuse. The model
recognizes that substance abusers have
an ongoing risk of relapsing, that is, of
returning to the patterns of behaviour
that caused them to abuse drugs or
alcohol. Relapse prevention teaches
offenders self-management skills,
methods of controlling impulses and
ways to develop strategies for avoid-
ing or coping effectively with problem
situations.

In 1983, Dr. Pithers, of the
Vermont Center for the Prevention
and Treatment of Sexual Abuse at
the Department of Corrections in
Waterbury, Vermont, and his col-
leagues, Marques, Gibat and Marlatt,
modified the relapse-prevention model
for use with sex offenders.

Dr. Pithers and his associates are
pioneers in the field. They have gener-
ously given permission for the
Correctional Service of Canada to
draw upon their work and adapt it to
fit the Canadian situation.?

The Sex Offender Training

The Correctional Service of Canada’s
sex offender training program is

primarily designed to increase the
awareness of staff who evaluate, man-
age and treat sex offenders and to
provide them with more tools for
dealing with the special needs of these
offenders while ensuring continuity
between the penitentiary and the
community.

The program is divided into two
separate units.

Unit I — An Introduction to the
Assessment, Treatment and
Management of the Sex Offender
During this part of the training pro-
gram, an overview of sex offending is
given. Correctional workers are pre-
pared and sensitized to working with
sexually abusive individuals.

The curriculum is designed to:

* increase participants’ awareness of
how sexual attitudes influence their
work with sex offenders;

* help them develop a clearer under-
standing of the dynamics of sex
offenders’ criminal behaviour;

« increase their knowledge and skills
in assessing sex offenders; and

« acquire further knowledge of a
variety of treatment techniques used
with sex offenders as well as
increase participants’ understanding
of relapse prevention.

Issues such as the assessment of
denial and minimization, sexual pref-
erence and social competence and the
identification of the offence cycle are
also covered in Unit L.

Unit I - Sex Offender Risk
Assessment and Relapse Prevention
Training offered in the second unit
focuses more on teaching skills useful
mainly to employees who are directly
responsible for dealing with and
managing sex offenders. Participants

' The WP occupational group includes all case managers in the Correctional

Service of Canada.

2

For more information about the work of Dr. Pithers and his colleagues, we

recommend a paper entitled “Relapse Prevention: A Method for Enhancing
Behavioral Self-Management and External Supervision of the Sexual Aggressor”
by W.D. Pithers, G.F. Cumming, L.S. Beal, W. Young and R. Turner. This article
appears in Sex Offenders: Issues in Treatment, edited by B. Schwartz and pub-
lished in 1989 by the National Institute of Corrections. See also Dr. Pithers’

article in the last issue of FORUM.




have the opportunity to learn and
perfect their skills in interview tech-
niques, in evaluating risk factors and
needs, in identifying causes of relapse
and in developing supervision
strategies to reduce recidivism.

The units are subdivided into
modules to allow flexible delivery of
the program while ensuring that the
needs of the different correctional
occupational groups are met.

Implementation

The training package was successfully
piloted in the Ontario region during
January 1991. The overall results were
extremely encouraging, with many
correctional officers, case managers
and psychologists impressed with the
way this approach assists them in their
dealings with sex offenders.

The training program includes a
train-the-trainers component, a five-
day workshop on sex offenders
offered to trainers. It is critical, if the
content of the modules is to be proper-
ly delivered, that trainers who have
certain qualities and skills are select-
ed. The trainers selected in the five
regions of the Correctional Service of
Canada were chosen mainly because
of their good presentation skills, their
vast experience in dealing first-hand
with sex offenders and their familiari-
ty with the typologies and dynamics of
sexual deviance.

Our experience to date certainly
supports the need to carry on with this
training project. The long-term objec-
tive is to provide all correctional staff
with a general knowledge of sex
offenders by the end of the 1993-94
fiscal year. All case management
officers and other professional groups
who directly manage sex offenders
will receive more thorough training.

Consensus among professionals
working in the field as to which fac-
tors best predict sex offender recidi-
vism has not yet been reached.
Available literature is in the infancy
stage, and much work remains to be
done. Definitive statements about risk
assessment, therefore, cannot be made.

At the same time, however, it is
vitally important that we use what we

do know as creatively and actively as
possible. Victims of sex offences,
especially future victims, cannot wait
for us to perfect our knowledge and
techniques. Being proactive, and
doing the best we can at the moment,
offer the most hope for victims and are
the best ways to expand our knowl-
edge and skills. Accordingly, we are
training our staff to apply the relapse-
prevention model, now considered to
be the most effective management
program for sex offenders. W

Research in Brief

Who Are the
Leaders?

Describing a study of 25 large

Canadian organizations, which

was conducted by Jane Howell

and Christopher Higgins of the

University of Western Ontario, the

National Centre for Management

Research and Development

reported:

“To find the potential champions in

your organization...look for these

quintessential qualities:

» Extremely high self-confidence,
persistence, energy and risk
taking.

* Exceptional leadership behav-
iors, inspiring others with their
vision of an innovation’s
potential. Strong personal
conviction which gains the
support of others.

 Long tenure which helps to
establish credibility in the
organization and influences
perceptions of competence.” ll

Source; National Centre for

Management Research and
Development, Ideas for Managers,

3, 211991 p- 2

Coming up in
Forum on
Corrections
Research. . .

The June issue of FORUM will
focus on long-term offenders.

For future issues, the editors of
FORUM are soliciting articles
on the following topics:

* violence and suicide in
correctional institutions;

* the role of punishment in
corrections;

= women and crime; and

« family violence.

We welcome your suggestions
regarding specific research in
these and other areas that could
be profiled in future issues of
FORUM.

If you wish to submit a full
article or a research brief to
FORUM, please write to us at:

Research and Statistics Branch
Correctional Service of Canada
4B - 340 Laurier Avenue West
Ottawa, Ontario
K1A OP9
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Commitment, Attitudes, Career
Aspirations and Work Stress: The
Experiences of Correctional Staff

by David Robinson

Senior Research Manager, Research and Statistics Branch,

Correctional Service of Canada

tion to help manage offender populations. In developing knowledge that con-

In the field of corrections, most applied research aims at providing new informa-

tributes to effective corrections, researchers have focused primarily on offender
issues. As a result, research has not emphasized staff issues as an important com-
ponent of running successful correctional systems. Underscoring the priority
assigned to staff in its Mission, the Correctional Service of Canada has recognized
the need for more information about its work force.

The Staff Commitment Study was
proposed by the Research and
Statistics Branch to close a number of
gaps in our understanding of staff
issues.! The Branch planned to use a
large national sample that would
supply high quality data on all
Correctional Service of Canada staff.
Staff studies had been conducted in
the past, but many of them suffered
from small sample sizes because so
many people refused to participate.
Previous studies relied on mail sur-
veys, a technique which limits the
number of staff members who respond
to the survey. Other studies are char-
acterized by unrepresentative samples
focusing on specific occupational
groups (e.g., correctional officers). By
using a random sampling strategy for
the Staff Commitment Study, some of
the shortcomings of previous surveys
were corrected.

The data-gathering approach for
the study was designed to capitalize
on the high quality of the sample.
Several sources of data were consulted
by researchers, including question-
naires and individual interviews with
staff members, in addition to supervi-
sor surveys and performance-appraisal
data on staff who consented to the
release of this confidential information
for the study. Trained interviewers
administered the questionnaire pack-
age to groups of staff members and
conducted the personal interviews.?

Correctional Service of Canada
researchers also took advantage of the
large national sample to focus on a
broad variety of staff issues (see
boxed text). Extensive demographic
information (e.g., age, gender, educa-
tion, region, occupational category)
and work-history information (e.g.,
length of service) was also incorporat-
ed into the data collection design. This
made it possible to examine staff atti-
tudes and perceptions in relation to
various characteristics of Correctional
Service of Canada staff.

Many of the data-collection
devices employed in the survey were
used in previous studies of correction-
al systems and in research projects on
other types of work organizations. For
example, some of the questions used
to measure commitment were also
used in a recent large-scale study of
the federal public sector (see “The
Challenge of Balancing Work and
Family” in the Research in Brief sec-
tion in this issue). Additional research
instruments tapped issues of particular

concern to the Correctional Service of
Canada and were designed specifically
for the Staff Commitment Study.

This article provides a potpourri
of findings about our staff, including
commitment to the organization, atti-
tudes toward offenders, perceptions
about job stress and patterns of health
and lifestyle. This article addresses
only selected issues but a number of
research reports will be published
using the knowledge gained from this
important study.

Some of the issues addressed by the

study were:

» staff commitment to the
organization

= attitudes toward organizational
change

» multiple dimensions of job
satisfaction

« career orientation and work
motivation

« supervisor and self-rated job
performance

« attitudes toward the field of
corrections

« beliefs about rehabilitation
and the custodial function of
corrections

« perceptions of stressors in the
correctional workplace

* aspirations for career
development

= critical incident experiences

= attitudes toward the
organization’s Mission

« health and lifestyles

The Sample

Findings presented in this article are
based on a sample of 658 staff mem-
bers who completed questionnaires

! For a discussion of the goals of the research project, see D. Robinson, L. Simourd
and F. Porporino, Research on Staff Commitment: A Discussion Paper. Report
No. R-18. (Ottawa: Research and Statistics Branch, Correctional Service of

Canada, 1991).

* Goss, Gilroy and Associates of Ottawa were contracted to carry out the data
collection. Although the training for the project was conducted by the Research
and Statistics Branch, none of the interviewers were Correctional Service of

Canada staff members.




Patterns of Health
among Correctional
Service of Canada
Staff

Health issues have become an
important concern for managers
for a variety of reasons, including
the productivity of workers and
their overall degree of emotional
well-being and satisfaction. The
Staff Commitment Study provided
us with the opportunity to measure
some health characteristics of a
representative sample of our staff.
Here are some of the basic find-
ings:

* Only 3.8% of staff members
surveyed judged their health to
be poor, while 53.7% judged it
to be average and 42.6%
believed they were in excellent
health.

* About 16% of respondents said
they used over-the-counter
medications (e.g., brand-name
analgesics, laxatives, etc.) at
least once a week, and about
23% said they were taking a
prescription medication.

* One third of participants were
smokers. About half of these
said they smoked about one
pack of cigarettes per day,
while approximately 13% said
they smoked more than one
pack per day. Of the two thirds
of participants who did not
smoke, about one third are
ex-smokers.

» Fifteen percent of those sur-
veyed said they abstained from
alcoholic beverages. Of the
majority who did drink, 7%
drank every day and 6.6%
drank four-to-six times a week.
Most respondents (63.8%)
consumed alcohol from less
than once a month to once a
week. The average number of
drinks per drinking occasion
was 2.8. However, 13.1% of
those who drank said they had
five-or-more drinks at one
time.

and/or interviews.? Only 8.6% of those
available for interviews refused to
participate in the study. An additional
4.6% failed to attend on the day when
interviewers visited their work sites.
This represents a very high rate of
response to the survey. Most staff
members were more than willing to
take part and showed a great deal of
interest in the objectives of the
research.

The sampling procedure for the
project was designed in conjunction
with the Statistical Consultation
Centre of Carleton University. The
design was based on the Correctional
Service of Canada’s staff population
of 10,500, although senior managers
were excluded from the survey. The
design team made certain that the five
regions and the various occupational
groups within the organization (cor-
rectional officers, support staff, etc.)
were well represented in the sample.
All participants were selected
randomly by computer.

Reflecting the demographic
profile of our staff, the majority of
participants were male (63.9%) and
about one third (32.9%) were French-
speaking. The average age of respond-
ents was 40.2 years. About 33% had
completed high school or less, and
about 30% had a university degree.
About half of those surveyed had been
working with the Correctional Service
of Canada for five-to-nine years,
approximately one quarter for less
than five years, and one quarter for
10 years or more.

Attitudes Toward Corrections and
Correctional Clientele

The staff commitment project used a
number of measures to assess staff
attitudes toward correctional work and
orientations toward offenders. We
examined attitudes among staff mem-
bers who work with offenders: correc-
tional officers, case-management
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officers, institutional line staff,* pro-
fessionals (e.g., psychologists, teach-
ers, nursing staff) and correctional
supervisory staff. In general, correc-
tional employees in the Correctional
Service of Canada have a positive
view of working in corrections, and
hold positive attitudes toward the
clientele with whom they work.

Very few correctional staff mem-
bers who participated felt ashamed to
tell people that they worked in the
field of corrections. Only 22% agreed
with the statement “Usually I am not
very proud to tell people that I earn
my living working with criminals.”
Most believed that correctional work
was a good career choice. Seventy-
three percent of staff who responded
to the questionnaire agreed that: “In
general, there are more good things
than bad things about having a career
in corrections.”

There were interesting results
concerning staff attitudes toward the
way correctional work is conducted.
For example, most participants were
forward thinking about correctional
work in that they would be open to
new ideas for improving their work
with offenders. Only 13% endorsed
the belief that “there is only one way
to work with offenders and new ideas
will not make any difference in this
line of work.” Another indicator of
their attitudes toward correctional
careers concerned their “human ser-
vice™ orientation; 83% of those sur-
veyed who work with offenders said
they “prefer a job that gives me the
opportunity to help people solve their
problems.”

In general, positive attitudes
toward offenders followed positive
attitudes toward the field of correc-
tions. In particular, correctional staff
appeared to endorse a rehabilitative
rather than custodial attitude toward
offenders. For example, only 14% of
staff surveyed held the view that

3 A total of 654 staff members completed questionnaires, and 619 completed
interviews. Ninety-three percent of the sample completed both interviews and

questionnaires.

4 This includes food-service workers, maintenance workers, shop instructors and
other general trades and labour workers who have contact with inmates.
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“rehabilitation of adult criminals just

does not work.” Although some staff Figure 1
members were unsure about its Average Commitment Scores
effectiveness (22%), the majority of CSC Staff Surveyed
(64%) supported the theory that
rehabilitation does work. %
Table 1 provides more specific 40
figures relating to issues of rehabilita- A L 833
tion and custody. Again, the majority 96 30.3
of participants held optimistic views ot ' [~ =
about rehabilitation and appeared A . i
willing to contribute to this enterprise. 25
There was some variation in atti- — 14 e
tudes toward corrections and offenders o
when we broke the correctional staff 1511 - 0 ] e &
sub-sample into smaller categories. In ke o —
particular, we were interested in the 101 5
attitudes of our largest group of front- . T i H T
line staff — correctional officers — 05
compared with those of other 0 : . 5 3 3 - 2
correctional workers. . Low Middle High
To summarize, correctional Commitment Commitment
officers tended to be somewhat less
favourable in their attitudes toward
corrections and rehabilitation. Still, good than bad about a career in cor- not work.”
the majority of correctional officers, a rections. In addition, only 23% agreed The attitudinal data on correction-
full 65%, felt that there was more with the statement “rehabilitation does al staff are optimistic given the reinte-
gration objectives that have been
embraced by the Correctional Service
Table 1 of Canada. Roughly three quarters of
Correctional Staff Attitudes Toward Offenders respondents who work with inmates
enjoy their work. A similar proportion
Percentage support the safe reintegration of
Strongly Agree Disagree Strongly offenders into society.
Agree Disagree
Staff should work 19.5 51.2 22.2 7.0 Staff Commitment
hard to earn st We used the 15-item Organizational
from offenders. Commitment Questionnaire to meas-
ure the levels of commitment of
The way fo get 21.8 53.1 209 4.3 Correctional Service of Canada staff.’
respect fr o This questionnaire has been used in a
of;‘(ender 5 fs i number of studies by various types of
;g fie?: knarest organizations. Commitment can be
: interpreted as reflecting feelings of
Somelimes staff 10.8 59.7 1.5 8.0 ]f)yalty s pride » w?rd 90 OEERRLZS-
should ddvocak tion, agreement with its goals and
for an offender. values, willingness to exert extra
effort to make the organization suc-
Rehabilitation 6.6 1.6 49.1 327 cessful and a desire to maintain
programs should be employment within the organization.
left to mental health Each of the 15 questionnaire items
professionals. contain a statement about commit-
ment. The respondent rates his or her
commitment level using a seven-point
5 R.T. Mowday, R.M. Steers and L. Porter, “The Measurement of Organizational rating scale. The scores for all
Commitment,” Journal of Vocational Behaviour, 14 (1979): 224-247. 15 items are then combined, and an
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Figure 2
Comparison of Commitment Levels of
CSC Staff Surveyed with Commitment
Levels in Six Other Federal Departments

60

B0 —————

[CT] Other Federal Depts. csc

44.3

Level of Commitment

average commitment score ranging
from one to seven is calculated.
Figure 1 shows the average com-

mitment scores of our sample. Only a

small proportion of participants fell

within the low-commitment extreme.

Almost one third were in the middle

category, perhaps sitting on the fence

between low and high commitment,
while about 42% were in the higher
range of commitment to the

Correctional Service of Canada.

There were also several more
concrete indicators of commitment in
the responses of staff participants:

* 76% of staff said they were “willing
to put in a great deal of effort
beyond that normally expected in
order to help this organization be
successful”;

* 54% said they were “proud to tell
others that I am part of this organi-
zation™;

* 37% said that “this organization
really inspires the very best in me in
the way of job performance”; and

* only 9% said that “deciding to work
for this organization was a definite
mistake.”

When compared to the results of
the large public service survey of

six federal departments in which

an abbreviated version of the
Organizational Commitment
Questionnaire was used, it can be seen
that, in general, the levels of commit-
ment in the Correctional Service of
Canada are comparable to other
departments. As shown in Figure 2,
however, a slightly larger proportion

of Correctional Service of Canada
respondents fell within the high-
commitment category, and within the
low-commitment category. These
differences in distribution result in a
smaller proportion of correctional staff
who are categorized in the middle-
commitment group.

Overall, the survey provided
positive results concerning employees’
level of commitment to the
Correctional Service of Canada. There
were slight regional variations in com-
mitment levels, with Ontario and
Quebec showing lower scores than the
national average and the Pacific region
showing a higher average.

There was also a clear indication
that some staff groups were less com-
mitted than others. Figure 3 illustrates
the average commitment scores for
10 occupational categories within the
organization. Strikingly, the results
revealed that respondents who worked
directly with offenders (e.g., correc-
tional officers and case-management
officers) expressed the lowest levels of
commitment. The highest levels were
expressed by those who had adminis-
trative duties and middle-management
responsibilities.

An important goal of the Staff

Figure 3
Average Commitment Scores
by Job Category

Administrative
Middle Managers
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Correctional Admin

Support Staff

Institution Lines++

CMO Community

CMO Institution

Correctional Officers

—— National Average
sProfessionals - Nursing Stall, Teachers, Psychologists, Engineers
++ Correctional Bupars - Area Managers, Deputly Wardens, Unit Managers, Correctional Supervisors
*+s |natitutional Line - Food Service, Maintenance, Shop Instructora




20

Feature Arficles

Commitment Study was to provide
greater understanding of how commit-
ment among correctional staff is influ-
enced. We asked what factors might
account for why some staff members
are more committed than others, and
discovered that a variety of factors
came into play. As we have seen
above, higher commitment was associ-
ated with not working directly with
offenders. Other factors included
length of service (newer staff mem-
bers were more committed), gender
(females were more committed), hav-
ing positive attitudes toward the field
of corrections, having a desire to work
with people, being open to change,
having career-development goals and
plans, feeling that the organization
was open and flexible about new ideas
and reporting a low level of job stress.
Job stressors that were more closely
associated with lower commitment
included vague complaints about man-
agement and feeling that inmates were
stressful (e.g., day-to-day relations
with inmates were a source of
irritation or annoyance).

Because some factors had
stronger influences on commitment
levels than others, we conducted anal-
yses to determine the relative impor-
tance of the various factors.® The most
important factors were, in descending
order:

* having positive attitudes toward the
field of corrections;

* viewing the organization as open
and flexible;

* having a career-development
orientation; and

* reporting lower levels of work
stress.

Having positive attitudes toward
corrections was by far the most impor-
tant factor that emerged from the
analyses. It appears that strong com-
mitment is much more likely to be
expressed by people who like the field
of corrections and the work involved.

The above factors suggest two
areas of influence on commitment.
One refers to external sources where-
by the personal characteristics of staff
members have a favourable influence
on commitment, such as having

positive attitudes toward corrections
and possessing a career orientation.
The other factors are more internal
and may be controlled more easily by
the organization, for example, the way
work is structured, work-related stress
and communication and openness
within the organization.

There were some interesting dif-
ferences when we looked at factors
that influenced commitment across
different occupational groups. Be-
cause of the lower commitment levels
we observed in staff members who
worked directly with offenders, we
examined the case-manager and cor-
rectional-officer groups more closely.

For both groups, positive attitudes
toward corrections was again the most
critical commitment factor. However,
we found that the importance of other
factors varied between the two groups.
For example, the second most impor-
tant factor for correctional officers
was endorsement of rehabilitation.
The third most important factor for
this group was complaints about man-
agement — correctional officers who
complained about management were
less likely to be committed. For
case-management officers, career-
development orientation was the sec-
ond most important factor, followed
by the perception that the Correctional
Service of Canada was open and
flexible concerning new ideas.

Differences in the importance
of commitment factors across

occupational categories should help us
select strategies for increasing com-
mitment among groups of staff that
show particularly low levels of com-
mitment. More detailed analyses of
the data should provide further clues
as to how we can help specific groups
of staff become more engaged in their
work.

Workplace Stress
The broader survey of Canadian
federal public service departments
suggested that many public servants
experience a great deal of stress, which
they attribute to their work. The results
of our study led to similar conclusions.

There are a number of methods
used to assess stress in work popula-
tions, including measures of health
and emotional well-being, subjective
reports of stress symptoms and reports
of feeling stressed or burned out. In
our study, we asked respondents, by
way of questionnaire items, to rate
the level of day-to-day stress they
experience in the course of doing their
job. In addition, interviewers asked the
participants to talk about the types of
stress they experienced in an effort to
gain a greater understanding of what
factors in our workplace contribute to
feelings of stress. After conducting
their interviews, researchers rated the
level of stress they observed in those
interviewed.

The results were interesting.
Table 2 shows the responses we

Table 2
Perceptions of Workplace Stress among CSC Staff

Percentage

a lot of pressure when | am
at work.

Agree Neither Disagree
Agree nor
Disagree
A lot of times my job makes ~ 52.9 13.1 34.0
me very frusfmreJ or angry.
| usually feel that | am under ~ 45.0 16.3 38.6

& Multiple regression was used for these analyses.




received to questionnaire items
concerning stress.” About half of the
respondents agreed that they experi-
enced some degree of stress in
conducting their work.

A similar picture emerged when
we looked at the interviewers’ ratings.
As Figure 4 shows, the ratings, based
on all of the information that came out
in the interview, were made on a five-
point scale, ranging from very low to
very high work stress. Surprisingly,
only 26.2% of those interviewed were
described as experiencing low or very
low stress. Most participants (63.5%)
fell within the medium and high levels
of stress, and about 10% were placed
in the very high work-stress category.

What causes stress in our staff
members? The question is a difficult
one to answer. We asked participants
to identify up to six major sources of
work stress in their lives. We then
attempted to place the responses into a
number of broad categories. Although
classifying many of the responses was
difficult, the results provided some
indication of what those interviewed
believed to be the major causes of
work stress.

Figure 5 illustrates the frequency
of identification for each of the broad
categories. It is interesting to note that
the sources of stress most frequently
cited pertained to correctional security
issues. About 27% reported stress
associated with fear of offenders or
lack of more security procedures. The
second and third most cited sources of
stress referred to poor communication
in the organization and a workload
that was judged as being too heavy.
About one quarter of staff participants
cited these areas as a cause of stress in
their day-to-day work.

Personal relationships at work
were another interesting source of
stress. For example, inmates and co-
workers were both identified as being
equally stressful. While some staff
members felt that their immediate
supervisors were a source of stress
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Figure 4
Ratings of Stress Levels
among Staff Interviewed
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(21%), the majority did not mention
supervisors when they were asked to
think about what made their jobs more
stressful.

Management was rather vaguely
perceived as a source of stress. For
example, about one fifth of partici-
pants reported stress because of their
perception that management imposed
policies on staff. A related concern
was that management did not provide
sufficient direction and failed to listen
to staff.

Less frequently mentioned
sources of stress included lack of
training, staffing procedures, union
matters and bilingual policies. There
were several sources of stress that
were too specific to place in the
broad categories developed by the
researchers. For example, a few staff
members complained of too many
telephone calls or discriminatory
behaviour on the part of other staff
members.

Future analysis on the issue of
stress will attempt to provide greater
understanding of how individual

7 The questionnaire items were derived from F.T. Cullen, B.G. Link, N.T. Wolfe
and J. Frank, “The Social Dimensions of Correctional Officer Stress,” Justice

Quarterly, 2 (1985): 505-533.

characteristics of staff and workplace
conditions affect stress levels. For
example, we will be exploring what
characteristics — including personality
traits and occupational history —
contribute to higher stress levels.

In addition, we will examine how
characteristics of staff predict the
sources of stress that are identified.

Staff Aspirations

Interviewers asked staff participants a
number of questions about their career
plans in the Correctional Service of
Canada, what they were doing about
their plans and what the organization
could do to help them. In particular,
respondents were asked where they
would like to be in their career path
five years from now.

About 7.5% of the respondents
said that retirement within the next
five years was their major career goal.
Another 14.8% felt that they would
like to work outside the organization
within five years. Hence, close to 80%
of staff interviewed planned to remain
employed with the organization in the
foreseeable future.

By asking if they had applied for
a position outside the organization in
the last six months, we were able to
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Figure 5
Issues Identified as Sources of Stress
by CSC Staff Interviewed
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institution) and 9.6% said they would
like a lateral transfer that involved a
different type of job within the depart-
ment. Almost half of respondents, or
44.3%, said they would like to be
promoted in the next five years. This
included some staff members who said
they also had aspirations to pursue
careers outside the organization.
Thirty-five percent of those inter-
viewed who were seeking a promotion
said they wanted to be promoted to
management.

When we looked at the desire for
promotion by occupational category,
we found only slight differences
across the 10 staff groups. Figure 6
shows the proportion of staff members
in each group who wanted promotions
and the proportion who planned to
pursue careers outside of the organ-
ization. The community case-
management group had the highest
proportion of staff with career
aspirations that did not include the
Correctional Service of Canada. The
figure also shows that staff belonging
to the professional, community case-
management and institutional line-
staff groups had the lowest levels
of aspirations for promotion.
Correctional supervisory staff and
middle managers exhibited the highest
levels. About 44% of correctional

gain some understanding of the equiv-
alence between outside aspirations and
concrete steps taken to fulfill those
aspirations. About 37% of those who

Figure 6
Career Aspirations by Job Category
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Figure 7
Strategies Used by Staff for
Career Promotion
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officers, which is the largest occupa-
tional group in the organization, hoped
for promotion. Again, differences in
proportions of staff members who
wanted to stay with the organization
and receive promotions did not vary a
great deal across the major occupa-
tional groupings.

There were some links between
aspirations and staff commitment.
Based on the Organizational
Commitment Questionnaire scores
discussed above, we divided the sam-
ple into low, middle and high commit-
ment and compared aspirations across
the three levels. About 34% of
respondents in the low-commitment
category were considering leaving the
Correctional Service of Canada in
the next five years, while only 12%
of the middle- and 6% of the high-
commitment groups were looking to
outside career alternatives.

Aspirations for promotions were
also related to staff commitment. Our
data indicated that 35% of the low-,
40% of the middle- and 54% of the
high-commitment groups said they
wanted to receive promotions within
the next five years.

We also examined the strategies
adopted by respondents to further

their careers in the organization (see
Figure 7). Although most respondents
combined more than one approach,
participation in some type of training
was the most frequent response. This
included taking university courses,
French-language instruction and other
types of formal training. Applying for
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jobs and accepting acting positions
were other strategies used by partici-
pants. Only a small minority of those
who wanted promotions said they
were doing nothing to further their
careers.

Many respondents believed the
organization could take concrete
action to help them pursue their career
objectives (see Figure 8). Only about
7% felt that it could make no contribu-
tion to their career development. For
the majority of participants who
wanted to be promoted (56%), the
provision of education and training
opportunities by the organization was
perceived as very important.

Many respondents felt that the
organization should provide them
with leave time or funding to pursue
training that would be relevant to
their career development in the
Correctional Service of Canada. A
large proportion also felt that the
organization could help them by offer-
ing more opportunities to act in higher
positions, allowing them to gain the
necessary experience to qualify for
competitions. About one fifth of those
who wanted promotions felt that the
organization’s attitude toward staff
was an obstacle to their mobility. For
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example, some of those surveyed
mentioned that the organization could
do more to encourage performance,
while others stressed that capabilities
and skills should be recognized as the
sole criteria for promotion.

In terms of training opportunities,
other survey results indicated a rela-
tively high rate of participation in
programs that were offered or spon-
sored by the Correctional Service of
Canada. Seventy-five percent of
respondents had participated in at least

one workshop, training session or
conference in the year preceding the
study. On average, those surveyed had
participated in 2.3 training sessions.
Approximately 61% claimed to have
made requests to attend a particular
training session. Of those who had
made a training request, 60% said the
request had been granted.

Results of the Staff Commitment
Study show that very few respondents
want to remain in the same job for the
next five years. Rather, our profile

suggests a work force that is eager to
be exposed to different types of work
within the organization and to advance
to higher levels in it. It is also
encouraging that only a small minority
of those surveyed want to pursue
careers outside the Correctional Ser-
vice of Canada in the next five years.
In terms of career mobility within the
organization, it is clear that staff mem-
bers see education and training as the
key strategy for advancement. ll

Higher educational standards for cor-
rectional officers have often been
viewed as a method of increasing job
satisfaction and professional status.
Education has also been seen as a
vehicle for enhancing correctional
treatment: better educated staff who
work with offenders may be more
sympathetic to the cause of
rehabilitation.

Data from the Staff Commitment
Study made it possible to compare
correctional officers with varying
levels of education on a variety of
factors. The results suggested that
higher education leads to positive
results in some domains and more
negative ones in others. In some areas,
education does not seem to make any
difference.

About half of the correctional
officers in the sample had completed
high school or less (44.5%), while
close to 14% had completed a bache-
lor’s degree at a university. The
remainder had achieved some level of
postsecondary education including
community college diplomas or
courses or university courses.

Education was associated with
more positive attitudes toward offend-
ers: higher educated officers were
more likely to support rehabilitation,
were less interested in the custodial, or
security, function of their jobs and
preferred less social distance from
inmates than officers with less educa-
tion. However, the correlation only
surfaced when we compared those

Does Education Make a Difference for Correctional Officers?

who had actually completed university
with those who had not.

Interestingly, the university-
educated officers were no more likely
than their less-educated counterparts
to prefer jobs that involved working
with people. Also, there were no dif-
ferences attributable to education
when we looked at the extent to which
officers believed they should be
involved in counselling offenders. In
other words, those with bachelor’s
degrees were no more ready than
others to intervene with offenders in
the role of counsellor or helper.

We also looked at job satisfac-
tion. Consistent with previous studies
of correctional officers in other juris-
dictions, we found that the higher the
education of the officer, the lower the
level of job satisfaction. Officers with
high school education or less reported
the greatest job satisfaction, those with
an intermediate level of postsecondary
achievement had the second highest
level of satisfaction, and officers with
university degrees reported the least
satisfaction. .

There were a number of other
areas where we did not detect any
differences by education level. There
was no difference in the levels of
commitment of correctional officers
with varying levels of education. The
same was true when we looked at the
number of staff who wanted to leave
the organization. We also discovered
no differences between the three edu-
cational groups when we looked at

measures of personal involvement in
the job, the need for growth and
career-development orientations. We
had expected that correctional officers
with higher levels of education might
be more interested in career-
development issues and show a
greater preference for work that pro-
vided opportunities for personal
growth. However, the data failed to
confirm our predictions.

These results do not have clear
implications for employment policy.
On the one hand, educated officers
appear to express attitudes toward
offenders that are more in line with
the reintegration objectives of the
Correctional Service of Canada. On
the other hand, we have seen that
more educated officers, especially
university-trained staff, are not as
happy in their jobs as their colleagues
who have less schooling. In addition,
the pattern of findings implies that
while university-trained officers may
be more positive about reintegration,
they do not necessarily perceive that
they can contribute to this function in
a substantial way (e.g., counselling,
helping people).

These findings hint that we
should look beyond educational
achievement to other strategies if we
want to increase job satisfaction and
promote correctional officers’
involvement in the work of reinte-
grating offenders. B




Research?

“The focus [of criminological and
correctional research] generally
remains on the lawbreaker, types of
for inducing change. While these are
critical issues and provide the sub-
stance or content of the correctional
enterprise, the failure to study correc-
tional agencies, organizational behav-
ior, structural arrangements, and

Why Do We Need Organizational

decision-making strategies, among
others, reveals a serious inattention to
the process of corrections.” ll

Source: A.W. Cohn, “The Failure
of Correctional Management —
Reviewed: Present and Future
Dimensions,” Federal Probation,
June (1991): p. 12.

Some Responses to the Staff
Commitment Study

of the Correctional Service of Canada’s senior managers in Decem-

Resuhs of the Staff Commitment Study were presented to a gathering

ber 1991. The following are excerpts from three senior managers’

comments on the study.

Comments from Dan Kane,
Assistant Deputy Commissioner of
Operations, Ontario Region

“First of all, I have found that there is
not a lot new in the study, as interest-
ing as the study is, but I do find one
thing both new and disturbing, and
that is the attitudes of the WP group.!

“Historically, this was always the
feeder group for senior management in
the Correctional Service of Canada,
and I think it would be a mistake for
us if we did not pay particular atten-
tion to that shifting attitude, because 1
think there is a powerful message
there, and we had best be responsive
to it.

“And it’s a difficult issue to be
responsive to because, of all the
groups in the Correctional Service of
Canada that we have responded to,
there is not one that we have been
more proactive with than the WP
group, certainly in the Ontario region.
We have paid more attention to that
group, that single group, than any
other one in our employ, and I think

that it is noteworthy that that did not
seem to turn the corner in terms of
their attitude.

“We had a meeting recently in the
Ontario region with all of the senior
managers in the region, all of the
presidents of the Union of Solicitor
General Employees and a substantial
number of vice-presidents and shop
stewards. We sat down and talked
about the future of the education of
staff in the CSC [Correctional Service
of Canada], and it was a very interest-
ing session as we sat together and tried
to tackle the issues of the future in
unity.

“We spent a day talking about
training and the front-line staff ham-
mered away long and hard on the need
for relevant training and on the need
for what can best be called leadership
on the part of the front-line supervi-
sors — leadership being defined as:

a) earning the respect of those that you
lead, b) earning the respect of those
that you serve, and c) being able to get
people to work toward a common end

' The WP occupational group includes all case managers in the Correctional
Service of Canada.

A Feature Articles 25

without creating any resentment or
resistance in the process.

“As a region we have sat down
and given that issue considerable
discussion, and we are in the process
of trying to focus our efforts and our
finest talent, in terms of trying to sit
down and say ‘How can you turn that
around.’

“It would appear that for our
front-line staff, as they look to the
organization, as they look up in the
organization, the values and attitudes
and vision they have are shaped so
strongly by their vision of, and their
relationship with, their supervisor. I
think this is an incredibly important
element that we will ignore at our
peril.

“I do not believe that we can
spend a lot of time proselytizing the
middle management and senior man-
agement of the CSC, and see a lot of
dividends in return. I believe that this
group is basically converted to the
correctional principles as they have
been so well enunciated over the last
several years, and then I think that it is
not a higher sense of ownership from
this group that we need, but a higher
sense of ownership from the bottom-
line troops that we need. These
bottom-line troops end up responding
most directly and positively to the
front-line supervisors.

“I would disagree, here and now,
loudly and long, that our staff is not
committed. The issue is not commit-
ment — the issue is committed to what?
This study has asked our staff to
declare a level of commitment to a
particular set of correctional objec-
tives, and a particular statement of
beliefs and objectives.

“I know for instance, that on the
one graph that shows the uncommitted
portion, and the huge chunk at the top
represents the lowest level of commit-
ment to that which we are trying to
achieve, we say those people have low
commitment.

“But it has been my experience
that there are members of that group
who have high levels of commitment
to different things. Within that group
you may have people who have low
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levels of commitment to our goals and
objectives, but enormous and dispro-
portionate influence in terms of shap-
ing the attitudes and values of other
staff away from what it is that we are
trying to accomplish.

“The neutral group is interesting
because in the presence of a very
powerful and influential leadership of
this negative group they will remain
silent, and we will lose them. They
will tell us ‘Gee, isn’t that awful that
people have these attitudes’; yet, given
the opportunity to stand up and do
something about it one-on-one with
some of these individuals, they will
choose to do otherwise.

“So, I think that it is not a ques-
tion of commitment. Generally speak-
ing, my experience with the CSC has
been that our staff is enormously com-
mitted — it is a question of committed
to what, and I think this is where we
have to spend some time.

“The attitude and competency of
our front-line supervisors is absolutely
critical to the future of this organiza-
tion. It is simply not good enough for
all of us to be able to say ‘Rah, rah —
Go team go — ain’t it grand — aren’t we
all in accord with this thing,” and
assume that this is in fact going to be
sufficient to change much if we don’t
have the front-line supervisors, the
sergeants in the army, pulling along
with us — in fact, dragging us behind,
in terms of marching on to progressive
change.

“The other issue that I think is
worth spending a moment or two
talking about is that we have long
equated interpersonal skills, a thing
upon which we place very high value,
with leadership skills. There is a sub-
stantive difference. There are those
individuals who have superlative
interpersonal skills and yet are weak
or ineffective leaders. There are also
those powerful leaders whose interper-
sonal skills may be just a little weak. It
is an issue that I think we need to
spend more time on. We need to focus
more attention on this because having
a bunch of ‘nice folks” who are well
skilled interpersonally is not good
enough. We have got to be able to

march forward and translate those
interpersonal skills into powerful
leadership skills.

“QOur front-line staff have been
fairly articulate in what that means for
them. It means: ‘Does this individual
know what I am responsible for? Does
this individual understand the situation
that I have to face on a day-to-day
basis? Does this individual have my
respect? And does this individual
spend any time with me?’

“The absent supervisor is getting
to be a common theme. You say
‘Where is your supervisor?” — well,
my supervisor is off at a meeting
somewhere, doing all the right things,
or perhaps, not doing the right things,
but for the right reason. They want to
see more involvement of their supervi-
sors, they want to spend more time
with their supervisors.

*“I do believe that the secret to
success — the secret to achieving the
next level of achievement in the
organization — is going to depend very
directly on our capacity to provide
supervisors that have a) the right lead-
ership skills; b) the right motivation
themselves; and c) the right amount of
time to spend at the job of supervising
as opposed to chasing the other issues
in which we are very apt to involve
them.”

Comments from Brian Lang,
District Director, Northern-Interior
District Parole Office, Pacific
Region
“After reviewing the study I guess I
had a number of mixed reactions to it.
Number one was the regional differ-
ences, and I suppose the study left me,
in a lot of ways, wanting to hear more.

“I was surprised and somewhat
disappointed about the commitment
levels of the case-management staff —
I had expected, from my own experi-
ence, that it would be higher than it
was — and the fact that it falls within
the lower range of scores on the scale
was surprising, and I was somewhat
disappointed and concerned about
that.

“This is coming from my perspec-
tive in a community office. I guess

when I left the last senior administra-
tors’ conference in May — I'm a rela-
tive newcomer to the management
group — I was very impressed with the
presentation that was given to us on
benchmarking. And it seems to me
that this particular study would lend
itself very well to that type of process,
and I would be very interested in
receiving more material on this and on
the types of organizations or opera-
tions that perform particularly well
and why they perform well.

“With respect to the support-staff
group, the study didn’t give me the
information that I required, I guess in
a sense on the differences between
institutional and community opera-
tions, and [ think that there has been

.an interesting phenomenon which

seems to have grown in the past year
or so, that I am not sure how to deal
with yet, but I think that the Mission
Document, in a general way, has cre-
ated certain expectations among staff:
expectations for enhanced performance
on the part of management, and there
is often a sense of dissatisfaction when
those expectations are not met in a
fairly comprehensive way.

“I can recall in my own small
operation — a year ago we didn’t have
computers. Now everybody has them,
and there was a complaint that was
made to me recently that someone’s
computer took four minutes to boot up
versus two minutes for another com-
puter in the office, and I thought that
was a rather strange development —
but it seems as if as we acquire more
tools we seem to want more — there’s
something to look at there.

“I guess in many ways the study,
in a general way, wasn't terribly sur-
prising. I think that the fact that the
percentage of staff who are expressing
general satisfaction or general com-
mitment with this organization was
somewhat predictable from a subjec-
tive perspective, but there are a series
of anomalies in there that I am really
quite interested in having a further
look at, and I hope that we can start
focusing in on operations that are

continued on page 40



Gender Balance

ance. One is the more traditional approach — setting goals and establishing

T here are at least two ways of looking at employment equity, or gender bal-

accountability for their achievement. The other is a cultural approach —
separating the issue of gender from discussions about the future of organizations.
With the traditional approach to gender balance, the motivation for organizational
response comes primarily from extrinsic influences. Within a broader cultural
perspective, organizations are intrinsically motivated to make more and better use

of the capacities of both genders.

In this issue of Views and Reviews, a female manager presents two perspec-
tives on employment equity. It is left to the reader to decide whether, and to what
degree, the two views are compatible or mutually exclusive.

by Lucie McClung
Correctional Service of Canada

Equity Is Not a Women’s Issue —

It Is a Management Challenge

Much has been said about the identifi-

cation and elimination of barriers to

women in the work force. A host of
individual and organizational coping
strategies has been proposed, ranging

from “how to fit in” to “defining a

feminine managerial style.”

In the 1970s and 1980s, much
was done to secure equality of oppor-
tunity for men and women. Today, the
representation rate of women in the
public service is equal to that found in
the Canadian labour force.

However, much more needs to be
done. Consider the following findings
of the Task Force on Barriers to
Women in the Public Service (1990):
* Women are not evenly distributed

throughout the occupational groups
of the public service — the majority
(60%) perform clerical or secretarial
duties.

» In almost all occupational groups,
the majority of women occupy the
lower levels, associated with
lower pay.

These realities are reinforced by
outdated assumptions and false
impressions about men and women.
No matter how inaccurate these are,
they have become “conventional wis-
dom,” severely limiting opportunities
for women.

Even in the face of predicted
shortages of skilled workers and an

aging labour force, it is clear that
gender balance will not be achieved
automatically. The time for debate is
over — there is a pressing need for
change through action.

Success in this matter depends on
a willingness to challenge prevailing
norms. The gap between the percep-
tion and the reality of women’s
commitment and abilities must be
addressed. Management must be held
accountable to achieve better repre-
sentation of women in all job cate-
gories, reflecting the proportion of
available men and women in society
as a whole. Policies to support
women’s multiple commitments to
work, the family and the community
must be implemented. Job options
and career enhancements must be
developed.

Without official commitments
and clear agendas, the ultimate goal of
equality will not be achieved.

The Category Is “People,” Not
“Men” and “Women”
The decade of the 1990s is a time
when the public sector is redefining
the essential characteristics of a suc-
cessful organization and tackling the
challenge of how to become one.

Designed to serve customer
requirements, organizational
behaviours will become more and
more externally driven. Innovation,
creativity, responsiveness — all leading
to productivity — will be encouraged
and actively pursued.

In the race to change the focus of
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current organizations, solutions and
mutually acceptable plans of action
must be quickly found. There is too
much at stake to continue to take shots
at one another - everything must be
open to analysis and change.

And therein lie opportunities for
men and women.

Organizations must question
traditional command-and-control
styles of leadership as the only way to
get results. The definition of leader-
ship must be expanded to create a
widening path for all sorts of execu-
tives, men and women, to attain posi-
tions of leadership. Successful
organizations will recognize and value
diverse leadership styles to find the
strength and flexibility to endure and
grow.

With organizations flattening,
technology changing and competition
increasing, leaders will have to know
how to draw upon talents and ideas
wherever they are found. They will be
called upon to mobilize the support of
those they do not supervise directly
and will be judged on their ability to
make things happen without the old
command tools.

Organizations will be so hungry
to find people who can deliver these
skills that gender will become a minor
consideration.

This is good news for women
because it levels the playing field.

Isn’t it time to stop talking about
gender differences? B
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Studying Senior Managers’

Career Paths

by Mike Hale, Charles Stuart and Dawne Carleton
Training and Development Division, Personnel and Training Sector

and Bob Fisher
Ontario Regional Headquarters
Correctional Service of Canada

how mysterious it may seem, is in fact the product of several definable,

c areer advancement within the Correctional Service of Canada, no matter

and for the most part controllable, variables — not divine intervention.
Education, experience, personal commitment and the organization’s corporate
dynamics are the basic precepts for employees interested in careers within the

Correctional Service of Canada.

In March 1991, we asked our senior operational managers (the wardens and
district parole directors, as well as former wardens and district directors now
working at national and regional headquarters) to participate in a study tracking
their career paths. Of the 70 senior managers asked, 40 agreed to take part. They
were sent a questionnaire to fill out on their background and their views on vari-
ous aspects of career progression within the organization. Several participants
were also interviewed, either in person or by telephone, for a deeper understand-
ing of their views. Highlights of the study findings are presented here.

Education/Skills

Education is closely linked to career
mobility. The figure shows that the
vast majority of senior managers pur-
sued postsecondary education. In fact,
almost two thirds (65%) had master’s
or Ph.D. degrees, while just less than
one third (30%) had bachelor’s
degrees. Two senior managers in the
sample held high school diplomas.

The managers in the sample held
a total of 89 degrees, and most had at
least two. Some obtained as many as
four different degrees during their
careers. The fields of study varied
across a wide range of arts and science
disciplines. General arts, psychology,
criminology and education dominated
the fields chosen for bachelor’s
degrees. For master’s degrees, crimi-
nology was most common, surpassing
all other disciplines (12 out of a total
of 36). Social work, public administra-
tion and education were the next most
common choices.

‘While education is an important
factor in career progression, formal
education is only one part of it. For a
senior manager in this organization,
learning, through various situations

and media, is a vital part of successful
managing. Unlike in the past, when
they were primarily seen and heard,
senior managers must now look and
listen as never before. The decisions
that they make must reflect a

knowledge of, and sensitivity to, all of
the internal and external groups that
influence the system.

‘When asked what skills were
most important for their careers, just
over two thirds (67%) of respondents
ranked communication as most impor-
tant, but various other managerial
skills were also highly ranked includ-
ing analytical, managerial and leader-
ship abilities.

Previous Employment

What were these senior managers
doing immediately before they began
their first job in corrections? Most
were students attending university
(16 respondents). Other common
occupations were: secondary school
teacher (7), worker in private industry
(5), public servant (3), social worker
(3), probation officer (3), volunteer
worker (1), psychologist (1) and
member of the military (1).

When asked why they chose a
career in corrections, about half of
those who responded stated that they
had a prior interest in corrections.
Another 22% were working in correc-
tions as volunteers, summer students
or in field placements. These two
categories — previous interest and
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volunteer or student involvement —
when combined, account for almost
three quarters (72%) of responses. Six
of the senior managers (17%) entered
the field of corrections because of
either the availability of employment
or the opportunity for a career change.
Four (11%) entered corrections for
reasons related to salary or job stabili-
ty. The common circumstances among
these senior managers were that, for
the most part, they liked corrections
and became committed to it early in
their careers.

Beginning a Career in Corrections
How did these future senior managers
begin their careers with the
Correctional Service of Canada?
Twenty-four (60%) began as case
management officers — 15 (37%) as
case management officers in the
community and 9 (23%) as case man-
agement officers in an institution. Five
were initially employed as teachers in
institutions, two were psychologists
and two were employed as correction-
al officers. The remainder began their
careers in one of the following posi-
tions: case management supervisor
(1), social development officer (1),
food services officer (1), secretary (1),
finance officer (1), head, social devel-
opment (1), co-ordinator, regional
community services (1) and assistant
director (1).

Half of the managers (50%) spent
six months to two years in their first
position, while about one third (32%)
spent between two and four years in
this job. A minority (18%) spent more
than four years in their first position.

For more than half of these
managers (22 or 55%), their second
position involved a lateral move as
opposed to a promotion.

The career progression of these
future senior managers began to take
shape as they gained their second
promotion. A substantial proportion
entered into supervisory and manage-
ment positions early in their careers:
22% became area managers (parole)
while another 18% moved into posi-
tions at the level of assistant warden
(e.g., assistant warden, socialization,
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education and training or technical
services). Others moved into initial
management positions in correctional
programs (e.g., head, social develop-
ment) or operations (e.g., head, living
unit), or into various positions at
regional or national headquarters.
The average (mean) length of
time these managers spent in their
second career position was just less
than two years (20 months), while the
most common (modal) length of time
was considerably less at one year.

Career Progression

Career paths often did not involve
promotions directly from one level to
the next. Of the senior managers who
eventually attained positions as district
directors, the vast majority (15 of 22)
first experienced a number of lateral
moves or promotions to positions at
institutions and headquarters. Many
who began their careers as case man-
agement officers on the community
side (i.e., parole officers) moved on to
institutional management positions,
became middle managers (typically
assistant warden, socialization), and
then moved to a regional or national
headquarters position before returning
to a community office as the district
director.

The great variety in the period of
time spent in first and second posi-
tions and in the types of jobs taken
illustrates that there is no particular
career path that aspiring employees
should follow in pursuing a career
with the Correctional Service of
Canada. Instead, it is evident that all
manner of job assignments and time
frames contribute to career develop-
ment, with the underlying key factors
being flexibility and mobility. The
findings show that frequent movement
among institutional, community and
headquarters positions is, in fact, the
norm.
There were key positions held by
respondents, however. Just as the
majority of these senior managers
were case management officers early
in their careers, the most common
mid-career position was assistant
warden, socialization. Just over half of

the senior managers (21) held this
position at one time or another. Other
common mid-career positions were
assistant warden, security (5) and
assistant warden, education and
training (35).

These findings clearly dispel the
notion that there is a direct vertical
career path leading to management.
positions. As further evidence of this,
we found that these senior managers
occupied an average of seven different
positions in an average time span of
13 years — a new position almost every
two years — before attaining the posi-
tion of warden or district director. On
average, of the six positions held after
the first one, three were lateral trans-
fers and three were promotions. This
fifty-fifty split between lateral trans-
fers and promotions indicates that the
broadening of experience through
lateral moves is as important as
promotions in career advancement.

Lateral moves were often also
geographic moves, an observation
which highlights the importance of
mobility. Each senior manager made
an average of five geographic moves
before becoming a district director or
warden. These moves helped man-
agers broaden their background of
experience and skills. In fact, 23 of the
40 respondents (58%) had a combina-
tion of institutional and headquarters
(regional or national) experience. Of
these 23 senior managers, 4 (17%) had
moved once, 13 (56%) moved twice
and 6 (26%) had moved between three
and five times before obtaining their
first warden or district director posi-
tion. A significant number (13 or
34%) had a combination of institution-
al, community-office and headquarters
experience. Similarly 14 (37%) had
both community and institutional
experience. Very few managers in
the study had only institutional or
community-office experience.

Secondments to regional and
national headquarters were most often
mentioned as providing the most valu-
able job experience. But another factor
also proved important to many —
mentoring. Several mentioned that a
warden or senior manager had taken
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develop their skills.

Finally, a strong sense of self and
of personal values emerged from the
responses of these managers: they are
committed to doing a good job, to
helping offenders and staff members
and to maintaining a stable life outside
of corrections. ll

an interest in their development at
some point in their career.

The career paths of respondents
exhibit how these senior managers
adhere to a continuous learning philos-
ophy. At the time of the study, 27 had
progressed beyond the level of warden
or district director into positions pro-
viding new career experience. On

willingness to learn was undoubtedly
the single most important factor in
shaping the careers of these managers.
Mobility was also crucial, and the
study shows that it was closely related
to learning. Learning in itself was not
enough; managers had to be prepared
to move to take advantage of opportu-
nities, experience new positions and

average, these 27 experienced three
lateral moves and one promotion after
their first warden or district director

52::—;1)(_“1 (in an average span of five Mentors} ips

Thus, for most senior managers 2 )
later in their careers, lateral transfers In recent years, popular and academic  typical employees, protégés were:
surpassed promotions in frequency by literature has drawn attention to the = more likely to be female;
almost three to one. For example, 27% benefits offered by mentoring rela- * younger, ;
of the senior managers moved into a tionships to protégés, mentors and « more likely to have been hired
second warden or district director organizations. It has been suggested and placed by the manager;
position, and 16% held anywhere from that mentoring can lead to career = more likely to receive friendship
three to five different warden or dis- advancement, higher pay and greater and counselling;
trict director positions. The remainder career satisfaction, thereby leading to = confided to more;
moved into positions within regional a more committed staff. * given more support and
or national headquarters. A recent study by researchen,i sponsorship;

Despite careful preparation, how- frm':n thk University and Queen s e seen as providing more
ever you choose to express it, fortu- Ul_nvers_lty compa.md mentor relation- benefits to managers;
itous circumstance (or pure luck) s‘hlps ?euth typical supervisory rela- . r?commended for more promo-
remains a powerful factor in career tx.onshlps among 94 managers from tions and p_mmoted on these rec-
progression, and a daunting one at high technology ﬁrms in the Ottawa omm@m more often; and
that. At first glance, it seems to area. A mentorsh.xp was defined for * less likely to be in the current
override such important elements as managers as the individual “whos;e position in the next five years.
education, experience and personal career you have influenced most.” A _ Although managers were equally
commitment. But, even as bcing in the tgfp:ca] SIlbOI'(:'hﬂatc W?S defined as a hkel_y 1o review performance and
right place at the right time is support- direct subordinate “with whom you provide feedback, engage in career
ed by one senior manager, it is quali- have a Wf)rlqng mlauon§h1p. Fhat is planning, teach, promote and sponsor
fied by the next: “When you think most typical of the relationships you  protégés as they were typical subordi-
about it, luck is actually that moment have with your subordinates.” nates, protégés were found to have
when opportunity meets prepa- They found that managers rated more successful careers, as measured
ration. If you have the preparation, protégés as more promotable and by advancement and promotion, than
you’ll recognize the opportunity.” more suml‘ar to themselves than typi-  typical subordinates.

cal subordinates. However, managers Mentoring has been so effective

Conclusion communicated less frequently with, as a career-development and training
Typical career paths do not exist for and tended to be physically further tool that many companies are invest-
those aspiring to senior operations away from, protégés than typical ing in formal programs to encourage
positions in the Correctional Service subordinates. Managers reported such relationships among
of Canada. Instead, this study found providing significantly more psycho-  employecs. W
that there was as much lateral move- social support, but not more career-
mient as there was vertical movement development support, to protégés than  R.J. Burke, C.S. McKenna and
(i.e., promotions). Moreover, the to typical subordinates. i, C:A. McKeen, “-How Do'Mentorships
lateral and vertical moves spanned the _ The study found other statistically  Differ from Typical Advisory
gamut of positions in corrections. significant differences between the Relationships?” Psychological

While most of the managers who mentoring relationship and the typical  Reports, 68 (1991): 459-466.
responded placed a high value on subordinate relationship. Compared to
education, something more important
was highlighted — learning. A




Exposure to Critical Incidents:
What Are the Effects on Canadian
Correctional Officers?

by Lois Rosine

Psychologist, Bath Institution (Ontario Region); Department of Psychology,

Carleton University

unpleasant and disabling after-effects. Appropriate and timely intervention

c orrectional officers exposed to trauma in the line of duty face potentially

lessens the impact on the officer, by reducing personal stress. Intervention
also helps the organization as it can facilitate the recovery of an officer’s level of
performance to that before the incident, and can decrease the likelihood of long-

term disability leave.

Persistent psychological problems have been identified among a variety of
individuals exposed to unusually traumatic or life-threatening events. It has been
documented that the distress caused by such incidents can continue over extensive

periods and severely impair functioning.

Historical Context
Traditionally, the concept of a disor-
der related to trauma has been associ-
ated with warfare. As early as 1871,
during the American Civil War,
Da Costa described a condition, called
an “irritable heart,” that was character-
ized by symptoms of anxiety in
response to a stressor.! During World
War I, veterans with these symptoms
were thought to be suffering from
“shell shock.” By World War II,
reflecting the influence of psychody-
namic theory, the difficulties suffered
by combat veterans were thought to be
the result of some unresolved conflict
rooted in the patient’s unconscious.
These conflicts, awakened in the
theatre of war, were variously called
“traumatic war neurosis,” “combat
neurosis” or “gross stress reaction.”
As the literature on war veterans
grew, other investigators described
similar syndromes in individuals
exposed to such stressors as industrial
accidents, natural catastrophes or even
accidents in the home. The first exten-
sive description of trauma not incurred
in combat was done by Alexander
Adler,* who studied the victims of the
Coconut Grove fire — people who had
been trapped in the locked, burning
building. This direction led, in 1952,
to the inclusion of “gross stress

reaction” in the first version of the
Diagnostic and Statistical Manual of
Mental Disorders (DSM-I), a tool
commonly used to diagnose mental
disorders.

However, when the second ver-
sion of the DSM was published in
1968, the post-traumatic syndrome
category was omitted. This was sur-
prising, given that the syndrome had
achieved international recognition and
various research investigations were
being carried out. This may have
occurred because post-traumatic syn-
drome, until now, was closely associ-
ated with war; the DSM-II was written
during the relatively tranquil period
between World War II and the
Vietnam War, and the authors may
have assumed that such a category
was not relevant in peacetime.*

The problems of veterans return-
ing from the Vietnam War provided
convincing evidence to the authors of
DSM-III that a category for post-
traumatic syndrome needed to be
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reinstated. The category was identified
as Post-traumatic Stress Disorder
(PTSD), and was defined as being
caused by a stressor severe enough to
produce psychological trauma in most
normal individuals.

In the late 1970s, research litera-
ture on victimology began to identify
a host of individuals who were experi-
encing the symptoms of PTSD but
who were survivors neither of combat
nor of disasters. These were people
who had been subjected to such things
as physical and sexual violence or
abuse. During this time, information
on occupational stress was also accu-
mulating from studies of a variety of
occupational groups, such as teachers,
health care workers, police and correc-
tional workers. Members of these
groups were presenting a variety of
physiological and emotional difficul-
ties related to stress.

As the 1980s approached, clinical
practitioners who worked with indi-
viduals experiencing occupational
stress began to notice occupational
groups where some members were
presenting symptoms of traumatic
stress. These individuals who, by the
nature of their work, were exposed to
traumatic events, included police, fire
personnel, ambulance and paramedical
personnel, hospital emergency-
department staff, disaster workers and
rape crisis workers.

As part of their job responsibili-
ties, these personnel are exposed to
extremely unusual events, such as
riots, hostage takings, being shot at,
shooting someone in the line of duty,
finding murder and suicide victims,
watching someone die in spite of res-
cue efforts and other equally gruesome
situations. These occupational events,
which fall outside the range of usual
human experience and are considered
to be extremely distressing to almost

' N.C. Andreasen, “Posttraumatic Stress Disorder,” in H.I. Kaplan and
B.J. Sadock (Eds.), Comprehensive Textbook of Psychiatry /IV. Vol. 1, 4th Ed.

(Baltimore: Williams & Wilkins, 1985).

2 Ibid.

* A. Adler, “Two Different Types of Post-Traumatic Neuroses,” American Journal

of Psychiatry, 102 (1945): 237-242.

4 Andreasen, “Posttraumatic Stress Disorder.”
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anyone, have been defined as “critical
incidents.”™ 4

Clinicians in the field are finding
that personnel exposed to such critical
incidents may show a variety of physi-
cal, behavioural, emotional and cogni-
tive stress symptoms similar to those
for PTSD. The main symptoms of
PTSD include: intrusive memories of
the traumatic event, nightmares,
hypervigilance, an exaggerated startle
response and intense psychological
distress when exposed to things
associated with the original trauma.

The differences between critical
incident stress and PTSD lie in the
number of symptoms experienced by
the individual and the duration of the
symptoms. Critical incident stress may
be thought of as a continuum of sever-
ity, with PTSD at the most extreme
pole.

Personnel differ widely in their
responses to critical incidents.® Some
experience little or no effect, others
experience short-term impact, while a
limited number experience severe and
long-term difficulties.”

Many of the psychological reac-
tions experienced by persons exposed
to traumatic stress are situationally
related and disappear over time.
However, for some individuals, the
effects are severe and long lasting
enough to affect their daily function-
ing. The human and economic costs
associated with traumatic stress are
significant and include increased
absenteeism or resignation from work,
increased use of medical services,
health deterioration, marriage break-
down and even suicide.®

Critical Incident Stress among
Correctional Officers

There are major difficulties in attempt-
ing to study critical incident stress. It
is impossible to predetermine when
war, riots or most other traumatic
events will occur. Generally, the
appropriate baseline information
cannot be collected before the event.
Thus, if we are to understand traumat-
ic stress, we must compromise and
study it retrospectively, asking indi-
viduals to recall their past experiences.

The workplace can provide a natural
laboratory for learning about the
impact of exposure to traumatic stress
on high-risk occupational groups.

Correctional officers are one such
group. Penal institutions represent an
occupational context where exposure
to traumatic events is not unusual,
where officers are subjected to a vari-
ety of critical incidents during the
performance of their duties.

The literature identifies certain
classes of events as potential triggers
for traumatic reactions in an occupa-
tional context. For correctional offi-
cers, these classes of events are
represented by such incidents as sui-
cides, murders, riots, hostage takings
and assaults. While not routine,
these events are not unexpected in
correctional work.

Although the role of general stress
has been studied in the field of correc-
tions, there is currently no research on
the impact of exposure to critical inci-
dent stress in corrections. However, a
major research project examined the
impact of exposure to occupationally
related traumatic events on correction-
al officers. The following is a summa-
ry of information gathered on the rates
and effects of such exposure.

In-depth interviews were conduct-
ed with 122 correctional officers
employed in six institutions in the
Ontario region. Participating person-
nel were from both maximum- and
minimum-security facilities and from
male and female institutions. All per-
sonnel in minimum-security settings
had been previously employed in
medium- or maximum-security facili-
ties. Seventy-five percent of partici-
pants were employed in male
institutions. Males comprised 71% of
the sample. This is not surprising, as
female staff have only recently been
hired as correctional officers in male
facilities.

Frequency of Exposure to Critical
Incidents

Information was gathered on correc-
tional officers’ exposure to job-related
traumatic events. These events fre-
quently involved exposure to serious
injury or death; multiple casualties;
unusual sights, sounds and circum-
stances; first-hand knowledge of the
victim(s); and threats to officers’ own
safety and security. Only two officers
had not been exposed to a job-related
critical incident. The average number
of exposures among all officers was
27.9. These numbers may seem high,
but higher-security institutions have
long histories of violent incidents, and
most correctional officers have spent
some or all of their careers working in
these volatile environments.

There was a significant gender
difference in the average number of
exposures, with males experiencing an
average of 32 exposures and females
experiencing an average of 16 expo-
sures, a breakdown reflecting the fact
that the women had been employed in
corrections for a significantly shorter
time than the men (6 years versus
17 years).

The frequencies of exposure were
collapsed into the following five cate-
gories: no exposure, one, two and
three occurrences and more than three
occurrences. The table lists the differ-
ent types of events to which officers
were exposed and the percentage of
officers in each category.

Reliability of Respondents’ Recall
One of the problems with the above
type of data is that they rely on the
respondent’s ability to remember past
events and experiences. Officers in
this study often referred to events that
were known to the author, and they
frequently backed up one another’s
description of events. It is the author’s
opinion that the figures given here

3 LT. Mitchell, “When Disaster Strikes: The Critical Incident Stress Debriefing
Process,” Journal of Emergency Medical Services, January (1983): 36-39.

¢ J.T. Mitchell, “Recovery from Rescue,” Response, Fall (1982): 7-10.

7 R.M. Solomon, “Post-Shooting Trauma,” The Police Chief, (1988): 40-45.

8 J.T. Mitchell and G. Bray, Emergency Services Stress. (Englewood Cliffs, N.J.:

Prentice-Hall, 1990).
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experienced effects severe enough to
Percentages of Officers Exposed to Traumatic Events be clinically diagnosed as suffering
Event Frequency of Event Range from PTSD. This is significantly high-
of er than the 1% level found in the gen-
o ) 2 = el v eral population and is approaching the
Suicide Attempt 56% 16% 6% 5% 17% 050 20% level found in Vietnam veterans
Completed Suicide ~ 42%  21%  15%  10%  12% 010 W"“,ﬂdefih in battle.” In 81% of officers
Murder 55% 14% 10% 4 7% 024 ;E“l‘:;dgha;ﬁz:‘;;ﬁs;iﬁiﬁd
Pttty 2?: lg Z: 3% g% g; however, their symptoms took three
i 7_"""' Hostope years or longer to abate. Most officers
Potigvtio Shoot o WA 1< 5 - ox continued to perform their duties dur-
Been Physically s4% 18% % & 5% 020 ing these periods, an indication that
Assaulted adaptation is possible even in the

the 16% 16% 10% 8% 50% 0-50
i:::uh ﬂmm presence of severe stress.

A The remaining 57% of officers
Riot 35% 25% 13% 7% 20% 012 ; ;

] in the sample presented a variety of
Shashing o4% 6% i o = e symptoms different in number and
Other ** 59% 29% 6% 6% 0 03 severity. As illustrated in Figure 3,

most common symptoms were sleep
*  This category included aiming the gun at another as well as actually firing. The crilerion was the disturbances, nightmares and an exag-
officer's belief that he or she would have fo shoot. erated startle response. The averace
LA This calegory included evenls such as serious accidents while on the job and receiving life-threten- ﬁumber of sympté)ms experienced Ey
ing letters or phone calls. ; s
these officers in their lifetime was

may underestimate actual rates of
exposure, as officers were often reluc-
tant to remember these psychological-
ly painful events. In fact, a number of
officers commented that it was diffi-
cult and painful to recall the unpleas-
ant memories as they made every
effort to suppress associations and
memories of traumatic events.

In conjunction with being
exposed to critical incidents, 61% of
officers reported that they received
injuries at work (see Figure 1), and
43% of these injuries resulted in one
week or more off work (see Figure 2).

Critical Incident Stress Symptoms
Officers were also asked about the
impact on them of exposure to critical
incidents. The PTSD section of the
Diagnostic Interview Schedule was
used to assess critical incident stress
symptoms.

Twenty-eight percent of officers
reported experiencing no symptoms of
critical incident stress. As mentioned
above, only 2% of officers were not
exposed to traumatic events in the
correctional work environment. In
other words, 26% of exposed officers
did not experience symptoms of

traumatic stress after the incidents.

um, 17% of officers in this study

five. There were no significant gender
differences.

The vast majority of officers who
had experienced symptoms of critical

At the other end of the continu-

Figure 1
Percentages of Correctional Officers
Physically Injured at Work

50+
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Frequency* of Injury
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 J.E. Helzer, L.N. Robins and L. McEvoy, “Post-Traumatic Stress Disorder in the

General Population: Findings of the Epidemiologic Catchment Area Survey,”
The New England Journal of Medicine, 317, 26 (1987): 1630-1634.
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Figure 2

Percentages of Correctional Officers
Off Work for More than One Week Because of Injury
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incident stress (94%) said the personal
impact of these events was severe,
with 4% rating it as moderate and 2%
as having little or no impact.

Almost half of these officers
(47%) reported that their exposure to
critical incidents had indirectly affect-
ed their families. Anecdotally, officers

said that their families were affected
by their mood swings, irritability and
general anxiety following the traumat-
ic events. Many officers said that they
did not discuss the traumatic incidents
with their families because they did
not wish to worry them. In addition,
they wanted to shield their families

from the violence they experience
both directly and indirectly.

Most officers (62%) said they
spoke with someone after the incident,
while 10% had not discussed it with
anyone. About one quarter (27%)
reported receiving emotional support
without asking for it, and 5% received
some form of practical support.

Health Measure

Permission was requested from partic-
ipants to contact their physicians about
their general health. Three percent

of the sample did not grant this
permission.

About two of every five officers
in this study (42%) had sought profes-
sional help for a traumatic stress-
related health problem. Their
physicians reported that 34% of the
officers currently suffered from a
stress-related problem that required
medical attention; for half of these,
their doctors indicated that the prob-
lem was related to exposure to a
traumatic event.

The more critical incidents
to which persons are
exposed over their lifetime,
the more likely they are to
experience critical incident
stress symptoms.

Physicians were asked to rate
their patients along a continuum of
seriousness from mild to severe. Of
the 34% of officers identified by their
doctors as having a stress-related
problem, 18% were considered by
their doctors to have a serious prob-
lem, 78% a moderate problem, and
9% a mild problem. For 41%, their
physicians considered the problem
serious enough to interfere with daily
living, and 59% required medication.

As stated, only 42% of the offi-
cers sought professional help. It is
likely that only those with the most
severe difficulties discussed their
symptoms with their doctors. Officers




accept many of the critical incident
stress symptoms as an occupational
hazard and perceive acknowledging
them as a sign of weakness. Further, it
has only been within the past five
years or so that the impact on person-
nel of exposure to traumatic events
has been discussed in correctional
settings. Such information has not
been widely disseminated, and many
officers are still reluctant to acknowl-
edge any personal effects from such
events for fear of a negative reaction
by peers or management.

Critical Incidents and Post-incident
Symptoms
To determine the long-term effect of
exposure to critical incidents, officers
were also assessed in terms of their
current functioning. It was found that
the more critical incidents to which
persons are exposed over their life-
time, the more likely they are to
experience critical incident stress
symptoms. Similarly, the more critical
incident stress symptoms individuals
experience, the more likely they are to
be currently experiencing difficulties.
These findings discount the com-
mon belief among staff and managers
in corrections that individuals become
hardened to critical incidents and, over
time, are unaffected by such events.
Further, the findings provide evidence
of a need for intervention procedures
after incidents.

Workplace Interventions

In 1988, the federal government
brought together personnel from a
variety of government departments to
receive training in the Critical Incident
Stress Debriefing (CISD) model
developed by Dr. Jeffrey Mitchell,' of
the University of Maryland. Believing
that though the model was developed
for use with emergency and public
safety personnel, it could also be used
with corrections staff, the Correctional
Service of Canada sent representatives
from the various regional jurisdictions
to the training session. These repre-
sentatives then developed plans to
implement critical incident response
capabilities in their regions.

The goal of critical incident stress
management is to protect and support
personnel while minimizing the devel-
opment of traumatic stress response
syndrome, which can cause decreased
performance, absenteeism, physical
and mental health problems and
family difficulties.

Critical incident stress manage-
ment offers a continuum of interven-
tions:

* on-scene debriefing;
* initial defusing;

« formal CISD; and

* follow-up CISD."

On-scene debriefing is provided
by a trained, designated person who
observes the operation and monitors
for any acute stress reactions at the
site. The intervenor helps affected
personnel deal with their reactions,
and in most cases personnel are able to
return to their duties. The intervenor
may also be in a position to offer sug-
gestions to the crisis manager regard-
ing personnel who are exhibiting such
strong stress reactions that relief or
reassignment to a less stressful role
within the situation would be
appropriate.

Participants are reassured

that they are experiencing

normal human reactions to
abnormal events.

The second level of intervention
is the initial defusing, which takes
place within a few hours of the inci-
dent. It can be led by a mental health
professional or by a specially trained
peer who is knowledgeable in the field
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of critical incident stress management.
This is a brief intervention that identi-
fies potential stress symptoms with
suggestions on how to manage them
as well as suggestions regarding
prevention techniques.

When a formal debriefing is not
required, the initial defusing can be
followed up, as necessary, with a brief
but discreet contact at the work site or
a “check-in” phone call.

The third level of intervention is
the formal CISD. This is a structured
psycho-educational process led by a
qualified mental health professional
that should be conducted as soon as
possible after the incident. The leader
must be knowledgeable and skilled in
the areas of group-work techniques
and critical incident stress, and under-
stand the unique demands placed on
correctional personnel during an
incident. The use of a professional
leader is imperative because the issues
raised during the CISD have the
potential to overwhelm an untrained
facilitator.!

The rules of the process are clari-
fied at the beginning of the Critical
Incident Stress Debriefing.
Confidentiality is emphasized and
personnel are encouraged to partici-
pate. This is a supportive process, not
a critique.

Next is the fact phase. Group
members are asked to share informa-
tion about what they saw, heard,
touched, smelled and did during the
incident. This stage allows individual
members to form a more complete
understanding of what transpired dur-
ing the critical incident and provides
a forum for personnel to begin to
process their experience.'?

The thought phase and the reac-
tion phase follow, allowing personnel

10 Mitchell, “When Disaster Strikes: The Critical Incident Stress Debriefing
Process.” See also Mitchell and Bray, Emergency Services Stress.
I Mitchell, “When Disaster Strikes: The Critical Incident Stress Debriefing

Process.’

12 K. Armstrong, W. O’Callahan and C.R. Marmar, “Debriefing Red Cross
Disaster Personnel: The Multiple Stressor Debriefing Model,” Journal of

Traumatic Stress, 4, 4 (1991): 581-593.

13 Ibid.
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to identify and focus on their cognitive
response to the most stressful aspects
of the incident, and to describe their
emotional reactions at the time of the
incident and express their present
feelings about it.

During the fifth phase, partici-
pants are asked if they have had any
symptoms, either physical or psycho-
logical, since the incident. Participants
are reassured that they are experienc-
ing normal human reactions to
abnormal events.

Phase six is the teaching phase.
The group leader teaches about stress
response syndrome, its symptoms,
specific coping strategies and preven-
tion techniques. The goal is to normal-
ize the feelings and experiences of the
group so the final or re-entry stage can
occur. During the re-entry phase,
personnel are given the opportunity to
interact with one another, and, where
necessary, individuals deemed in need
of additional support are quietly
offered the opportunity.

The follow-up CISD is the final
level of intervention. This occurs
whenever it appears necessary, at the
one-month, six-month or one-year
anniversary of the event or at any
other time when there seem to be
unresolved problems interfering with
the individual’s ability to function. It
may be conducted on a group or an
individual basis.

Conclusion

Pre-education on the effects of critical
incident stress is an integral compo-
nent of its management. Training in
methods of stress reduction and stress
prevention techniques helps protect
personnel, both at the time of the
event and in the long term. Knowledge
of the signs and symptoms of critical

incident stress allows for early identi-
fication of problems. Early interven-
tion minimizes short-term symptoms
and greatly decreases the likelihood of
long-term problems. '

Management alone cannot be
responsible for preventing the long-
term problems that result from expo-
sure to critical incidents. Staff must
also take responsibility for their own
wellness and practise siress-prevention
techniques such as eating properly,
getting adequate sleep and exercise,
reducing nicotine and caffeine con-
sumption, controlling alcohol con-
sumption and ensuring a balance
between the amount of overtime
they do and the amount of time they
spend outside the work setting.'
Participation in pre-education training
and in postincident defusings and
debriefings are the responsibility of
individual staff members. Individuals
who recognize stress response syn-
drome and seek help immediately
greatly reduce the likelihood of both
short- and long-term problems.

Providing pre-education and
postincident intervention can reduce
both the short- and long-term impact
of traumatic events. Such strategies
benefit both the employee and the
organization. Employees benefit in
that disruptions to their well-being are
minimized. The organization benefits
from increased employee morale, a
positive work orientation, facilitated
return to previous levels of work
performance and reduced need for
long-term sick leave. ll

4 G.S. Everly, A Clinical Guide to the Treatment of the Human Stress Response.
(New York: Plenum Press, 1989). See also G.S. Everly, Workshop presented at
Advanced Training in Critical Incident Stress and Post Trauma Syndromes.
(Sarnia, Ontario, May 1991). And see J.T. Mitchell, “The History, State and
Future of Critical Incident Stress Debriefings,” Journal of Emergency Medical

Services, November (1988): 47-51.

15 P.G. Hanson, The Joy of Stress. (Islington, Ontario: Hanson Stress Management

Organization, 1985).

Workshop for
Women in the
Correctional
Service of
Canada

by Holly Flowers

Human Resource Officer, Personnel
and Training Sector, Correctional
Service of Canada

The Correctional Service of Canada

is committed to equality and to the
development and advancement of
women in decision-making roles. This
commitment was demonstrated by the
sponsorship of the recent Workshop
for Women in the Correctional Service
of Canada. Held 4-7 November 1991,
at Mont-Ste-Marie, Quebec, the work-
shop was attended by more than

110 middle managers representing a
range of occupational groups from
across the country.

The workshop was to provide
a forum for sharing ideas about
women’s issues in the correctional
workplace. It provided an opportunity
for women to discuss the means by
which they can make a greater
contribution to corrections in Canada.

On the agenda was a wide range
of topics including general women’s
issues, careers and career path plan-
ning, the Federally Sentenced
Women’s Initiative, the role of middle
managers, networking, role models
and mentoring, dealing with sexual
harassment, balancing work and fami-
ly, financial planning, supervising men
and stress management.

The speakers delivered their top-
ics with enthusiasm and expertise.
Key speakers included Ole Ingstrup,
Commissioner of Corrections; Kay
Stanley, Co-ordinator, Status of
Women Canada; Anne-Marie Trahan,
Associate Deputy Minister, Justice;
Ginette Stewart, Commissioner,
Public Service Commission; Susan
Niven, Momentum Management
Group; Linda Duxbury and Lorraine
Dyke of Carleton University; and Lisa




Hitch, Joan Gibson, Elizabeth Lynch
and Jane Miller-Ashton of the
Correctional Service of Canada.

After three days of thought-
provoking presentations, the partici-
pants developed recommendations to
help the Correctional Service of
Canada to use the resources of women
better and gain gender balance and
respect in the workplace. The 26 rec-
ommendations were presented at the
December meeting of the Correctional
Service of Canada’s executive
committee. Recommendations will be
reviewed by the regions and discussed
in detail at the February meeting of
this committee.

The participants recommended
that the Correctional Service of
Canada:
= establish a (regional/national)

mentor program that allows for:

a) a process by which coaches
and mentors are assigned to
individuals, and

b) training seminars for middle and
senior managers in peer coaching
and mentoring which would apply
to both men and women;

* develop and implement national and
regional counselling programs to
assist women in their careers;

* review the competitive process to
remove any systemic barriers that
exist against women, and to encour-
age and attract women to apply for
more job competitions;

 provide gender-awareness programs
for men and women at the
institutional level;

* increase the recruitment of women
in institutions so that they may
provide better support for each
other. This would act as a retention
mechanism for female correctional
officers.

Since the workshop, certain initia-
tives have been undertaken by the
regions. The Personnel and Training
Sector will be producing a summary
of the workshop proceedings and
recommendations early in 1992. B
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elatively little research has been conducted on differences among correc-

tional staff based on their type of position (custody versus non-custody),

amount of contact with inmates, supervisory responsibilities, tenure, experi-
ence and institutional security level. What research has been conducted has
focused on the manifestation of negative symptoms among employees, rather than

on their organizational experiences.

Previous studies, for example, have identified numerous work-related prob-
lems experienced by prison employees, such as alienation, burnout, cynicism and
Job dissatisfaction. These findings may lead one to infer that working conditions in
prisons are difficult and unpleasant. Yet, results of a U.S. Bureau of Prisons (BOP)
study of its employees present a different picture.

This paper describes the study and its findings, examining the issue of tenure
in federal prisons —whether longevity of employment in prisons affects individu-

als’ perceptions of their work environment.

Generally, the study revealed wide-
spread satisfaction among federal
prison employees with regard to seven
particular aspects of their work
environment.

A close look at the findings, how-
ever, reveals certain key differences
among staff. For example, staff who
had frequent contact with inmates,
those who worked in custodial posi-
tions and employees with longer
tenure generally had lower opinions of
the work environment of federal pris-
ons. Conversely, individuals with
supervisory responsibilities had more
positive views.

Past Research on Tenure and
Experience

Longevity is one of the characteristics
that has been associated with job

dissatisfaction among prison employ-
ees. Cullen and colleagues' identified
two contrasting, but plausible, views
of the effects of experience on job
perception. The first suggests that
everyday pressures over time may lead
correctional staff to burnout, leaving
them with poor attitudes and negative
perceptions of their work situation.
The alternative perspective suggests
that experience may provide valuable
resources enabling officers to cope
effectively with the stresses and
strains of their jobs.

Research findings generally
support the first proposition, that
favourable attitudes about working
with inmates decline with tenure.
Length of time as a correctional offi-
cer has been associated with less
favourable attitudes about inmates,?

! F.T. Cullen, B.G. Link, N.T. Wolfe and J. Frank, “The Social Dimension of
Correctional Officer Stress,” Justice Quarterly, 2, 4 (1985): 505-533.

2 N.C. Jurik, “Individual and Organizational Determinants of Correctional Officer
Attitudes Towards Inmates,” Criminology, 23, 3 (1985): 523-539.
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less confidence in inmates’ rehabilita-
tive potential,® lower perceived legiti-
macy of inmates’ social protests* and a
greater orientation toward custody.’
The effect of experience on how
staff members perceive the organiza-
tion is less clear. Jurik and Halemba®
found greater job satisfaction among
those who had been employed longer.
However, subsequent research by
Jurik and Winn’ detected no
significant difference based on length
of experience. Cullen and colleagues®
also failed to detect a relationship
between correctional experience and
job satisfaction. They did, however,
find more work-related stress among
those with longer tenure. Jurik and
Musheno’s research?® failed to show
that feelings of social distance from
inmates declined among staff
members with more experience.

Methods

In 1988, the Bureau of Prisons’ Office
of Research and Evaluation initiated a
new research program designed to
measure the organizational climates
within its facilities. A survey question-
naire,'’ now administered to staff
annually, was aimed at providing
Bureau managers with critical infor-
mation about the organization’s social
climate as conveyed by staff percep-
tions and attitudes about the care and
custody of inmates, crowding, the

personal well-being of staff and the
quality of work environments in
Bureau facilities.

In the first Prison Social Climate
Survey, questionnaires were mailed to
the homes of approximately half of the
employees working in federal prisons.
A total of 8,099 surveys were mailed
to staff employed at 46 facilities (the
total number of federal facilities at
that time). Individuals were selected
for inclusion in the survey using a
sampling method that divided the
population based on the presence or
absence of five characteristics —
employment in UNICOR (federal
prison industries), minority status,
gender, supervisory position and cus-
todial position. A sample of staff who
fell into each of these groups was
randomly selected.

A total of 3,325 usable question-
naires were received by the Office of
Research and Evaluation, a response
rate of 41%. Although this rate was
lower than desired, the characteristics
of those who did respond generally
reflected the characteristics of the staff
population, with three exceptions:
black staff members were significantly
under-represented in the sample,
women were slightly under-represent-
ed, and supervisors and staff with
greater longevity in the system
(obviously overlapping groups) were
over-represented.

3 B. Shamir and A. Drory, “Some Correlates of Prison Guards’ Beliefs,” Criminal
Justice and Behavior, 8, 2 (1981): 233-249.

* J.R. Hepburn, “The Erosion of Authority and the Perceived Legitimacy of Inmate
Social Protest: A Study of Prison Guards,” Journal of Criminal Justice, 12

(1984): 579-590.

3 E.D. Poole and R.M. Regoli, “Role Stress, Custody Orientation and Disciplinary
Actions: A Study of Prison Guards,” Criminology, 18, 2 (1980): 215-226.
¢ N.C. Jurik and G.J. Halemba, “Gender, Working Conditions, and the Job
Satisfaction of Women in a Non-Traditional Occupation: Female Correctional
Officers in Men's Prisons,” Sociological Quarterly, 25 (1984): 551-566.
7 N.C. Jurik and R. Winn, “Describing Correctional-Security Dropouts and
- Rejects: An Individual or Organizational Profile?” Criminal Justice and

Behavior, 14, 1 (1987): 5-25.

8 Cullen et al., “The Social Dimension of Correctional Officer Stress.”
® N.C. Jurik and M.C. Musheno, “The Internal Crisis of Corrections:
Professionalization and the Work Environment,” Justice Quarterly, 3, 4 (1986):

457-480.

9'W.G. Saylor, “Surveying Prison Environments.” Unpublished manuscript, Office
of Research, Federal Bureau of Prisons, Washington, D.C., 1983.

Measuring the Work Environment
The Prison Social Climate Survey is
divided into five main sections: socio-
demographics and job experience,
personal safety and security, quality of
life, personal well-being and work
environment. Of the four substantive
sections, the work environment sec-
tion explores aspects of organizational
processes that traditionally have been
associated with social climates. For
the 1988 survey administration, this
section included 57 items that meas-
ured seven different aspects of the
work environment:

Authority and Structure How well
is the Bureau of Prisons organized
and how well does it operate?
Respondents indicate if the lines

of authority are clearly delineated
and how well the organization
communicates change.

Supervision Respondents are asked
about the adequacy of supervision.
Several items question whether or
not the supervisor provides the
direction and freedom necessary for
respondents to do their job. Other
items deal with job performance and
feedback.

BOP Satisfaction The respondents
are asked whether or not they are
satisfied with the Bureau of Prisons,
whether they are likely to remain
with the Bureau and how the Bureau
compares with other prison systems.

Institution Satisfaction Respond-
ents are asked to compare their
institution to others in the Bureau
and if they prefer to continue work-
ing where they are now.

Job Satisfaction Respondents’
satisfaction with their particular jobs
is evaluated.

Personal Efficacy This section ex-
plores whether respondents feel that
they deal effectively with inmates. It
assesses influence, accomplishment
and ease experienced while working
with inmates.




Job-related Stress This section
estimates the impact of the job on
the individual.

Measuring Status and Experience
The sociodemographic and job-
experience section of the Prison Social
Climate Survey contains a series of
questions about respondent character-
istics, such as frequency of contact
with inmates, type of job, supervisory
responsibilities, length of time with
the Bureau of Prisons and security
level of the facility in which respond-
ents work. Additional information,
which can be used as a control for
other effects, is gathered on race,
ethnicity, gender, age, previous
experience in other prisons and shifts.

Findings

Overall, survey participants responded
positively to the seven work-
environment scales. With regard to
authority, structure and supervision,
most responses were positive. Only
27% of staff gave negative ratings to
the authority and structure or quality
of supervision in their facilities. Job
and Bureau satisfaction were the most
favourably viewed of the seven indica-
tors of the work environment, with
more than 70% of the subjects giving
averaged responses in the positive
range. There were slightly lower
levels of institutional satisfaction, but
still only 27% of staff gave negative
ratings.

Responses associated with per-
sonal efficacy suggested that most
staff members feel that they are at
least occasionally effective in dealing
with inmates. Further, only about one
out of seven (15%) reported that they
were regularly troubled by job-related
stress.

These favourable ratings of the
work environment are not what one
would expect from reading the litera-
ture on prison staff. They suggest
widespread positive feelings about
the settings in which federal-prison
employees work. Still, for all seven
scales, a minority of respondents eval-
uated their facilities in the negative
range. In some cases, this may

indicate an incompatibility between
the employee and the setting. In other
cases, however, dissatisfaction may be
systematically dispersed within some
segment of the organization.

To explore the possibility of
systematic dissatisfaction, the study
examined how staff response differed
based on status and longevity. The
analysis revealed that personnel work-
ing in custodial positions had less
positive views than non-custodial
personnel of the authority, structure
and supervision within their facilities.
They were less satisfied with their
jobs, their institutions and the Bureau
of Prisons. They also perceived them-
selves as less effective in working
with inmates. However, they
perceived lower levels of job-related
stress than did non-custodial staff.

In comparison to those with more
limited contact, staff members who
had frequent contact with inmates
(irrespective of whether they were
custodial or non-custodial) rated oper-
ational authority and structure, as well
as the quality of supervision, less posi-
tively. In contrast, however, they
reported feeling more efficacy in deal-
ing with inmates. They also reported
greater job-related stress. As might
be expected, supervisors rated their
work environment better than non-
supervisors in all aspects except job-
related stress where there was no
difference. With regard to institutional
security level, the survey found greater
satisfaction at lower-security facilities.

Findings with regard to tenure
with the Bureau and at the respond-
ent’s particular institution are intrigu-
ing. Staff members with longer
tenures with the Bureau of Prisons
expressed lower levels of satisfaction
with their current institution, but
higher levels of satisfaction with the
Bureau. Longer-term BOP employees
also had more positive opinions about
the authority and structure within their
facilities.

In contrast to these findings,
employees with longer tenure at a
particular facility were more satisfied
with the institution than those who
were newer, yet had more negative
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opinions about all other aspects of its
work environment. Staff members
newer to an institution rated authority,
structure and supervision more posi-
tively than those who had been there
longer. They expressed greater satis-
faction with their jobs and with the
Bureau. They also perceived them-
selves as having greater efficacy in
working with inmates, although they
reported higher levels of job-related
stress.

Positive associations were found
between the age of employees and
their perceptions of their work envi-
ronment. Older staff members had
more positive views on six of the
seven scales. The only scale that
was not influenced by age was the
respondent’s evaluation of the quality
of supervision.

Discussion

The study findings lead to four

significant conclusions about prison

operations:

* Positive opinions about the work
environment within prisons are
prevalent among employees of U.S.
federal prisons.

« There are, however, important and
patterned exceptions to this finding.

* There are three groups that hold less
positive opinions about most aspects
of their work settings: people in
custodial positions, those who have
frequent contact with inmates, and
staff who have greater longevity at a
particular facility. On the other
hand, non-custodial staff members
who have frequent contact with
inmates and older staff members
tended to have a greater sense of
efficacy in their interactions with
inmates.

* Older staff members had a positive
outlook on virtually every aspect of
their work environment.

What might this tell us about
managing prisons? It seems to suggest
that having more input into decisions
is associated not only with more posi-
tive opinions of the organization, but
also with greater levels of satisfaction.
This position is further supported by
findings that staff members working in

39
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minimum-security facilities, which are
less hierarchical, are more positive
about the prison’s organization and are
more satisfied with their jobs.

These findings suggest that a high
priority for contemporary prison man-
agers must be finding ways to increase
teamwork, communication and deci-
sion making among prison staff who
work most closely with inmates,
without compromising the safety and
security of prison operations.

This study also discovered that
individuals who have been employed
by the federal prison system longer
were more satisfied with the Bureau,
but less satisfied with their current
facility. Staff members newer to a
particular facility rated its operations
and supervision higher than longer-
term employees, expressed greater job
satisfaction with the Bureau, perceived
themselves as more effective with
inmates and were less troubled by job-
related stress. The only work-
environment variable rated higher by
staff members who have been at a
particular prison longer was institu-
tional satisfaction.

These findings appear to have
detected differences in the way mobile
and non-mobile staff members experi-
ence working in federal prisons. In the
Bureau of Prisons, advancement
opportunities are greater for those who
are willing to relocate. There are sim-
ply more jobs open nationally than at
any single facility. Furthermore, at the
higher levels of management, there is
an expectation that individuals will
move periodically. Consequently, staff
members who remain at a facility,
either out of personal choice or
because they are no longer promot-
able, reach a plateau in their careers.

Because their career opportunities
are more limited and their jobs may
become routine, non-mobile staff
members evidently come to be less
satisfied with the Bureau of Prisons
and their jobs, and are less positive
about facility operations, supervision
and their own effectiveness.
Evidently, as they become resigned to
remaining at their current location,
their expression of satisfaction with

that facility increases.

In contrast, staff members willing
to relocate have positive opinions
about the Bureau of Prisons, but are
less satisfied with their current situa-
tion. This is probably because they
have moved and expect to move again
in the future as they continue to
progress in the organization, and
because they consequently have not
had time to build the level of commit-
ment to the institution that develops
over time.

The potential for conflict between
mobile and non-mobile employees is
obvious as attitudes and allegiances
differ between the two groups.
Managers need to monitor the devel-
opment of this phenomenon and seek
creative ways to foster institutional
commitment among mobile staff and
job enrichment among stationary staff.
Stationary staff members need ways to
grow in their jobs, to experience new
challenges and to undergo renewal.

This study demonstrates that staff
members are not uniformly negative
about the working conditions in pris-
ons, as previous research seems to
suggest. However, important differ-
ences among staff members, based on
their status and longevity, were detect-
ed. Future research is needed to test
these findings in state prisons and to
evaluate the ability of managers to
manipulate environmental conditions
to create more positive attitudes
among certain segments of the staff. ll

(continued from page 26)

performing particularly well, and use
the data that we glean from that type
of study to transfer that information to
operations that might be having more
difficulties.”

Comments from Paul Oleniuk,
Assistant Deputy Commissioner of
Operations, Prairie Region

“In the early seventies, the Canadian
Penitentiary Service targetted a
recruitment campaign to university
campuses. One poster, in particular,
that I remember had a picture of an
inmate holding onto the bars, and it

said on the top ‘So you want to change
the world — Start here... apply to the
Canadian Penitentiary Service,” and so
on. I thought that’s really a dramatic
thing. In speaking to our recruits, as
I’'m sure most of you do as well, I am
always impressed with their enthusi-
asm, their energy and their commit-
ment. However, somewhere along the
line something happens to some of
them. After the first year, three years,
five years or ten years, something
happens to make them less committed,
less enthusiastic than when they
signed on.

“Whatever happens is not an
isolated thing. It’s not being passed
over for overtime or a late overtime
cheque or a roster change. It seems
to be something persistent which
changes their attitudes toward their
work.

“Our challenge is to find what
that persistent irritant is and deal with
it, to shape our policies accordingly.

“I don’t know if the results of the
staff commitment research are good or
bad. I do know that the number of
people who are ‘uncommitted’ is
almost as high as the number of those
who are ‘committed,’ and that, I don’t
think, is good.

“The pollsters say that a large
undecided vote is good because they
can be shifted. Then I think we are in
good shape because a full third of our
staff can be motivated to change.

“One of the interesting things: I
was looking for some kind of correla-
tion between this and some of the
other behaviours of our staff and of
our organization, and I just took a
quick look at grievance statistics — and
interestingly, the region with the high-
est level of overall commitment had
the lowest number of grievances, and
conversely, the region with the lowest
commitment had the highest rate of
grievances. Those relationships didn’t
bear out for the other three regions,
but they do for the two extremes.

“We have a challenge, and the
challenge is to isolate those irritants,
deal with them and shape our policies
accordingly. I really appreciate this
sort of research.” ll
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