. 'w?§
‘ [ 2

—~
S
-

|

AHMEDABAD

Working Paper

N Vankitsswaran

28

h\p

i

!|'



STRESS AUDITs AN HRD/OD INTERVENTION

By

D. M. Feston jee
&

Nina Muncher ji

WP1042

LU L UL

1992
o

WP No. 1042
July 1992

The main objective of the working paper series
of the IIMA {8 to help faculty members to test
out their research findings at the mre-publi-
cation stageo

INDIAN INSTITUTE OF MANAGEMENT
AHMEDABAD~-380 015
INDIA




Stress Auditt An HRD/OD Intervention

The aeventeenth century has been called the ‘Age of
Enlightenment®y the Eighteenth, the ‘Age of Remson' the
Ninsteenth, the '‘Age of Frogress' and the Twentileth, the ‘Age of
Anxiety and Stress' (Coleman., 1976). Thus, 1t 1= not sufprising

that interest in *stress’ has been rising with advancement of

present century.

Right from the time of birth till the last day of 'life, an
individuatl 1s invarliably exposed to various stressful sltuations
for one reason or another. In all economies of the world, 1t has
been found that people specially business executives die of
disorders created by stress. Stress ls therefore consideredA a

mzicy  killer and the conseqguent loes to orgeniesations <ls cften

great (Pestonjiee, 1984).

Organisational stress refers to a situation herein -job
related factors interact in such & way that the worker
experlences & digsruption in his or her peychologlcal and/or
physiclogical conditions such that the person 1s forced to

deviate from normal functioning.

Pestonjee (1984b) attempted to diagramatically present the
‘nature and consequences of the stress phenomenon. He 1dentified
three important sectors of life in which stress origineted.

These sare (1) Job and Organigation, (i1) Saccial Sector., &nd



(11 1) Intrapsychic Sector. The first, namely job and
organisation refers to the totalit@ cf the work environment
(task, atmosphere, colleagues, compensations, policles etc.).
The social sector refers to the social/cultural context of ones
life. It might include rzligion, caste, language, dress, food
hablits and such .other factors. The intrapsyechic gector
encompasses those things which are intimate, personal, and
specific to the indtvidual like, temperament, values, s&sbilities
snd health. It is contended that stresses can originate in any

of these three sectors or In combinations thereof.

In & balanced state, the magnitude of stress emanating from
the three sectors of life are in consonance with the =cstress

tolerance 1imit of the individual.

Diagram: Stressors and Loads
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Research evidences indicate that besides the health related
problems job stress also affects thé smooth operation of the
organlsation. It has been found to be asgociated with
absenteelsm (Gupta and Beehr. 1278): with job dissatiafaction
(Sharma and Sharma. 18984; Festonjee and Singh, 1982) with

absenteeiam, low productivity and turnover (House and Rizzo,

1972).

Parker and Decottis (1983) have developed a model of job
stress. Stressors are grouped into six categories: (1)
characteristics and conditions of the job {tself: (2) conditions
assoclated with the organisational structure. climate and
information flow; (3) role-related factors: (4) relationships at

work; (S85) percelived career development, and (6 external

commitments and responsibilities. -

The model posits two levels of outcomes: first and second-
level. Only the first level outcome 1s referred to as stress.
Second-level cutcomes are viewed as individual and organisational
consequences which are affected by stress, and quite likely by
other varlables as well. Thése-secand—level cutcomea might
include decrements Iin organizational commitment, satlisfaction,

motivation and Job performance and avoldance behaviour,.

Thiz model indicates that experienced job stress will
sometimes but not always, lead to organisational and
individuatlly relevant second-level cutcomes such as reduced {ob

perrormance and voluntary turnowver. This model suggests that



relationship between stress and second-level outcomes will depend
‘HpEn  the  intensity af the stress, its duration, the number of
operative stressors and alternatives the individual sees as being

available te him or her.

Stress Audit:

When an organisstion decides to have a scientifie pesp into
the mental-cum-physical health status of 1ts backbone group

(exequtives) we call 1t a2 *Stress Audit'. Stress Audit refers to

the attempt organisations make to study, explore, and control the
various +types of stresses which the individual executives

experience by virtue of thelr organisational membership.

In setting up &a stress audit in an organisstion, a
distinction can be made.among three categories ot variables:
causal]l stress variables (the stressors), mediating;variables (the
effect of personsality, culture and contemporary non-work
environment) and end result variables (the stress reactions).

The data needed for the stress audit can be collected with the

aid of questionnaires. clinical diagnostic 1interviews and |if
possible, physicsxl examination. AFigure i1, hbhelow, glves an
overview of stressors., mediating variahles and stress reactign

patterng) (kKets de Vries: 1879).



Fig.

ORGANISATIONAL FACTORS CONTRIBUTING TO STRESS

Stressors

Stress Reaction

Crganisational Design Variables

Physical work environment
(Noise, heat or cold., long
working hours. hazardouz job
conditions, shift work,
repetitive workl.,

Incentive System,

Technology.

Role Pressures (role conflict,
role ambiguity).

Work overload (qualitative,
quantitative).

Boundary activities.

Interpersonal Variables

Leadership style,

Absence of group cohesion
Lack of participation
Rezaponsibility for peocple

Career Variables

Occupational level, Entry,
Mid Career. Retirement,
Demotion, Stagnation,
Sequence, Obsolescence.

Ilndividual

Cardiovascular Reactions (i.e.
high blood pressure, hyperten-

gsion, elevated serum chole-
sterol rapld heart beat,

coronaries).

(1.e. ulcer, colitis).
Allergy-Respiratory Reactions
(1.e. asthma, skin disorders).
Oral Reaction (i.e. alcohollsm,
obesity, pill popping,
exceassive, coffee drinking).
Emotional Distress Resctians
(i.e. depression, suiclide,
agitation, insomnia, 3iob
tension)

Low self-Esteem. |

Low Trust.

Organigsational -

v

Low Job Satisfaction, Job
Tension, Turnover, Absenteeism,.
Strikes, Accident Proneness,
Output Problems (Quality and
Quantity).

Personality Effect
Socio-Cul tural
Non-Work Environmental

Effect

Effect

Source: Kets de Vries (1979)




.Organisational Stressors:

Organisational membership i a dominant source of 3tress.
The concept of organisational stress first evolved in the classic
work of Kahn et sl (1964). They were the earliest to draw
attention to organisational stress in general and role stress {n
particular.

Pareek (1983) éioneered work on role stress by ldentifying
as many as ten different types of corganicational role stresses.

They are described briefly here:

1. Inter-role Distance Stress (IRD)Y is experienced when there
is a contflict between organisational and non-organisational
roles. For example, the role of an executive versus the role

of a husband. 1 .

M

. Rale Stagnation (RS): This kind of stress s tpe.result of
gap between demand ta ocutgrow his previocus role “énd to
occupy the new role effectively. It i the teeling of being
stuck ip the same role. Such a type of stress results 1into

perception that there 12 no opportunity for one’s career

progression.

3. Role Expectation Conflict (REC): This type o0° stress 1is
generated by different expectations by difterent significant
peraong about the 3same role: and the role occupant |is

ambilvalent as to whom to please.

4. Role Erosion (RE): This type of role stress is the function

of the rale occupants feeling that some functions which



should properly be belonging to his role are transferred
to/or performed by some other role. This can also happen
when the functions are performed by the role occupant but

the credi{t for them goes to some one  else.

Role Overload (RO): When the role occupant feels that there
are too many expectations from the significant reoles in this
role set, he experlences role overload. There are two
aspecte of this stress, guantitative and qualitative. The
former refers to having too much to do, while latter refers

to too difficult.

Role Isclatlon (RI)Y: This type of role stress refers to
psychological distance between the cccupant’s role and other .
roles in the same role set. It is alsco degined as role
distance which is different from inter-role diqtaﬂge. in the
sense that IRD refers to the distance among variou; roles
ocecupied by the same 1Indlividual, role isolation is
characterised by the feelings that others do not reach out

easily, indicative of the absence of =strong linkages of

one's role with other roles.

Personal Inadequacy (Pl): This type of stress arises when
the role occupant feels that he does not have the necessary
skills and training for affectively performing the functions
expected from his role. This is found to happen when the
organisstions do not impart periocdic training to enable the
employees to cope with the fast crtanges both within and

outside the organlsation.

~J
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Selt-role Distance (SRD): Wheri the role person occuples
goes against his self-concept, then he feels self-role
distance type of stress. This is essentially a conflict

arising out of mismatch between the person and his job.

Role Ambigulity (RA): It refers to the lack of clarity about
the expectations of role which may arise out of lack of
information or understanding. It may exist in relation to
activities, regsponsibilities, persona)l styles, and norms and

may operate at three stages.

a) When the role sender holds his expectations about the
role
b) When he gends {it, and

c) Wien the occupant recelves those expectatignsy _

Resource Inadequacy (RIn): This type of stress s
evident when the role occupant feels that he is not
provided with adequate resources for performing the

functions expected from his role.



Fig 2+ Coping Btrategies for Role Stresses

Role Stresses Dystfunctional Funeational
Strategies Strategles
1. Selt-role diatance Role rejection, self Role Iintegration

relection

2. . Interrole distance Role partition, role Role negotiation
elimination

3. Role stagnation Role fixation Role transition

4, ole 1solation Role boundness Role linkage

€. Role ambigulty Role prescription Role clariftication

6. Role expectation Role taking kole making
contlict

7. Role overload Role reduction Role 2limming

8. Role erosian Role visibllity : Role development/

enrichment

9. Resource inadegquacy Role atrophy Resource gener&tion'

-

10. FPersonal inadeguacy Role shrinkage Rote lfnkage
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Source: Pestonjee (1988).

Organisations have for almost & century now pald due
attention to maintenance. creation and updating of technology. We
are only gradually emerging from the stage where machines are
better cared for than men. A stage has now been reached when the
significance of human resource has been recognised for productive
and healthy functloning of the organisation. The care for health
of the {individual executive is certainly one of the basic sgelf-
imposed requirements of all progressive and forward looking

organisations.



Interpersonal varlables such as leadership styles, group

cohesion and participation can be measured by varioug methods
such &s& interviews, gqguestionnaires etc. but only if the data
gathered from the management group under study shows that [t 1=

relevant.

Similarly stresges experienced by an individual at. entry
level {in an organisation, mid-career and retirement can be
dlscovesred by streas sudit and steps taken accordingly to
eliminate the stress cr reduce it. Employees under stress should
be provided with psychological support by their superiors to cope
with strese and improve upon their job performance. Employees
could be rotated cut of potentially stressing positions and not
allowed to overwork even on critical isgues. Thﬁ employees
should be encouraged to express their views freely and attempt
ghould be made of letting them know that thelr cantributﬁgps sre
significant. Training programmes should be organised ‘for
awareness . oY ways and modes of overcomlng stress and alsoc for
updating knowledge and skills of the employees +to face the

challenges brought about by the fast changing technological

milieu (Dhar, 1891).

Stress Audit as a Special Manifestation af HRD

Human Resource Development (HRD), a phrase that has come
into 'gr-atEf currency during this past decade, repregsents 2 new
world-view which takes & positive view of people snd their
potentis! =and tries to foster a climate conducive to growtr and

development.

10



HRD s one of the several organisational processes evolved
to cope with the changing environment and to maintain the
organlsation at tts effective best. The focus 1z aon ‘development'
rather than on ‘control’. HRD is a p;ocess by which the
employees of an organisation are helped In & continuous and
planned way: (1) to acquire or sharpen capabillities requiied to
perform various functiocns assoclated with their present or
expected future roles (2) to develop thelr general capabilities
as iIndividuals and discover and exploit their own inner potential
for thelr own and/or organisational development purposes; (3) to
develop an organisational culture {n which superior-subordinate
relationships, team work, and collaboration among sub-units are

gtrong and contribute to the professional well-Eeing.’ motivation

and pride of employees (Rao., 1887).

Contemporary writings on HRD and HRM focus maintly cn> the
role of Individuals in organisations while the individual
employee at a more intensely personal level has generally been
overlooked, The realisation is slowly emerging that care and
concern for the health of the individual executive is one of the
basic requirements. It hag been seen that many ailments fraom
which executives suffer are not purely physiological but could
also be psychological or psychosomatic in nature. Their roots
may be In mental anxleties and stress=zc generated by the

happenings in organisations (Pestonjee and Munchesji, 1801).

11



lronically, some of the HRD Proceszes themselves may be
contributing to health related problems. Today's executive s
often subjected te mental tensions, anxieties, stress,

depression, frustrations and so on.

A mention must be made of certain key organisationgl igasues
which relate to health and how the HRD systems c¢can help 1in

redeceming the ssame.

Performance Appraisal: {s one of the most {mportant sources of

stress in organisations. Belng evaluated by superiors 13 a

highly stressful experience for many persons.

Career Paths: 13 another HRD variable which 48 linked to stress.

L4

A2 individuals move through various gstageszs of their careers. they
are alsoc moving from one stage of life to ancther. The seguence

of occupations and Jobs that individuals hold during‘ their

working life constitutes thelr careers.

Crucial points in career planning occur at key times during
the individual’s Iife for example at about age thirty, during the
early forties, and again in the late fifties. Each career stage

18 characterised by different i=zsues and problems.

The twenties are s time of getting started and choosing a
career, by the thirties one gets & fairlvy clesar 1dea about
talents and abilities, These self-perceptions come to gulde and
stablise a person's career, as they sttempt to choose Jobs and

goals that are consiztent with their basic characteristics.



As one nears forty, one discaovers that he has reached a
career plateau, besides there 1lg also competition from the horde
of ambitious, energetic and better trained (technically) younger

lot.

Again in the late fifttes new setg of problema arise. This
ie the stage when individuval has to come to terms with the fact
that his power and influence within the organisation is beginning
to wane. The most i{mportant issuve 1s comlng to terms with his

own retirement.

HRD systems and processes 2hould help reduce these =stresses,
HRD departments should establieh ‘careser management programmes’
to help emplaoayees cope with such problems and plan effectively

for the development of thelr careers.

Fut™mest

+ v

These programmes vary greatly in scope snd conten
ot them involve efforts to (1) help emplovess assaess thelir own
career strengths (2) set priorities and specific career goals,
(3) provide Information on various career paths and alternatives
within the organisation, and (4) ofter employees yearly reviews
of theilr progress towards these goals by managers. In addition,
apeclal workshops and technical training opportunities are often

part of such programmes.

Certain OD interventions such =3 Jjob enrichment, 1ob design. role
efticascy workshops/labs ete. could also be used to recuce satresses

experienced by individuals in organisations.

13



Pareek has guggested the use of role efficacy lab, in addition to
role efficacy instruments to gather inltial diagnostie datai thig is
followed by concept sgessions which helps themr to work on  thelr
dlagnosis and action planning and in ralsing conceptual iszsues. After

the role efficacy lab, follow up and reinforcement may be planned.

The process of job enrichment is the process of ~providing

valuable things to a person (those which a particular person thinks

are valuable to him). Job enrichment helps 1in improving the
motivationsal level amongst employsses and contributes to thelr
development, it &also helps in reducing stress, In mid-tifties the
concept of job design was proposed. Job design was 1implemented

through the following three activities: speci{ying the content of
individual taski specifyling the method of péfformfng each task,
including the machinery and tools used and any special teehniques: and

combining individual tzsk Iinto specific jobs.

These 0D interventions could help reduce organisstional stresses

and improve work performance and lead to job satisfaction,

Management of Stresg:

Each iIndividuasl needs a moderate amount of sStress to be
alert and capable of functiaoning. Given that, presence of more
or leas stress s inevitable, many researchers scught te find as
to what could be done to counteract stress so as to prevent {ts
negative consequences. Some researchers closely 1ink ‘stress’
and ‘coping'. Stress arises only when pecople find ocut that they

eatnot cope adequately with & diffcult situstion.



Normally coping 118 defined as an &adaptive resaponse to
streast a reaponszse {ntended to eliminate, ameliorate or change
the atregs producing factors, or {intended toc maditfy the
individual'zs reaction to stressful situation Iin & beneficial way.

(Newman and Beehr, 1879).

An individual who thinks about foarthcoming events and the
potential stressors that may arise is seemingly tn a hetter
pogition to make adaptive response than the individual who rushes
blindly from one event to the next. CGrie should think
realistically about mid-life changes In advance and prepare for
them. Indifviduals should expose themselves to new skills and
1deas, engage In exploratory behaviour, and develop flexibility

~

and self-motivation (Dhar 1991).

To overcome stresses, efforts may be regquired from the

crganisation as alsa the 1ndivfdusl (FPestonjee, D.M., 1987).m

Whet an organisation can do?

What oan an organisstion do to alleviate s&trese? Some

proactive interventions are listed below:

* Undertake a stress audit (already discussed)
* Use scientific inputs

* Check with the company doctor

» Spread the message.



Use Scientific Inputs:

Digperse {information on how to face stressors 1in the
organisation and outside. PFeople derive immense benefitg fraom
knowtng something about the fundamentals of the stress response,

dietetics exercises and meditation.

Check with the Company Doctor:

What c¢can he do to help the employvees cope with the
identified stress? Several progressive public as well as private
prganisations depute their chief medical officers or consultants
to attend stres=s management proagrammes. They have acted &2 a
valuable regource to fellow participants and, to their

organlsations.

Spread the Message:

The importance of regular habits orf worlk, leisure, proper
diet, exerclee and mental peace should be emphasised.

-

What Eﬂ_lndividual Can Dot

When Individuals experience stress. they adopt ways of
dealing with {t. An individual cannot remain in a continual
gtate of tension., so even if a dellberate znd conscious strategy

i{s not utilised to deal with stress, some strategy 1s adopted.

1]

Pareelk hasg suggested "approachY and "avoidance® strategic

oy

Generally effective coping strategles are Yapproach™
strategies, to confront the problem of gtress as a Lhallenge,

and to  increase capability of dealing with 1t. Ineffecttive



strategles are “escape" or avoidance gtrategles, to reduce the
feeling of stress, for example, by denying the reality of stress

or through use of alcohol, drugs or other escapist behaviour.

Research has shown that soclal and emotional support
available to the person helps him or her to effectively cope with
stress. Pergons maintaining close inter-personal relattonship
with friends and the family are able to wuse more appropriate

strateglies.

Social support {includes both material support (providing
resources), and emotional support (listening to the person and
encouraging him/her). Approach or effective ftrategies of coping
include efforts to increase physical and ment;] pre%aredness of
coping (through physical exercises, yogsa and meditation, diet
management, crestive diversions for emctional enrichm;nt ‘(music,

art, theatre etc.), strategies of dealing with the basic problems

causing stress, and collaborative work to solve such problems.

The various coplng strateglies or styles used in role stress
have been studied, and the findings show that approach styles
have satrong relationship with internality, optimism, role
efficacy, Job satisfaction, and effective role behaviour in

organisations.

Effective management of s8tress involves directing stress for
productive purposes, preparing role occupants to understand the

nature of stresz, helping role occupants to understand thelir

17



gtrengtha and wuvusual styles., and equlp them to develop approach

atrategies of coping with stress (Pestoniee, 1889).

Gmelch (1982) guggestzs the following filve strateglies to

™

overcome stress affliction,

¥ ‘Take 2 hard look at yourselt’: Determine where stresses
originate Iin vyour life. Criticaily examine vyour own

contribution to stresses experienced by others around you,

be they in the organisation or outside 1{t.

* ‘Stay alert’: Do things., other than your job, which give you
a gense of meaning and satisfaction.

» ‘Take risks': Growth and productivity ;ésult from taking
moderate risks In various types of activities.

» ‘Avoid isolatien': Withdrawing from others can flead to
izolation and depression. Keep the channels of
communication cpen with colleagues, friends and the family.

» ‘Streteh tor succesds’: Stretching for success keeps you on
your toes. Make an effort with hope to =2chieve your goals.
Efforts and desire to overcome the obstacle are essential to’
tide over Rust Qut Stress Syndrome.

* ‘Overcome obsolescence’: Update your knowledge and skill to

tace the challenge brought about by the changing

technological environment.

Besides the sbove mentioned strstegles to overcome stress,

all individuals possess stress safety valves. A few safety

valves are suggested below.



Changing Gears: Changing gears i{nvalves shifting ‘from' wark
‘to? something else. In order to change gears, one hs-: to try
activities that capture his/her interest. Pesychologiats call
such pursuits ‘intrinsiec motivatorsg'. They glive one a feellng of
well-being. Changing gears not only removes one's attention from
pressures of work, {t helps drain off the pent-up tensions. The
pursuit of almost any non-work project or haobby can reduce

stress.

Cutback on Excessive Hours: For many people burnout and overtime

go hand on hand,. It {8 generally seen that the more hours you

work the more likely you are to burnout.

~

Job burncut cycle keeps some people glﬁéd to thelr jobs

through tnefficlency. BSome kind of work stress starts the ocycle

S

of energy consumption and consequent fatigue, Then they loose

their efticliency at work and have to stay late more &snd more

frequently to finish up,. But thiz overtime only speeds up the
process, for it adds an additional work stress. urten as the

burnout wvictims fallsg further behind he or she can |loose self-
confidence and work even harder and longer to make up for the

sense of inadequacy.

Exerclisge: Because burnout almost always comes from excessive
mentsi and emotional streas, physical! excercise offers one of the
best safety valves. Exerclse work 3= a stress 1noculation
according to Dr. George Willliams (Director of the Institute of

Health Research., San Fransisco), not only relleving the pressure



at the end of a hectic day. but making it possible for you ¢to

deal more effectively with gstress the next day.

Exercise does not have to be strenuacus ar competitive.
Walking offers many benefits and can put one 1into excellent

cardlovascular condition, as well as reduce stress.

Pamper yourself: Most of us know how to pamper other people when

they experience a life erisiz. We gend flowers to a friend In
the hosplitatl, Such special attentlion helps people cope with

stress. Pampering yourself can have the same effect.

There are many ways to pamper oneself. The harassed
zsgembly l{ine worker might plan a serieh\ of mini-vacations
instead of taking all two weeks in a single block of time. The
housewife might arrange & trip to visit an old friend &r_plan an

svening out - without the kids. The key object 1In pampering

oneself 15 to break the routine.

Get involved: A boring lob can lead to burrniout as easily as a

challenging one with too much pressure. If an individual'’s work
does - not use his skills, if 1t leaves him thinkling that even a

chimp could do this, then one may need to get involved.

Warm up slowly: DOne can often get control of a tense, pregssured

work day 1f-one changes the way its begins, the bacskethall player
warms up before the buzzer sounds toc start the game. If an
individual’s day begins with a sudden rush of activity or a mad
scramble on same crowded subway i1t will add to his stress. The

moset Important two - hour period in one’s dav is prior to

20



gtart{ng work. During that period one should set the tone for
the day. The 1ittle things one does‘in the morning prepares him

for the tensions he encounters during the day.

Release pressureg on the job: The people who burnout are often

the best workers. They take thelr jobs sericusly, work faster
and harder than others and never shirnk responsibiliiy. This
very commitment makes them more susceptible to work stress. The
pressures build up and they do not find it easy to open the

safety valves, gootf oft, or escape for a few minutes.

One of the best ways of releasing the pressure on the job {=

to rearrange ane'’s schedule. Orie way to dewl with strese is to
confront difficult tasks when one is fresh. When one is tired,
the pressure can hit harder. ' . ..

ues: The stress response goes

Tt

Practice Relaxstion Technt:

(o)

through four pfocesses: mobilisation, increase in energy
cﬁnsumﬁtion. muscular &action involved in fight or flight, and
~then a return to eguilibrium. One can aid the process by
learning to switch off the stress response and switch on the

relaxation response.

Advantages or uses of Stress Audit:

Stress audit can be used as an organisational development
(0D) teechnique. It provides very valuable insights into the
functioning of vericus units and departmentgs; thelr policies,
practices and climates. These data can then be utilised tcr

planning other OD lnterventions. 1t has been found that & stress

21



audit, even on a8 limited scale, {n several organisationz make the

people receptive to other OD interventions and people tend to be

receptive to changes.

.

Besidea, the stress audlt being ‘person based' intervention,
people tend to look at {t as a demonstrated concern which

organisations have‘for the individual executive.

Sharing the stressea in an open-feedback seszlion has the
added advantage of making everybody reallise that 1t 1= not
uncommon to have stresses and also given the same organicsational
environment people show diversity In reactions. both functional
and dysfunctional. Besides these, structuraff\lmbalﬁnces within

the arganisation are revealed and can be rectified.

> -

Conflicts &and flashpoints alsoc come to the fore makiﬁé it

easler for the management to dez! with them.

Stress Audit also helps in exposing the unproductive
practices which may be golng on I{n the organisatien and should be
checked. [t also helps In identification of problem executives

and also executives with problems.

I\
]
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