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How to tackle work-related stress

A guida for employers on making the Menagament Standaris work
Introduction IXC® i
Going to work is generally good for us, but only if our health, safety and | - 55|217< = & 13— fMIc kL= 5 <‘: STRWIZ ETI N, ZHIUIFA=H O
welfare are protected. Preventing ill health because of work-related stress is | f_ ﬂ/}i R OGN SN TV AEASICIR O E T, EEEEO A L AL
part of creating a good working environment for your employees. HEFARBEBGC 2 Lt ,@ggﬁﬁ%g; Lo T XTI ES LD

<.

What is stress and why do we need to tackle it?

People get confused about the difference between pressure and stress. We all
experience pressure regularly — it can motivate us to perform at our best. It is
when we experience too much pressure and feel unable to cope that stress can
result.

The Health and Safety Executive (HSE) estimates the costs to society of work-
related stress to be around £4 billion each year, while 13.5 million working

A RV R LI TH, BRERVHETAERHDDHN?

Ty —EARLVALEDEBENIOWNWT, AXIFEELTWET, Ly
YL DN EHMICRRTA2LOTHY . TR BICHKED/NT 3 —=
VAR THETRN—varhE 52T NET, ARLVARELLZDIE,
Loy vy —NRETETCHULTERWE K UL & T,

24T (HSE) 1%, fF(BED A ML ARHEICE 2 5 2 A MIEEL 40
%T/b\mmmwﬁ IZA R L AIZX D 1,350 F55@ H kbl L HEE LT




days were lost to stress in 2007/08. By taking action to reduce the problem,
you can help create a more productive, healthy workforce and save money.
Many organisations have reported improvements in productivity, retention of
staff and a reduction in sickness absence after tackling work-related stress.

As an employer, you are also required by law to assess the risk of stress-
related ill health arising from work activities and take action to control that
risk.
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What help is available?

HSE has designed the Management Standards approach to help employers
manage the causes of work-related stress. It is based on the familiar ‘Five
steps to risk assessment’ model, requiring management and staff to work
together. The Standards refer to six areas of work that can lead to stress if
not properly managed. They are reproduced in full at the end of this leaflet,
or you can look at HSE’s stress website: www.hse.gov.uk/stress.

This leaflet will help you tackle work-related stress using the Management
Standards. It takes you through the process step by step and offers practical
‘What works at work? advice based on case studies and discussions with
managers. It emphasises the importance of an effective line manager and the
behaviours needed to successfully manage the causes of stress at work.

This leaflet has been produced by HSE and the International Stress
Management AssociationUX and is backed by Acas, CIPD, LGE and the TUC.
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‘ What is the Management Standards approach?
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The Management Standards approach requires managers, employees and
their representatives to work together to improve certain areas of work,
described in the Standards, which will have a positive effect on employee well-
being. Under each area there are ‘states to be achieved’, which organisations
should work towards. The approach is aimed at the organisation rather than
individuals, so that a larger number of employees can benefit from any actions

taken.
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Figure 1 The Management Standards approach

1 Identify the stress
risk factors:
Understand the
Management
Standards

2 Decide who might
be harmed and how:
Gather data

5 Monitor
and review:
Monitor and review

action plan/s
and assess
effectiveness

3 Evaluate
the risks:
Explore problems and
findings:

develop solutions
Develop and implement
action plan/s
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3 Evaluate the risks: Explore problems and develop solutions
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4 Record your findings: Develop and implement action plan/s
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5 Monitor and review: Monitor and review effectiveness action plan/s and
Assess effectiveness
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Before you start: Prepare the organisation
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Before you introduce the Management Standards approach, remember to plan
ahead and prepare the organisation.

Start by thinking about securing the commitment of senior managers, line
managers and employees. It is also good practice to set up a project or steering
group to oversee the work.

This group will typically include senior and line managers; health and safety
managers; trade union health and safety representatives or employee
representatives; human resources and occupational health representatives.
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What works at work? Securing senior management commitment

The senior management team should be briefed so that they understand the
rationale and business case for stress management, as well as their legal
duties. Successful programmes depend on commitment from senior managers.
This might be demonstrated by, for example, a director being the project
sponsor, visible support from the boardroom, or senior managers attending
stress management training.

The Board acknowledging stress and mental health problems was an
Important step and created the framework for success.” Clive Harker,
Occupational Physician, United Biscuits

Support for staff
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Before the Management Standards approach is introduced, you need to make
arrangements to support your staff. This may be support for line managers
wanting more information about the Management Standards process, or
employees wanting help to complete surveys. The steering/project group may
be able to provide such support.
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Step 1 Identify the risks

Understand the Management Standards

There are six areas of work that can have a negative impact on employee
health if not properly managed. These are outlined in the Management
Standards, along with descriptions of good practice.

The Management Standards approach and how it applies in your workplace
should be explained so that everyone understands it. Some organisations have
incorporated or made reference to the Standards in their stress policy
documents. This can help explain the reasons for using the approach and can
define the roles and responsibilities of those involved in making the policy
work.
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The six Management Standards cover:

Demands—includes workload, work patterns and the work environment.
Control — how much say a person has in the way they do their work.
Support—includes the encouragement, sponsorship and resources provided

by the organisation, line management and colleagues.

Role—whether people understand their role within the organisation and
whether the organisation ensures that they do not have conflicting roles.
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Change — how organisational change (large or small) is managed and
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communicated in the organisation. WA D,

Relationships— promoting positive working to avoid conflict and dealing with ARSI AR . R A MTENC ST 2 7010 . B X AR A
unacceptable behaviour. e

What works at work? YEZETIXTRELN?

‘All managers in the directorate received a stress policy briefing, which they
communicated to their staff, This informed managers of their role in
implementing the stress policy and the intention to conduct a stress audit.’
Birmingham City Council
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Step 2 Decide who might be harmed and how
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Gather data

You probably already have a lot of data that can be used to identify areas of
good and poor practice. Try not to rely on one set of data as this might not
provide an accurate picture of your organisation. It is better to use a number
of sources and look for relationships within the data to get a more accurate
view of the current state of your organisation.

Annual staff surveys and/or the HSE Management Standards Indicator Tool
(a questionnaire available on the HSE stress website: www.hse.gov.uk/stress)
can be used to gather the views of employees. These can be used as a source
of data, but should not be the only data used to assess those at risk.

The analysis of your data helps you to understand your organisation’s current
situation. If you have used the HSE Indicator Tool, then you can start to
evaluate your data with the freely available analysis tool on the HSE stress
website. This can be used as a starting point, working with employees to
improve health, well-being and performance.
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Typical data available includes:

M Surveys

B Sickness absence data

B Staff turnover rates

B Exit interviews

B Number of referrals to occupational health
B Information from existing staff forums
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What works at work?

Communication is crucial

If staff do not understand why a survey is being done or are sceptical about
its motives, they may not return questionnaires. A good return is essential to
get a representative sample of the organisation. Initial communication is very
important. Where there are trade union and employee representatives, they
can help communicate with staff. Ways of improving response rates include
delivering questionnaires with pay slips to ensure all staff get a copy and
setting time aside for completion of surveys.

Existing data

Organisations with existing data tend to use this as a way to monitor progress
and effectiveness. The data can then be used to strengthen arguments for
activity and future initiatives.
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Step 3 Evaluate the risks

27973 VR ZEET A

Explore problems and develop solutions

Use the results from Step 2, along with the Management Standards, to help
you decide what to do in this step. Identify hot spots and priority areas.
Check the results of the analysis with your employees. Then work with them
to determine how to address the gap between current performance and the
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‘states to be achieved’ within the Management Standards.

Make sure you involve employees and their representatives in discussions as
they are often the ones closest to the issues and best placed to suggest
improvements. A good way to consult is through focus groups — the number of
groups will depend on things like the size and structure of the organisation,
available resources and, most importantly, the results of your data analysis
from Step 2.

The outcomes of the focus group discussions should be a set of suggested
actions aimed at addressing specific issues. If you have used multiple focus
groups then it is normally the role of the project team or steering group to
collect and prioritise the suggested actions.
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Example Standard: Demands
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Demands covers issues like workload, work patterns and the work
envronment.

The Standard here is that employees indicate that they are able to cope with
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What works at work? YESETIHTRE LM 2

“Those who attended the focus groups said it was good to have a chance to
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talk about this aspect of their working lives and some said they found it
cathartic .

The focus groups aso proved useful in giving practical suggestons for making
simple organsational improvements.’
Gwent Health Care NHS Trust
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Step 4 Record your findings
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Develop and implement action plans

It is often the case that the actions from Step 3 are aimed at different levels
of the organisation such as team, department, or division and will deliver in
different timescales (short, medium or long). So, when compiling your action
plan, consider how you intend to evaluate each action and how you will know
whether it has been successful. Ask yourself: How will we know if this is
working and what measures can we use?

When complete the action plan should be communicated to employees. Some
examples of popular actions are:
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m Giving specific groups of employees more control over aspects of their work. | B FrEDHREMNE 7L —1Txf L, fFERAZ LV a0 hr—LT&EL L HIT
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What works at work? VEZE T FR D ?

Test decisions and policies on pilot groups
This will help you avoid the common problem that decisions made in theory
can be difficult to put into practice. Also, different departments may have
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different problems and these need to be taken into account.

Split action plans into the six Management Standards areas

This can help you link actions back to the process, addressing ‘states to be
achieved’. Ensuring ‘quick-wins’ is also a popular option, so staff can see action
is being taken.

Action plans were developed into key themes for action around the six HSFE

stress risk factor categories. A leaflet outlining the results of the stress audit
and focus groups was distributed to all staff and an article written for the

in-house magazine.’

Birmingham City Council
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Step 5 Monitor and review

AT 75 BEREOREL

Monitor the actions in your plan to ensure they are having the desired effect
in the appropriate timescale.

At this stage reflect on what you have found out. In particular, consider what
the types of activities you have put in your action plan can tell you about the
underlying issues in your organisation.

Think about what you can do in the future to prevent the problems identified
happening again so you are able to deal with them in a proactive rather than
reactive way. Explain to managers that good stress management is not about
a survey, but is an ongoing process of continuous improvement.

Remember, as with all risk assessments, record what you have done. As part
of your monitoring process, you may be required to repeat the Management
Standards approach again.
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The essential role of the line manager
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Line managers play a vital role in identifying and managing stress within the
organisation. They are likely to see the problems which cause stress first hand

T4 EHR (EBLER) X, N oA ML AERBEL, BT S ECTEHE
kB RIZLET, T4~V —id. AL ADFIK & 7 D R E % BB
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and will often be the first point of contact when an individual is feeling
stressed. It is essential that they have the skills and behaviours to be able to
manage these situations.

HSE has worked with the Chartered Institute of Personnel and Development
(CIPD) and Investors in People (IiP) to commission research into the
behaviours needed for an effective manager. If you have line manager
responsibilities, visit HSE’s stress website to try out a self-assessment survey
and see if you have what it takes to manage stress at work:
www.hse.gov.uk/stress/mcit.htm.

You can also visit the CIPD website for the full Line Manager Competency
report: www.cipd.co.uk/guides.

BT A REMERAE <. HMANA NLAZRE U TV & X ICROICEMMT 52
MZRDZENILSHVET, ZOXIRRNEZEHRTE HHEBELITEIZH 2
TWDH I EMARAIRTT,

HSE /%, Chartered Institute of Personnel and Development (CIPD) (§EF{#
NHBEJIBHFEMFFERT) O Investors in People (IiP : fifl NGE JJ#&&EHERS) &S
L/“C\ R E B (LB TENC T 2 EE R LE L, 74 U
BZ2HEY L TWD AL, HSE OX MLV RAICET 57 =7 %A b
(www.hse.gov.uk/stress/mcit.htm ) THGFMT > 47— MIHkER L. 1E3E
FDOA NV AEHIZNEREERH LN E I D EHR L THEL L I,

F72. CIPD O =7 %A FTlE, A4 VEHBSIGLR—FOELERD Z
M TEEYT, www.cipd.co.uk/guides

The Management Standards \ B

Demands BEREIH

Includes issues like workload, work patterns, and the work | fFE&, {EEAF -V RMEEREOMEZ S,
environment.

The Standard is that:

I TOLEY Lo TND ¢

» employees indicate that they are able to cope with the demands of their jobs; | B #JEHF AL FOTRITKHLTE 2 L HIZEL TV D,

and B EAANRBRESICHINT D100 AT AN T L IZBiFES AT\ D, ]
m systems are in place locally to respond to any individual concerns. What A& / RN EOREE

should be happening/States to be achieved: B OHENT. AESNIEERREICEI LT, SEHAFIEY ) oERR AT RE B
m the organisation provides employees with adequate and achievable demands KA LT 1, Vo

in relation to the agreed hours of work; B A xOEREL 7'375>Hﬁk % L OBRITES LTV ¢

[ people’s Skﬂ‘IS and abilitigs are matched .tg jche job demands; B O PN TR ST D

m jobs are de’s1gned to be within jche capab111.t1es of employees; and n T’E%fﬁiﬁliﬁéﬁ‘é%&)ﬁﬁﬁﬁ@%ﬁ “RHL LT é

m employees’ concerns about their work environment are addressed.

Control EEEE

How much say the person has in the way they do their work.

14




The Standard is that:

m employees indicate that they are able to have a say about the way they do
their work; and

m systems are in place locally to respond to any individual concerns. What
should be happening/States to be achieved:

m where possible, employees have control over their pace of work;
m employees are encouraged to use their skills and initiative to do their work;

m where possible, employees are encouraged to develop new skills to help them
undertake new and challenging pieces of work;

m the organisation encourages employees to develop their skills;

m employees have a say over when breaks can be taken; and

m employees are consulted over their work patterns.

EETGEZ OV TEARENTLETRE TE 50%

HY¥EILI TR T
B WEAFIT. AOOFEEFEICOWVWTRS TELEEELTWAS,

B AANRBRAICKHET AT 00 AT AWM T L I2EE S TWD, i
g _RE DT R ERRE
B AETHNE. WEMEDPADOIEX—REZa fr—/LTX5

B WERAESBSOERE AREETE L TEEZITY LOBEBIh Ty
D

B OHRETHhIVUE. WEAFIIH LWHEEEFICOT S X BRI, iy
WEE 7RIV T Z LN TE D

B IR A ORI E SR LT

B YR AE AR A RE TE D,

B WEAEICIERE AT — ORI T D,

Support
Includes the encouragement, sponsorship and resources provided by the
organisation, line management and colleagues.

The Standard is that:

B employees indicate that they receive adequate information and support
from their colleagues and superiors; and

B systems are in place locally to respond to any individual concerns.

What should be happening/States to be achieved:

m the organisation has policies and procedures to adequately support
employees;

m systems are in place to enable and encourage managers to support their
staff;

m systems are in place to enable and encourage employees to support their
colleagues;

&
Mk, 71 CEEEROCRESREET 286, BEROERZ &,

FEMEFTLITO LB TY
B PR FESEEN Lo a ke HEREZGETVD EEEL T
%

B HAABNRBRAICKHET AT OO0 AT ARBHICEE STV 5,
il % _RE D FERT REIRE

FERR I, R B 2N SR T 272D 0 SEt & FIERH D
BN T2 R TE D L) RMEHAR B D

B A AR A SR TE L L9 AR H 5

WREHAEIL, EOLIRIENRHY, WO, EFOLDIZFIHTE 2% A
STW5D




m employees know what support is available and how and when to accessit; | B #EMAE L. EHEE2ZITTH-0OCNER Y VY —AERHAT 25 HikEm-
m employees know how to access the required resources to do their job; and TW5 ; ZLT
m employees receive regular and constructive feedback. B EREILENICERMNE T — Ry T 2T 5,
Relationships
Includes promoting positive working to avoid conflict and dealing with
unacceptable behaviour.
The Standard is that: HEFZU T LB T3 .
M employees indicate that they are not subjected to unacceptable behaviours, | m  #EAFIT. FETPICO U DR EORBCX/2VMTAESZ T TR EE
eg bullying at work; and BLTWD,
M systems are in place locally to respond to any individual concerns. B AR ASICKIS T AT D AT ARHE T L 1D STV D,
What should be happening/States to be achieved: D REE SRR X R
M the organisation promotes positive behaviours at work to avoid conflict and BN, BB AT L. AL S SRR BT 010, (E¥IT 5 5 R
ensure fairness; P, ] ' - ' o
B employees share information relevant to their work; ﬁ? %ﬁ@ﬂﬁ\é T ams e
M the organisation has agreed policies and procedures to prevent or resolve - ?EZ)EH%%#L’E%KE@@?‘ é‘rﬁ AEIATS . .

C BRI, AR TERVTENZBL IR E 73BT 2 72D D T8 & FIAR A
unacceptable behaviour; BTN -
B systems are in place to enable and encourage managers to deal with . ;@%753‘ o S AR CX Bk 5 . 7 2 A ST B L A
unacceptable behaviour; and = BT E RTINS AL T ER - -~ =<
B systems are in place to enable and encourage employees to report gbé" e . N - .
unacceptable behaviour. u %ﬁ)@ﬁﬂ%ﬁ’@ﬁ@'@ TRWVTENZRE T2 2 L 2Rl L, s % A7

N D,

Role &
Whether people understand their role within the organisation and | A& TOBH O DEABZHBE L TWANEI N, T, FOADBFE

whether the organisation ensures that the person does not have
conflicting roles.

LB 2R 0K 9 ITHERRSEE L TWAE N E 5 h,

The Standard is that:
B employees indicate that they understand their role and responsibilities;

FEHEII T B0 T .
B WEHENESOKE L EFEAZBEML CWNDH T L,
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and
B systems are in place locally to respond to any individual concerns.

What should be happening/States to be achieved:

M the organisation ensures that, as far as possible, the different requirements
it places upon employees are compatible;

B the organisation provides information to enable employees to understand
their role and responsibilities;

M the organisation ensures that, as far as possible, the requirements it places
upon employees are clear; and

B systems are in place to enable employees to raise concerns about any
uncertainties or conflicts they have in their role and responsibilities.

B FARIBRAICKHET AT DL AT ARHIR T L 1T STV 5,

il &) ERT N EIREE
B MBS HREABEICRT S ESE LB, ARERRY M TH LI LT
W5 ;

B AR, ERENE LOKRBINOELEHFECE 5 X O IIEHR A RAT
5
B OHERRE. FTREZREPR D . #YEAE ISR T B E I LTV D,

B EAEN. BLORE L BEICOVWTAHARERLTEN S 25612, &
SaERPTE L L0 RIEHIZEZ TWVWD,

Change =it

How organisational change (large or small) is managed and | &N/ GEHEOK/NEZEDLT) 28D L HICBEL . HEGNIZE
communicated in the organisation. ET AN,

The Standard is that: HHEILITFO LB T

B employees indicate that the organisation engages them frequently when
undergoing an organisational change; and
B systems are in place locally to respond to any individual concerns.

What should be happening/States to be achieved:

B the organisation provides employees with timely information to enable
them to understand the reasons for proposed changes;

M the organisation ensures adequate employee consultation on changes and
provides opportunities for employees to influence proposals;

B employees are aware of the probable impact of any changes to their jobs. If
necessary, employees are given training to support any changes in their jobs;
B employees are aware of timetables for changes; and

B employees have access to relevant support during changes.

B MR OR. WEAFEITHEMSEIHEICEALE L TWD EREL TV D,
B E ARSI T 2 72 O Ofl| EEDSHHAEIN THE S v T D,

DR N S/EVAE= 35 AN -/N |

B ORI, BESNEETOHBAHM CXL L), HEAFICH ALY —
IetEw AT 5

BT ZEICHETAWERE O s R L. WERENRER
B E 52 DS RIS

B WEAEIL. BOOBICRTAERNG 25 THA ) BEREL TV
Lo MBS U T, WEABIIMEOLET 2 XET 5= 00O E %% 1)
5 ;

B WEAEX. EEORF Y 2—LICOWTE# L TWD,

B YRR, ARPICE R EAZ TS LN TE D,
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Find out more

FEHIIZHH

Five steps to risk assessment Leaflet INDG163(rev2) HSE Books 2006 (single
copy free or priced packs of 10 ISBN 978 0 7176 6189 3)
www.hse.gov.uk/pubns/indg163.pdf

Managing the causes of work-related stress: A step-by-step approach using
the Management Standards HSG218 (Second edition) HSE Books 2007 ISBN
978 07176 6273 9

Working together to reduce stress at work: A guide for employees Leaflet
INDG424 HSE Books 2008 (single copy free or priced packs of 15 ISBN 978 0
7176 6320 0) www.hse.gov.uk/pubns/indg424.pdf

Visit HSE’s stress website: www.hse.gov.uk/stress

VAT TEARAL NDO5O5DAT 7 J—71L v k INDG163 (rev2) HSE Books
2006 (1 #p 4R} XX 10 % AV fH & ISBN 978 0 7176 6189 3)
www. hse. gov. uk/pubns/indgl63. pdf

TEEB#EA N L ADRKNZEHT 2 . EHEHIENE HSG218 # AW BT 7' e
—F (8 2 fi%) HSE Books 2007 ISBN 978 0 7176 6273 9

EEFDOA NV RAZBRST D700 0 WERFEDZODITA K (A guide
for employees ) U—7=7 L1 v [ INDG424 HSE Books 2008 (single copy free or
priced packs of 15 ISBN 978 0 7176 6320 0)
www. hse. gov. uk/pubns/indg424. pdf

HSE DA ML RAIZEET AU =7 YA |k :

www. hse. gov. uk/stress

Z DL DFR

HSE priced and free publications can be viewed online or ordered from
www.hse.gov.uk or contact HSE Books, PO Box 1999, Sudbury, Suffolk CO10
2WA Tel: 01787 881165 Fax: 01787 313995. HSE priced publications are also
available from bookshops.

For information about health and safety ring HSE’s Infoline Tel: 0845 345
0055 Fax: 0845 408 9566 Textphone: 0845 408 9577 e-mail:
hse.infoline@natbrit.com or write to HSE Information Services, Caerphilly
Business Park, Caerphilly CF83 3GG.

HSE OF B RO ML, v T A > THRIE9 52>, www. hse. gov. uk,
HSE Books, PO Box 1999, Sudbury, Suffolk CO10 2WA Tel: 01787 881165 Fax:
01787 313995 IZ{EILT H Z &N TX 5, HSE flifs D HRITEE CHIEATE
Do

LB/ T AIEHRIL, HSE DA > 7+ T A > (B : 0845 345 0055 7 7 v
7 A 10845 408 9566) IZ WA H D 0845 408 9577 e-mail:
hse. infoline@natbrit.com X {% ., HSE Information Services, Caerphilly
Business Park, Caerphilly CF83 3GG % CIZFfkA k5.

This leaflet contains notes on good practice which are not
compulsory but which you may find helpful in considering what you
need to do.

ZOMBFITIZ. BETIIRVA, METRENEEZD ETRICIE
SLBEbhs, BN-ERFECE T ERFEINLHINTVE
ER

This leaflet is available in priced packs of 10 from HSE Books, ISBN 978 0

ZDOY—7 L NI, HSE 7> 7 A (ISBN 978 0 7176 6378 1) LV 10#BAY
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7176 6378 1. Single copies are free and a web version can be found at | T B KR » W= 2 £ 5, HAIAT AT ERE T, v = 7RI
www.hse.gov.uk/pubns/indg430.pdf. www. hse. gov. uk/pubns/indg430. pdf
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advertising, endorsement or commercial purposes. First published 10/09. F4T 10/09. HHLIT HSE L BAZE LC< 72 X0,
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