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1. Introduction
The University is committed to providing a safe and healthy working environment for employees through the management of both physical and psychological hazards.

This document provides further details regarding how the “Management of Workplace Pressure” policy can be implemented by Managers (both academic and non-academic). 
2. Risk Assessment
2.1
Regulation 3 of the Management of Health & Safety at Work Regulation 1999 requires suitable and sufficient assessment of risk to health and safety to be carried out.  Risk assessment shall:-

(
Take account of all foreseeable hazards

(
Be completed to a consistent and reasonable standard

(
Relate to the actual work undertaken

(
Be regularly reviewed

(
Be adequately recorded

2.2
The HSE has identified the following key hazards for work-related stress.
Demands[1] – this includes issues such as workload, work patterns and the work environment.

Control[2] – how much say the person has in the way they do their work.
Support[3] – this includes the encouragement, sponsorship and resources provided by the organisation, line management and colleagues.
Relationships[4] – this includes promoting positive working to avoid conflict and dealing with unacceptable behaviour. 
Role[5]  – whether people understand their role within the organisation and whether the organisation ensures that they do not have conflicting roles.

Change[6]  – how organisational change (large or small) is managed and communicated in the organisation. 

2.3
You will need to decide which of the above are the most significant for your area, and identify the extent of the problem.  Sources of information may include:

· Results of University Staff survey undertaken in 2008 and 2012
· Sickness absence reports – higher or lower than similar Schools/Departments/Support Service Sections?  Do staff come in when they are unwell?  Have you had one or more cases of stress-related illness in the department?

· Staff turnover

· Productivity – higher or lower than similar departments?  Higher or lower than it used to be in your department?

· Staff opinions – which hazards do your team perceive are the most significant? 
· Performance Development Reviews (PDRs)
2.4
Evaluation and Control of Risk


For each of the hazards identified, the following 3 questions should be considered:

· What action is being taken already?

· Is this enough?

· What more needs to be done? 


Try and identify areas where you can realistically make changes within the department, and make your actions points as specific as possible.  The Policy’s Guidance for Employees has some guidance from the Health and Safety Executive's Management Standards on possible measures you could take.  Further ideas may be identified through discussion with your team.

Where appropriate, refer difficulties upwards to enable solutions to be sought at an organisational level.

If there are a lot of issues, don’t try and resolve them all at once:  identify the 2 or 3 biggest problems and focus your efforts on these.  As these factors improve, you can look at other issues.

2.5 
Documentation and Review

You should document your assessment and share it with your staff. At the end of this Guidance, there is an example risk assessment sheet which may be helpful.

You should review it annually and also if there are changes within the University or the School/Department/Support Service Section which may increase stress levels (e.g. organisational change, risk of redundancies).

3. Personal Management Style
The Health and Safety Executive states that, “line managers have a critical role in maintaining employee health and well-being and minimising the likelihood of stressful circumstances and situations arising for their staff.”

To support this, they have developed a management tool to help managers reflect on their own personal style and consider whether they have the necessary skills and behaviors to undertake this aspect of their job.  

This is available at  http://www.hse.gov.uk/stress/mcit.htm 

If, through use of this tool, you identify areas for personal development, please discuss these with your Manager or with Staff Development to see what support is available.

4. Supporting Staff with Difficulties
4.1
Recognising difficulties
Indicators in the workplace may be those which affect a group of staff or specific individuals.  These may include
· Reductions in quality and quantity of work output

· Excessive attendance, such as working long hours and at 
weekends (“presenteeism”)
· Erratic attendance

· Poor timekeeping

· Increase in accidents or dangerous occurrences

· Increase in sickness absence

· Employees coming in to work when sick

· Deterioration of workplace relationships

Personal and health symptoms experienced by individuals may include the following:-

Physical
tiredness, panic attacks, shoulder and back ache, appetite disturbance, light headedness, high blood pressure, tingling in arms and legs, insomnia, indigestion, headaches, lowered resistance to infection, skin problems
Emotional
anxiety, despair, depression, frustration, irritability, moodiness, anger, tearfulness, withdrawal, loss of interest and pleasure in life, rapid mood swings, anger and aggression

Mental
impaired perception, lowered concentration, circular thinking, reduced problem-solving skills, poor judgement, indecisiveness, reduced creativity, inaccuracy, reduced motivation.

4.2
Discussing difficulties
Where an individual identifies that work factors are causing them problems, an early discussion with the line manager (or other appropriate person) may identify possible solutions.  This discussion may usefully be structured around the key hazards identified by the local risk assessment.  
It is equally important though to continue to show empathy, compassion and provide support for employees suffering with personal life related matters (e.g. financial matters, relationship difficulties). An employee who feels supported at work is more likely to be able to deal better with their other issues, and therefore be able to return to normal performance in a shorter timescale.
An example form that can be used to facilitate and document such a discussion can be found at the end of this document. 

4.3
Referring On

It may be appropriate to also consider referring an individual for further support.  Options include – 

Human Resources - contact the appropriate HR Adviser for your School/Department/Support Service Section.  Email hr@lboro.ac.uk  or Tel: 222169 or visit http://www.lboro.ac.uk/admin/personnel/about/about.html 
Counselling Service - Counselling is a confidential service available to every University employee.  Self-referral is welcome.  

Tel: 01509 222148, ucs@lboro.ac.uk  Not a 24 hours service
Occupational Health - To assist with risk assessment, to support individuals and to liaise with Human Resources in particular cases 
Tel:  222851, occupationalhealth@lboro.ac.uk.  See also the Occupational Health website for employee and management guidance.  Not a 24 hours service
Confide – for cases involving bullying or harassment, Tel: 222168, e-mail confide@lboro.ac.uk  or visit http://www.lboro.ac.uk/admin/personnel/Confide-SourcesofHelp.html 
4.4  
Training and Support
Training courses for managers are available through staff development, addressing a variety of topics including ‘change management’, ‘managing sickness absence’ (which may be stress related), and other management development topics. Tel. 222381 or e-mail sd@lboro.ac.uk or visit www.lboro.ac.uk/service/sd/   
Staff development will also provide guidance on finding a coach or mentor to help you or a member of your staff develop skills or solve problems; and opportunities for team based development.
5. Information for Employees
Employees can, and are encouraged to, contact any of the support services listed in Section 4.3 above in confidence. The University has also designed an Employee Guidance document as an additional annex to the Management of Workplace Pressure policy and can be accessed here - http://www.lboro.ac.uk/admin/hse/occupational/stress.html
Here are some other useful sources of support and information in addition that you may wish to point your employees towards:

· Their GP

· Their relevant Union rep

· Staff and Student Wellbeing website: http://www.lboro.ac.uk/service/health-wellbeing/staff/dealing-with-pressure/ 
· Citizen's Advice www.citizensadvice.org.uk ,  08444 111 444 

· Take the "money health check" at www.moneyadviceservice.org.uk  

· For further guidance about managing pressure and stress in the workplace, go to http://www.hse.gov.uk/stress/index.htm 
· Faith and Spirituality Centre.  For help and referrals for all denominations. Brockington Building (Room B003), Tel. 01059 223741, email chaplaincy@lboro.ac.uk  or visit www.lboro.ac.uk/service/chaplaincy.  Not a 24 hours service
6. Further Information
Guidance on the Health and Safety Executive’s Management Standards for Tackling Work Related Stress can be found at http://www.hse.gov.uk/stress/standards/index.htm 

A booklet produced by ACAS includes case studies and practical guidance on resolving stress issues; it can be accessed at: http://acas.ecgroup.net/Publications/Stress.aspx 
Appendix 1:  
Possible Management Solutions to Work-related Stress Issues

(Taken from the HSE Management Standards - see

http://www.hse.gov.uk/stress/standards/pdfs/suggestions.pdf )

DEMANDS:  ARE YOU DOING ENOUGH?

How much work is there?

· Ensure there are sufficient resources to do the work allocated:

· If there are insufficient resources seek guidance from management about priorities.

· Support your staff by helping them prioritise or renegotiate deadlines.

· Cover workloads during staff absences.

· Adjust work patterns to cope with peaks (needs to be fair and agreed with employees).

· If people are under-loaded, think about giving them more responsibility, but make sure that they have been adequately trained.

· Strike a balance between ensuring that employees are interested and busy, but not under-loaded, overloaded, or confused about the job.

· Develop personal work plans to ensure staff know what their job involves.

Are staff able to do the job?

Training and Development

· Train staff so they are able to do their jobs.

· Implement personal development/training plans which require individuals to identify development/training opportunities which can then be discussed with management.

· Devise systems to keep training records up to date to ensure employees are competent and comfortable in undertaking the core functions of their job.

Communication

· Encourage staff to talk to you at an early stage if they feel as though they cannot cope.

· Develop a system to notify employees of unplanned tight deadlines and any exceptional need to work long hours.

· Talk to your team regularly about what needs to be done. This can:

· help you understand the challenges the team are currently facing and any pressures they are under;

· find ways of sharing the work sensibly and agreeing the way forward with the team;

· gain team cohesion and commitment to the work you have planned – the team is likely to be more responsive if it understands what needs to happen and by when.  Allocating more work to an already stretched team without explanation is unhelpful;

· as far as possible, ensure shift work systems are agreed with employees and their representatives and that the shifts are fair in terms of workload;

· gain understanding and commitment to unplanned tight deadlines and any exceptional need for long hours;

· help you manage any unexpected absences or losses to the team – everyone knows the key stages of the project and what each other’s role is.

· Lead by example.

How good is the work environment?

· Have a suitable and sufficient risk assessment to control physical hazards.  
· Assess the risk of physical violence and verbal abuse. Take steps to deal with this in consultation with employees and others who can help (e.g. the police, charities).

· Change start and finish times to help employees cope with pressures external to the organisation (e.g. child care, poor commuting routes).

· Ensure your risk assessments for physical hazards and risks are up to date.

· Provide training to help staff deal with and defuse difficult situations (e.g. difficult phone calls, aggressive members of the public).

CONTROL: ARE YOU DOING ENOUGH?

Are you enabling staff to have their say?

· Give more control to staff by enabling them to plan their own work, make decisions about how that work should be completed and how problems should be tackled (e.g. through project meetings, one-to-ones, performance reviews etc).

· Allocate responsibility to teams to take projects forward:

· Discuss and define teams at the start of the project.

· Agree objectives and goals.

· Agree team roles.

· Agree timescales.

· Agree the provision of managerial support (e.g. through regular progress meetings).

· Talk about the way decisions are made within the unit – is there scope for more team involvement?

Are you making full use of employees’ skills and abilities?

· Enrich jobs by ensuring that staff are able to use various skills to get tasks completed, and that staff can understand how their work fits into the wider aims of the unit.

· Talk about the skills people have and if they believe they are able to use them to good effect. How else would they like to use their skills?

How much supervision is actually needed?

· Only monitor employees output if this is essential. Regular meetings with staff could be arranged to see how things are going. At these meetings managers could provide advice and support where necessary and ensure that staff are coping.

A supportive environment is crucial.  Staff need to know that managers will support them, even if things go wrong or if they find that they are unable to cope with added pressures.

SUPPORT: ARE YOU DOING ENOUGH?

How supportive are you?

· Give support and encouragement to staff, even when things go wrong.

· Encourage staff to share their concerns about work-related stress at an early stage.

· Hold regular liaison/team meetings to discuss unit pressures.

· Hold regular one-to-ones to talk about any emerging issues or pressures.

· Value diversity – don’t discriminate against people on grounds of race, sex or disability or other irrelevant reasons.

· Seek examples of how the team would like to, or have, received good support from managers or colleagues – can these be adopted across the unit?

· Ask how employees would like to access managerial support – ‘open-door’ policies, agreed times when managers are able to discuss emerging pressures etc.

How do you manage your team’s time?

· Encourage a healthy work-life balance.

· Encourage staff to take their annual leave entitlement and their meal breaks.

· Include ‘work-related stress/emerging pressures’ as a standing item of staff meetings and/or performance reviews.

· Introduce flexibility in work schedules (where possible) to enable staff to cope with domestic commitments.

How well do you listen?

· Listen to your staff and agree a course of action for tackling any problems – it is important for staff to feel that the contribution they make at work is valued.

· Involve your staff – they need to do their bit to identify problems and work towards agreed solutions.

· Talk about ways the organisation could provide support if someone is experiencing problems outside work.

· Disseminate information on other areas of support (human resources department, occupational health, trained counsellors, and charities).

How do you meet the needs of the team?

· Provide your staff with suitable and sufficient training to do their jobs.

· Give new staff a proper induction into your team and the organisation.

· Take account that people’s skills and the way they approach the work will differ.

· Develop individual or unit training arrangements and refresher sessions to ensure training and competencies are up to date and appropriate for the core functions of their job.

· Offer training in basic Counselling skills/access to counsellors.

· Ensure staff know how to prioritise, or how to seek help if they have

· conflicting priorities.

· Provide training on time management, prioritisation, assertiveness etc.

RELATIONSHIPS:  ARE YOU DOING ENOUGH?

How well do you deal with unacceptable behaviours?

· Work in partnership with staff to ensure that bullying and harassment never emerge as an issue. One way of doing this is by having procedures in place, such as disciplinary and grievance procedures, to deal with instances of unacceptable behaviour.

· In consultation with staff and their representatives, draw up effective policies to reduce or eliminate harassment and bullying.

· Agree and implement procedures to prevent, or quickly resolve, conflict at work – communicate these to employees.

· Agree and implement a confidential reporting system to enable the reporting of unacceptable behaviour.

· Communicate the policies and make it clear that senior management fully support them.

· Communicate the consequences of breaching the policies.

Do you work for a caring organisation?

· Create a culture where members of the team trust each other and can be themselves while they are at work.

· Encourage your staff to recognise the individual contributions of other team members and the benefits of the whole team pulling together.

· Encourage good communication and provide appropriate training to aid skill development (e.g. listening skills, confidence building etc).

How well do you build teams?

· Select or build teams which have the right blend of expertise and experience for new projects.

· Provide training to help staff deal with and defuse difficult situations.

· Discuss how individuals work together and how they can build positive relationships.

· Identify ways to celebrate success (e.g. informal lunches/wash-up meetings at the end of projects).

ROLE: ARE YOU DOING ENOUGH?

How clear are employees about their role?

· Make sure your staff have a clearly defined role, e.g. through a personal work plan which enables them to understand exactly what their roles and responsibilities are.

· Encourage your staff to talk to you at an early stage if they are not clear about priorities or the nature of the task to be undertaken.

· Talk to all your staff regularly to make sure that they are clear about their current job, what it entails, what you expect of them and what they can expect from you.

· Hold team meetings to enable team members to clarify their role and discuss any possible role conflict.

· Display team/department targets and objectives to help clarify the role of the unit and the individual.

How well do you manage new recruits?

· Make sure that new members of staff receive a comprehensive induction into your organisation. If this is not arranged centrally, you should do it locally.

· If your organisation has gone through change, check with members of your team to make sure they understand their new roles and are comfortable with them.

· Develop suitable induction arrangements for new staff – make sure all members of the team understand the role and responsibilities of the new recruit.

Do employees understand what you expect from them?

· Agree specific standards of performance for jobs and individual tasks and review periodically.

· Introduce personal work plans which are aligned to the outputs of the unit.

· Introduce or revise job descriptions to help ensure that the core functions and priorities of the post are clear.

· Hold regular one-to-one meetings to ensure that individuals are clear about their role and know what is planned for the coming months.

CHANGE: ARE YOU DOING ENOUGH?

Do employees understand the reasons for change?

· Ensure all staff are aware of why the change is happening – agree and implement a system for doing this.

· Explain what the organisation wants to achieve and why it is essential that the change takes place – explain the timetable for action and what the first steps are going to be. Talk about what the change will mean in terms of day-to-day activity and discuss whether there are any new training needs.

· Communicate new developments quickly to avoid the spread of rumours in the organisation. If the organisation is planning a major change your staff are likely to be discussing job security, whether they will need to relocate, and whether their terms and conditions will change.

· Face-to-face communication is generally best so that people have the

· opportunity to ask questions and say what they feel, but any means (e.g. paper, electronic) would be helpful.

· Have an open-door policy where staff can talk to you about their concerns or any suggestions they have for improving the way change is managed.

Have staff been involved in the changes?

· Provide a confidential system to enable staff to comment and ask questions before, during and after the change.

· Involve staff in discussions about how jobs might be developed and changed and in generating ways of solving problems.

· Supporting your staff is essential during a change.

· Involve staff in discussions about how jobs might be developed and changed.

· Have an ‘open-door’ policy to help staff who want to talk to their managers about their concerns.

How can you help staff adversely affected by change?

· Ensure that staff are aware of the impact of the change on their jobs.

· Help staff who are to be made redundant by the change by giving them the skills they need to find a new job, for example by helping them to write a CV and prepare for interviews.

· After the change think about revising work objectives to avoid role conflict and role ambiguity.

· Revise your risk assessment/action plans to see if any changes, for example a decrease in staff numbers, have resulted in increased hazards to staff.

· Remember that social changes (e.g. if staff are now working with a completely different group of people) may have more of an impact on the individual than technological or geographical changes.
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Appendix 2:  Local Risk Assessment 
(delete the following example before printing)
	School/ Department/Service
	
	Date of Assessment
	

	Assessor
	
	Date for Review
	


	Hazards or key concerns
	Existing measures
	Action plan

	e.g. increased workload for whole team expected due to new project 
Etc.


	· All affected staff communicated to re: requirements of new project

· Roles adjusted to make extra space in diaries; non-urgent work given new deadlines
· New IT system to be installed to process data more efficiently
	· Line manager continue to monitor workload informally each day with staff

· Monthly team meeting booked in dairies; give staff chance to air concerns

· Temp admin support being recruited
· Review situation in 6 months




Appendix 3:  Individual Risk Assessment
	WORK FACTORS

	Role 

Do you understand your role and/ or responsibilities?


	Comments:



	PROMPT: Provide job descriptions and discuss for clarity if appropriate

	Change 

Has there been major organisational/dept level within last 6 months?
	Comments :



	PROMPT: Use organisational charts to help employee understand link with role. 

Org/dept announcement – has the employee missed recent communications?



	Support

Do you think you have had adequate information & training?

Do you think you have adequate supervisory & peer support?
	Comments :



	PROMPT: Appraisals – are there training needs not yet actioned?

Does the employee need a buddy/mentor for a short period to support development?

	Control

Do you have some say in how to do your work?
	Comments :



	PROMPT: Is there opportunity for the employee to control some element of their work or breaks?

	Demands

Are you able to cope with the job demands and pace of work?
	Comments :



	PROMPT: Is the role the ‘right fit’ for the employee? Would more training help?

Would a change of role help (if available)?

	Relationships

Do you get on well with your colleagues and manager? Are there unresolved issues in the workplace?
	Comments :



	

	Non-Work Factors

	Home/work balance 

e.g. any child or dependent care, relationship issues, family ill health or 

Bereavement, financial issues?
	Comments :



	PROMPT: Consider short term flexibility/adjustments if appropriate

Would referral to counselling help?


	Employee signature
	

	Manager signature
	

	Date
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