
Welcome and Introductions to be added:
The aim of this webinar is to:
• Explain what work related stress is, how it differs from pressure and mental ill 

health and its impact
• How to support employers and employees in tackling work related stress; and
• Positive steps that can be taken to tackle identified issues

• You will be given the opportunity to raise questions at the end of each session.
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The following are the basic elements of stress, work related stress and mental health 
and the slides are self-explanatory!

This  definition differentiates between pressure which can be a positive motivating 
factor and stress which is damaging. In this definition there is no ‘good stress’ – it is 
always damaging and should be tackled.

Stress has been linked to many conditions including digestive problems, heart 
conditions, depression and anxiety.

Stress is also subjective, people have different levels of tolerance and can react 
differently. In addition people will have other pressures from outside the work 
environment or pre-existing conditions  that may make them more susceptible.
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Stress can have many causes not all of them will be work related but if someone is 
becoming stressed it is helpful for try to remove any pressure relating to the 
individual’s work if possible. Whether the cause(s) of the stress is work related or not 
they may still need to be off from work.

HSE has worked with industry, the health and safety community and academics to 
develop a list of six areas which, if not properly managed will lead to work related 
stress – there’s more about these later

Stress or work related stress is not RIDDOR reportable because it is not a condition 
itself nor is it one of the identified reportable occupational conditions.

Work related stress is a work hazard, employers are required to assess the extent of 
the risk to employees from work related stress and where a problem is identified 
during that risk assessment, they are required to take action to tackle it, as far as 
reasonably practicable.
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Pressure can be good for a person, motivating them to do a good job

Stress begins when a person has been under prolonged or excessive pressure. Under 
this definition stress is never good. 

It can lead to further problems which may include mental health conditions, or it 
may aggravate the symptoms of a pre-existing mental health condition.

The difficulty is that the symptoms of work related stress and common mental 
health conditions are quite similar and where such symptoms are recognised it is 
advisable to seek medical intervention; early intervention may minimise the level of 
damage caused and allow a quick recovery.
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• There are lots of signs of stress many of which you, as a line manager, may be able 

to spot.

• Emotional symptoms

• Loneliness, withdrawn

• Loss of motivation commitment and confidence

• Mood swings (not behavioural)

• Mental

• Confusion, indecision or concentration issues 

• Behavioural

• Changes in eating/drinking/smoking habits

• Twitchy, nervous behaviour

• Changes in attendance pattern such as arriving later, working more hours 

or taking more time off.

• Be careful though as these symptoms may indicate other conditions. If you think a 

member of your staff is having problems ask whether they need a chat or advise 
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them to get some help either internally from the EAP or from their own GP
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Sometimes you may not be aware of an individual’s stress and the person may not 
be happy to raise it with you. However, their stress may be discernible from the 
dynamics of the team – in other words the fact that the person is affected is likely to 
affect the way your team works – people may be seen as ‘swinging the lead’, ‘not 
pulling their weight’ or be avoided because they’re angry, aggressive or just not 
taking part in things.

There are lots of signals, this is just a short list. The other thing to remember is that 
there may be more than one person with a problem. Have a chat with the team, put 
behaviour and/or stress on the agenda for team meetings.

Make sure to explain the benefits to them, as  team members, of improving the 
team-working

If necessary get help from your line manager(s) or HR adviser.
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There are impacts at all levels:

• The individual can have there health severely compromised
• Could end up taking significant time off – and the longer people are off sick the 

more difficult it is to get them back to work. The re were 9.9 million working days 
lost to stress in 2014-15 and average of 23 days per absence!

• If a team has little capacity to take on new work, the loss of a team member will 
cause additional problems to the others – even where the person manages to 
remain in work, the loss of productivity may have an impact.

• This may lead to relationship problems within the team where issues of ‘not 
pulling their weight’ or issues of stigma may be raised.

• If the individual ends up on long term sickness or leaving there are issues of 
additional demands on the remaining team compounded by recruiting training 
and integrating a new or temporary replacement.
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• Line managers will also have additional problems dealing with the individual, the 
impact on them and the remaining team.

• Time pressures from doing their usual role and coordinating managing the case 
with HR, OH etc.

• Keeping things ‘normal’ for the rest of the team; and
• There may be an issue of guilt – should the problem have been spotted sooner, 

was it the manager’s actions that led to the problem etc.
• The business will also be impacted – there are obvious costs for sickness absence, 

paying for replacement staff, potentially recruitment costs etc
• But there are also less obvious costs when people are stressed their productivity 

drops, they become less decisive and more accident prone.
• Lost of productivity could impact on customer service and further problems may 

develop if the stressed person has a customer facing role.
• In addition there may be cost resulting from action by Regulators or Industrial 

Tribunals if the employer does not act appropriately.
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That’s the first part finished

Are there any Questions?
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There are ways to help individuals but these should be considered as part of an 
organisational approach; these interventions may help the person cope but if you 
don’t tackle the stressor all you are doing is delaying the inevitable. 

They also make the situation potentially worse because people feel they should be 
able to cope because they’ve had the training so they go on longer than they would 
have and the impact is greater.

There are techniques to help people to deal with issues such as increasing the 
support they get from other trusted sources, additional specific training to improve 
their confidence in their knowledge and skills and adjusting the workloads or 
responsibilities temporarily.

Ensuring people understand their role properly allows them to decide on priorities 
better

Particularly where people are new you’re a major project is going well – a bit of 
praise or a reward goes a long way!
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How you support your team will change depending on where you are with stress.

If you don’t have a problem you need to consider whether you have to prevent it 
from becoming a problem 

If you have an identified problem you need to tackle that problem and put in place 
measures to reduce or remove the stressors; 

Where there are people experiencing the effects of work related stress you may 
need to provide individual measures to either help them to stay in work or to return 
to work quickly but safely; and

Where you have a team member under pressure from non-work related issues you 
may need to consider what if any measures you can/should take to keep them in 
work.

In all these cases the two primary functions you have are:
1. Ensuring the health of your team – point potential sufferers towards appropriate 

help eg their GP, OH or EAP and doing so as early as possible – the earlier the 
problem can be tackled the quicker it can be overcome because there has been a 
limitation of the damage it has done; and

2. Communicating with all team members – one of the best mitigations to stress is 
strong support which can come from managers but also from colleagues. 
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Research has shown that work is actually beneficial to both our physical and 
mental health; part of this is the social aspect of it. 
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Any Questions?
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If you think about how much influence each person has over these issues you can 
understand how the way you manage can have such a major impact on the levels of 
stress in the team. 

Demand - You decide or have some level of control over what work the team has on 

hand, work will usually be routed via a team’s leadership.

Control – are you too hands on so that people don’t decide how the work is done?

Support – do you provide encouragement and positive feedback, do you ensure 

people have the right skills, knowledge and resources to tackle the tasks you are 

asking them to do?

Role – do you check whether people know their role and ensure that conflicting 

roles are avoided – when you allocated work do you ensure that this won’t cause 

two major deadlines to clash or that you properly identify priorities?

Change – do you impose changes or discuss the options with your staff. Do you 

consider the impact of change on your staff before agreeing to the change?

Relationships – do you deal fairly with people, do you have ‘favourites’? Do you 

tackle disputes between staff with equanimity? Is everyone encouraged to take part 
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in discussions?
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Workload - There are steps you can take to manage workloads or mitigate the impact of high 
demands
Competency - Job specific training is essential for people to understand how to do their job and 
it is advisable to develop systems to check all required training is done and kept current. Where 
change is expected or being developed look at the possible requirements for training and arrange 
for it to be delivered before the change is made, if possible.
Working patterns - Where possible provide flexibility, that gives some level of control to 
employees, over how and when the job is done and develop a system to identify unplanned tight 
deadlines and any exceptional need for employees to work long hours.
Physical environment and violence -Providing a reporting mechanism for incidents may be 
useful in providing patterns, identifying riskier tasks or repeat offenders. Provide training to help 
staff recognise, deal with and defuse difficult situations (eg difficult phone calls, aggressive 
members of the public). 
Do . . .
Allow regular breaks, eg when the work is complex or emotionally demanding.
Provide realistic deadlines which don’t clash with others.
Design jobs that provide stimulation and opportunities for workers to use their skills and 
sufficient challenge to keep staff motivated and interested in their work.
Attend to the physical environment – take steps to reduce unwanted distraction, disturbance, 
noise levels, vibration, dust etc where possible.
Don’t . . .
Ask people to do tasks they are not trained to do.
Allow workers to ‘cope’ by working longer hours or taking work home with them.
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Allocate more work to a person or team unless they have the resources to cope with 
it, and fairly distribute additional work to team members.
Contact people outside their working hours or when on holiday, unless their role is 
safety critical and it is essential to do so.
Expect people to respond to emails, texts or calls outside their working hours.
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Agree systems that enable staff to have a say over the way their work is organised 
and undertaken, eg through project meetings, one-to-ones, performance reviews.
Provide opportunities for discussion and input during the planning stage of projects, 
to talk about the anticipated output and methods of working. 
Allocate responsibility to teams rather than individuals to take projects forward:
• discuss and define teams at the start of a project;
• agree objectives; roles, timescales and support mechanisms
Talk about the way decisions are made, is there scope for more involvement?
Do team members have the required skills and believe they are able to use these to 
good effect. How else would they like to use their skills?

Do . . .
• Let staff have some control over the pace of their work.
• Listen to their concerns and be flexible where possible
• Let, and encourage, staff to participate in decision-making.
• Empower people to make decisions about the way they work.
• Negotiate shift-work schedules. 

Don’t . . .
• Monitor employees’ movements in detail (including breaks).
• Monitor working style, unless necessary (eg where there are child protection 

needs).
• Ask staff to stay late without notice.
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• Contact people or require them to respond to contact outside their working hours 
and especially when they are on holiday.
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• Communicate: talk about emerging pressures or changes.
• Include ‘work-related stress/emerging pressures’ as a standing item for staff 

meetings and/or performance reviews.
• Ask how employees would like to access managerial support,.
• Talk about ways the organisation could provide support if someone is 

experiencing problems outside work.
• Tell people about other sources of support (HR, occupational health, Employee 

Assistance Programme, trained counsellors, charities).

Do . . .
• Ensure employees receive appropriate training to do their jobs.
• Provide constructive, supportive feedback/advice.
• Provide flexibility in work schedules, where possible.
• Allow phased return to work after long-term sickness absence.
• Hold regular team meetings and one to ones.
• Provide opportunities for career development.
• Deal sensitively with staff experiencing problems outside work.

Don’t . . .
• Trivialise the problems of others.
• Discriminate against people for any reason.
• Allow unacceptable behaviour 
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• Hold regular one-to-one meetings to ensure individuals are clear about their role, 
how they fit into the team and organisation, and know what is planned for their 
role in the coming months.

• Introduce or revise job descriptions and personal work plans aligned to the 
outputs of the team.

• Display team/department targets and objectives to help clarify unit and individual 
role.

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

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

Do . . .
• Provide a clear job description.
• Define work structures clearly, so that all team members know who is doing what 

and where it fits in the team/organisational strategy.
• Give all new members of staff a thorough induction to the team and organisation.
• Define work objectives (eg through a personal work plan).
• Avoid competing demands, such as situations where it is difficult to meet the 

needs of the business and the customer.
Don’t . . .
• Make changes to the scope of someone’s job, or their responsibilities (eg at 

promotion) without making sure that the individual knows what is required of 
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them, is capable of doing it (or is happy to have additional training) and accepts it.
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Ensure staff are aware of why the change is happening – agree a system for doing so.
Explain the key steps of the change. Ensure employee consultation and support is 
included as a key element of the programme and that people understand the direct 
impact on them and their job.
Establish a system to communicate new developments, agreed with staff (eg 
meetings, notice boards, letters, e-mail, feedback forums etc) and the frequency 
during the remainder of the change programme (eg weekly, monthly).
Provide a system to enable staff to comment and ask questions before, during and 
after the change. 
Review unit and individual work plans after the change to ensure unit and individual 
objectives are clear and achievable.
Discuss the need for additional training to accommodate changes

Do . . .
• Explain what the organisation wants to achieve and why it is essential that the 

change(s) takes place.
• Consult staff at an early stage, and throughout the change process.
• Involve staff in the planning process so that they understand how their work fits 

in.
• Consider the need for additional training/support as part of the change project.

Don’t . . .
• Make change just for the sake of it!
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• Delay communicating new developments.
• Underestimate the effects of minor changes.
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Relationships is all about effective open and timely communication; the kind of 
things needed include
• a written policy for dealing with unacceptable behaviour at work
• procedures to prevent, or quickly resolve, conflict at work 
• a confidential reporting system to enable the reporting of unacceptable 

behaviour.
• a grievance and disciplinary procedure for dealing with unacceptable behaviour –
All these need to be agreed with and circulated to staff
• Discuss how individuals work together and how they can build positive 

relationships.
• Identify ways to celebrate success , give feedback, say ‘well done’.

Do . . .
• Encourage good, honest, open communication at all levels.
• Provide opportunities for social interactions but don’t make them mandatory.
• Provide support for employees that work in isolation.
• Create a culture where colleagues trust and encourage each other.
• Agree which behaviours are unacceptable and ensure people are aware of these.
• Be inclusive, involve home workers, shift/out of hours workers and those on long 

term absence (eg those on maternity leave) in decisions that impact on them.

Don’t . . .
• Allow any bullying behaviour, harassment or other unacceptable behaviour.
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• Ignore responsibilities under legislation including HSWA, the Equalities Act etc.
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In summary most organisations will have procedures or policies that will help people 
understand their responsibilities when it comes to many of the potential stressors at 
work.

There are plenty of external sources of information, guidance and/or tools.

HSE provides guidance and tools to allow employers to implement the Management 
Standards approach to tackling work related stress, which evaluates performance 
against the six management standards referred to earlier

Acas has excellent guidance on bullying, harassment and can help with reconciliation 
where an issue grows.

Anxiety and Depression, and some other conditions that could result from work 
related stress could be disabilities as defined with the Equality Act and advice is 
available from the EHRC (to employers) and the EASS (to employees) about what 
steps can be taken to enable workers to stay in or return to work
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Questions
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