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WELCOME

Stress is the driving force that keeps us on our toes
and ensures that we push to be the best we can
be. However that is only valid up to a certain
point. If we have too much siress and endless
wear and tear, it can drive us into physical,
mental and emotional exhaustion.

Certainly we can’t avoid the problem.
Situations arise on a day-to-day basis, which
make physical, mental and emotional demands
on us. There may be decisions that need to be
made, deadlines that need to be met, and lessons
to be learned.

Unreasonable siress affects one in five of the
working population and dfter acute medical
conditions it is the most common cause of long
term sickness absence from work (CIPD Absence
Management 2014).

Stress undoubtedly makes people ill. It is now
known to contribute to heart disease,
hypertension and high blood pressure, it affects
the immune system, is linked to strokes, IBS
(Irritable Bowel Syndrome), ulcers, diabetes,
muscle and joint pain, miscarriage, allergies,
alopecia and even premature tooth loss.

Therefore it is imperative to strike the right
balance. As individuals, we must take stock of all
aspects of our life and situations and learn to
cope better.

Treat it early, and your prospects are good.
Ignore the problem, and there is a risk that
‘burnout’ may become a permanent state of
affairs.
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IS STRESS GOOD OR BAD? THE PERFORMANCE ZONE

Manageable levels of stress are not a problem, a stress-free environment is not the vltimate goal
- we need pressure in our lives in order to perform. The issue is long stages of inactivity causing
distress from stagnation or prolonged exposure to high levels without a rest or reset period.

The Performance Zone is the area that drives optimal performance, whether applied to sports,
work or even driving. Burnout and Rustout present in different ways but are both as tfraumatic to
experience.

When our stress levels move beyond the Performance Zone and edge towards Burnout we will
struggle; problem solving, lateral thinking and creative thinking diminish. We are unable to
think clearly and make good decisions, and can become reactive, angry and sometimes even
aggressive.

Below the Performance Zone is Rustout where we may find ourselves unable to motivate
ourselves; energy and enthusiasm will be low and we will be bored sluggish and lethargic.

Make yourself familiar with the signs when your stress levels move above or below the
Performance Zone so that you can reign them back in or raise them up accordingly.

BURNOUT

RUSTOUT
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STRESS EVALUATION EXERCISE

Before we begin looking at stress, it may be helpful for you to think about how it affects your life as well
as that of your team -we will then share this with a partner.

1. What does stress mean....?
For YOU Personally:

2. What is the cause?
For YOU Personally:

3. What are the affects...?
A. Physically?
For YOU Personally:

B. Mentally?
For YOU Personally:

C. Emotionally?
For YOU Personally:

4. How often does it affect...?
YOU Personally:

5. How have you been dealing with it until now?

Personally:

6. How could you deal with it instead?
Personally:
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THE BRIDGE ANALOGY

Stress is a condition or feeling experienced when a person perceives that:

“DEMANDS EXCEED THE PERSONAL AND SOCIAL RESOURCES
THE INDIVIDUAL, TEAM OR ORGANISATION IS ABLE TO MOBILISE.”

The Stress Management Society uses the bridge analogy to approach the topic of stress. When a bridge is
carrying too much weight, it will eventually collapse. It is possible to see the warning signs before this
happens, the bridge would bow, buckle and creak.

The same principle can be applied to human beings, with excessive demands and challenges placed on
our bridges. There may be early warning signs. However stress can creep up on some of us, resulting in an
unexpected breakdown.

The bridge analogy can also be applied to a team or organisation as a whole by looking for more general
signs such as team deadlines not being met or a decrease in staff morale.
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RECOGNISING STRESS

EARLY IDENTIFICATION OF STRESS AND STRESS-RELATED ISSUES

It isn’t always possible to prevent stress, so a
key action in order to minimise risk is to
identify stress-related problems as early as
possible, so that action can be taken before
serious stress-related iliness occurs (thus
preventing a costly outcome for all
concerned).

One of the difficulties with stress is that people
experience it in different ways. It would be
unwise to overgeneralise when advising on
how to identify stress in others. However,
because stress can have adverse effects, it
will usually present in forms that are out of the
ordinary for the individual.

There will be changes in the stressed person;
emotional, physical, behavioural, or a
combination of all three.

The key thing is to look out for negative
changes of any kind. Bear in mind that the
negative changes are also likely to have
knock-on effects

e.g. reduced performance at work.

Of course, we all experience ‘bad days’, so
we are really talking about situations where
people display these negative changes for a
period of time (e.g. 5 days in a row).

CERTAIN FACTORS AT WORK MAY INDICATE A POTENTIAL PROBLEM

¢« MORE ACCIDENT PRONE
o FORGETTING THINGS

e SHOWING A NEGATIVE CHANGE IN MOOD
OR FLUCTUATIONS IN MOOD

e AVOIDING CERTAIN
PEOPLE

SITUATIONS OR

o USING MORE VERY NEGATIVE OR CYNICAL
LANGUAGE

o« BECOMING WITHDRAWN

o SHOWING A PROLONGED LOSS OF SENSE
OF HUMOUR

o BECOMING INCREASINGLY IRRITABLE OR
SHORT-TEMPERED
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o ARGUMENTS AND DISPUTES BETWEEN
PEOPLE
e« A TENDENCY TO  SUFFER FROM

HEADACHES, NAUSEA, ACHES AND PAINS,
TIREDNESS AND POOR SLEEPING PATTERNS

o INDECISIVENESS AND POOR JUDGEMENT
o SELF-HARMING

e A PROBLEM WITH DRINKING OR DRUG
TAKING

e LOOKING HAGGARD OR EXHAUSTED ALL
THE TIME

o INABILITY TO THINK CREATIVELY




CAUSES OF STRESS AT WORK

These are some traditional causes of stress at work

Feeling out of control of your destiny

Unreasonable demands in
the job

Overwork

A feeling of being under-appreciated

Difficulty with resolving Bullying or
problems harassment

Difficulty with communication

Uncertainty about job security

Office politics
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THE BRIDGE AT TEAM AND ORGANISATIONAL LEVELS

HOW TO SPOT STRESS AT WORK

If you consider yourself stressed at work, it is important to do something. It is not worth risking
your health just because of your job. After all, no-one at the end of their life ever said “l wish I'd
worked harder”.

If you work with other people, learn to recognise the symptoms of stress in others and if necessary
refer the problem upwards to someone who can deal with it. Not only is it the ethical thing to do,
to help a colleague, but it will also benefit you too, improving your working environment.

CERTAIN FACTORS MAY INDICATE A POTENTIAL PROBLEM

e AN INCREASE IN SICK LEAVE

e  PRESENTEEISM (ATTENDING WORK WHILE SICK)

e  ARGUMENTS AND DISPUTES BETWEEN PEOPLE

e A TENDENCY TO WORK LATE AND NOT TAKE BREAKS

e A LOSS OF SENSE OF HUMOUR, REPLACED BY IRRITABILITY

e ATENDENCY TO SUFFER FROM HEADACHES, NAUSEA, ACHES AND PAINS,
e  TIREDNESS AND POOR SLEEPING PATTERNS

e A DECREASE IN WORK STANDARDS

e |INDECISIVENESS AND POOR JUDGEMENT

e A PROBLEM WITH DRINKING OR DRUG TAKING

ADVICE FOR MANAGERS

If you are trying to help someone who you Therefore involve your staff in discussions
think is suffering from stress, remember that a about stress and ask for openness with you
person in this position is in full ‘fight, flight or about problems. You can gauge a lotin a
freeze’ mode. They will be unable to deal relaxed environment by asking a simple
with the problem on their own. question - “What are the three ‘best’ and

carefully. Talk to your HR department or fol-
low good practice guidelines about the best
way of approaching the problem. Or talk to
a professional organisation such as the Stress
Management Society.

a problem at all and be very sceptical about
offers of help. And if you are the person’s
manager, you may be causing the stress
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three ‘worst’ aspects of your job?” But fread i
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THE 7 Es FRAMEWORK:

PROACTIVE MEASURES TO MINIMISE RISK AND CREATE
A CULTURE OF WELLBEING

1. ENGAGE 2. EXEMPLIFY

THE STANDARDS AND VALUES YOU
WISH TO EMBED IN THE
ORGANISATION

PEOPLE IN A CULTURE
OF WELLBEING

4. EMPOWER

BY CLARIFYING AND ADAPTING
RESPONSIBILITIES, DELEGATING
EFFECTIVELY AND PROVIDING
ADEQUATE TRAINING AND SUPPORT

6. EMBED

THE VALUES OF WELLBEING IN
EVERYTHING YOU DO

5. ENCOURAGE
BY GIVING SPECIFIC CONSTRUCTIVE
FEEDBACK AND CELEBRATING
ACCOMPLISHMENT
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

ENGAGE

Engaging staff means interacting with them so they have the opportunity to raise any challenges
and concerns. It also means reaching out to encourage positive or constructive feedback and
positive communication.

A study by researchers at Kingston University found evidence that engaged employees perform
better than non-engaged staff, that they take less sick days and are less likely to leave their
employer. The author of said study also distinguishes between three types of staff engagement:

INTELLECTUAL ENGAGEMENT (IQ: INTELLECTUAL INTELLIGENCE)

The extent to which individuals are absorbed in their work and think about ways performance

can be improved.

The extent to which people feel positive, emotional connections to their work experience and

therefore with the company.

SOCIAL ENGAGEMENT (SQ: SOCIAL INTELLIGENCE)

The extent to which employees talk to colleagues about work related improvements and

change, but also non-work related topics to create connections.

Examples on how to engage your staff

Keep staff informed regarding large

company decisions and changes

Let yourself be seen, take time out
whenever possible to walk around the office
to catch up with individuals.

Annual appraisals: where are their strengths
working? When are they overplayed?

Regular non-work based activities to give
staff the opportunity to interact with yourself
and each other in an informal environment

1Q

Short team huddle (informal meeting) where
each team member can discuss their
weekends and what they need to do that
week

Regular team meetings (monthly catch-up if
possible). Giving staff the opportunity to
have their say (WARNING: do not take over
your staffs calendars with constant
meetings. A ‘meetings culture’ will take staff
away from the main objectives of their role)
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

' WHAT CAN YOU DO TO MORE EFFECTIVELY AND MORE REGULARLY ENGAGE
YOUR TEAM?

INTELLECTUALLY

How to engage individuals so they become excited by their work and think about
ways experience and performance can be improved

EMOTIONALLY

How to engage individuals so they feel positive emotional connections to their work
experience and therefore with the company

SOCIALLY

How to engage individuals in both work AND non-work related topics to create
connections., a sense of team spirit and group accomplishment

© International Wellbeing Insights 2020
Tel 020 3142 8650; Web www stress.org.uk Email support@stress.org.uk;

Reproduction in any form without the written consent of the Society is prohibited.



THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

EXEMPLIFY

Setting the standard among staff to prevent a “do as | say, not as | do” culture. This idea can take
staff back to their childhoods of having double standards among them and their parents; running
the risk of creating a Parent/Child dynamic.

BE THE CHANGE

VALUES & STANDARDS

Examples

Taking at least 20minutes away from
your desk for lunch, and not eating
lunch at your desk

Don’'t contact team members after of-
fice hours, or set a time limit e.g. no
emails after 8.00pm if your office hours
finish at 6.00pm

Be the one to initiate a small social
event such as drinks on a Friday after
your team finishes work

Don’t contact team members when
you’re on annual leave, and don’t try
and contact other staff members when
they are on annual leave too

Speaking to staff with the respect and
tone that you would expect others to
speak to you in

EWHAT ARE THE VALUES AND STANDARDS THAT WE WANT TO SEE IN OUR TEAMS AND THE
 ORGANISATION AS A WHOLE?

HOW CAN YOU EXEMPLIFY THE STANDARDS THAT YOU WISH TO SET: IN WORK/LIFE BALANCE AND
WELLBEING IN GENERAL?
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IMPROVING COMMUNICATION

The Transactional Analysis (TA) is a theory of
popular psychology based on the idea that one's
behaviour and social relationships reflect an
interchange beitween parental (critical and
nurturing), adult (rational), and childlike (intuitive

PARENT

("exteropsyche")

and dependent) aspects of personality established
early in life.

Transactional Analysis allows us to better
understand how we communicate with others and
how other people respond to us.

Eofher parental figures) acted, or how they interpreted their:
iparents’ actions. For example, a person may shout at someonei
i out of frustration because they learned from an influential figurei
Ein their childhood that this was an effective way of relating with |

i others.

("neopsyche")

A state of the ego, which is like a computer processing infor-
mation and making predictions absent of major emotions that
could dffect its operation. Learning to strengthen the Adult is a
goal of TA. While a person is in the Adult ego state, he/she is
directed towards an objective appraisal of reality.

("archaeopsyche")

A state of the ego, in which people behave, feel and think
similarly to how they did in childhood. For example, a person
who receives a poor evaluation at work may respond by
looking at the floor and pout as they used to when scolded as
a child. Conversely, a person who receives a good evaluation
may respond with overexcitement. The Child is a source of
emotions, creation, recreation, spontaneity and intimacy.
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TRANSACTIONAL ANALYSIS EXERCISE

IT'S FRIDAY, YOU'RE DUE TO BE OFF ON ANNUAL LEAVE - THIS HAS BEEN BOOKED FOR
MONTHS.

THERE IS A REALLY IMPORTANT, TIME SENSITIVE, CLIENT DEADLINE AND ALL HANDS ARE
NEEDED ON DECK. SUDDENLY, YOUR MANAGER SAYS THAT YOU CAN NO LONGER HAVE

THE TIME OFF.

HOW WOULD A ‘PARENT' EGO TYPE RESPOND TO THIS SITUATION?
WHAT WOULD A LIKELY OUTCOME BE?

HOW WOULD A ‘CHILD’ EGO TYPE RESPOND TO THIS SITUATION?
WHAT WOULD A LIKELY OUTCOME BE?

HOW WOULD AN ‘ADULT’' EGO TYPE RESPOND TO THIS SITUATION?
WHAT WOULD A LIKELY OUTCOME BE?
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TRANSACTIONAL ANALYSIS

IMPROVING COMMUNICATION

WE CAN APPLY TRANSACTIONAL ANALYSIS TO THE WORK ENVIRONMENT BY
OBSERVING HOW TEAM MEMBERS RESPOND TO EACH OTHER. A PERSON WITH ‘PARENT
EGO-TYPE' BEHAVIOUR OFTEN PROMPTS OTHERS TO REACT FROM A ‘CHILD EGO’ STATE

AND VICE-VERSA.

>
Q>
® @

(P,
®
C

COMMUNICATION CAN BECOME MORE EFFECTIVE, ESPECIALLY WHEN UNDER
PRESSURE OR AT TIMES OF HIGH STRESS, WHEN YOU MAINTAIN AN ADULT EGO STATE,
NO MATTER WHICH EGO STATE YOUR COUNTERPART FALLS INTO.

®UUC)
O®@
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TRANSACTIONAL ANALYSIS EXERCISE

YOU WALK IN TO THE KITCHEN AND TWO PEOPLE ARE FIGHTING OVER
THE LAST ORANGE IN THE FRUIT BOWL. THIS IS IMPORTANT TO THEM;
THEY BOTH REALLY, REALLY WANT IT!

HOW DO YOU RESPOND TO THIS SITUATION?
WHAT WOULD A LIKELY OUTCOME BE?
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

EMPATHISE

_______________________________________________________________________________________________

As a manager it is important to put yourself in your staff’'s shoes and provide emotional
support. It allows staff to feel safe with their failures and not feel they are blamed for them and
encourages management to understand the cause of poor performance.

When engaging with your staff, consider Professor Albert Mehrabian's communication model,
which states the following percentages when communicating feelings or attitudes:

e TONE OF VOICE ACCOUNTS FOR 387 OF MEANING
e BODY LANGUAGE ACCOUNTS FOR 55%
e  WORDS ACCOUNT FOR JUST 7%

. RECOGNISE differences between the individuals in your team and appreciate them.
Embrace the traits that the individuals have e.g. approach an introvert differently to an
extrovert to gain the best response from them.

o to your staff. Create opportunities for staff to tell you their opinions and feelings
without judging or interrupting them.

o ASK QUESTIONS to better understand the individuals in your team e.g. “do you prefer struc-
ture or flexibility”?

WHAT ARE WAYS IN WHICH YOU CAN SHOW EMPATHY TOWARDS YOUR PEOPLE?
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WIN/WIN PROCESS
FOUR STEP PROCESS:

1. SEE THE PROBLEM FROM ANOTHER POINT OF VIEW

Empathise with the parties involved

2. IDENTIFY THE KEY ISSUES AND CONCERNS

What does everyone actually want?

3. WHAT WOULD MAKE A FULLY ACCEPTABLE SOLUTION?

What does success look like?

4. IDENTIFY NEW OPTIONS TO ACHIEVE THOSE RESULTS

e

How can we get there?

C— D
& b

SAME SCENARIO:

YOU WALK IN TO THE KITCHEN AND TWO PEOPLE ARE FIGHTING OVER THE LAST
ORANGE IN THE FRUIT BOWL. THIS IS VERY IMPORTANT TO THEM; THEY BOTH
REALLY, REALLY WANT IT!

HOW WOULD YOU DEAL WITH THE SCENARIO NOW?
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PROVIDING EMOTIONAL SUPPORT

Providing emotional support doesn’t mean acting as a counsellor or therapist, but as a
manager you have an interest in maintaining a positive workplace, so there are many

practical ways you can support your team.

INFORM YOURSELF ABOUT MENTAL ILL HEALTH such as depression and anxiety in order to

pre-empt any misunderstandings should employees approach you about this.

MAKE YOURSELF FAMILIAR with the support resources in your organisation and how to

access them

PROMOTE AND EXEMPLIFY personal resilience including work/life balance.

USE A BUDDY SYSTEM to support younger, less experienced employees who may be
less able to cope with emotional demands. Pair them up with an experienced ‘buddy’
within the company; someone they can turn to during the early stage of their career

and ask for advice when needed.

ESTABLISH REGULAR MEETINGS where employees can share and ‘offload’ their emotion-
al issues and support each other. Peer support is a great mechanism to alleviate emo-

tional stress.

ENCOURAGE AN OPEN, HONEST DISCUSSION ABOUT STRESS that acknowledges that

stress is not a weakness.

ACKNOWLEDGE that each employee has different levels of resilience / different
bridges.

YOU CAN SHOW EMPATHY WITH THE WORDS THAT YOU USE, BUT MOSTLY THROUGH BODY
LANGUAGE AND TONE OF VOICE. LISTENING AND SHOWING THAT YOU ARE HEARING IS
KEY - YOU DON'T HAVE TO HAVE ALL OF THE ANSWERS!
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TYPICAL WORK-RELATED SCENARIOS PART ONE

CHOOSE ONE OF THE SCENARIOS AND UTILISE THE MIRROR/MATCHING TECHNIQUE. THINK
ABOUT MEHRABIAN'S THREE ELEMENTS OF COMMUNICATION: BODY LANGUAGE, TONE
AND WORDS.

ACT LIKE A MIRROR - REFLECT BACK WHAT YOU THINK THE SPEAKER IS SAYING AND
FEELING:

PERSON 1: “I JUST FEEL REALLY ANNOYED THAT WHATEVER | SAY, PEOPLE NEVER
TAKE NOTICE”
PERSON 2: “SO YOU FEEL LIKE YOU'RE NOT BEING LISTENED TO...’

SCENARIO 1: JAS (NEW STARTER)

Jas is a new starter to the company and only joined 2 months ago, he is still in his
probationary period. You notice that Jas has had a lot of days off in this time and is
isolating himself from the rest of his colleagues and declining social events. He tends to
get extremely anxious when speaking to colleagues.

AS A MANAGER, HOW WOULD YOU BEST APPROACH JAS?

SCENARIO 2 : GITA (REMOTE WORKER)

Gita is a Sales Manager who works from home and rarely goes into the office. She
manages a small team of 4 other employees remotely. Gita has worked at the company
for 20 years. It has been brought to your attention that recently Gita has not been
replying to her emails as frequently or getting involved in the monthly social events as
she usually does. Gita has also been missing deadlines and not keeping in touch with her
direct reports as much.

AS A MANAGER, HOW WOULD YOU BEST APPROACH GITA?

SCENARIO 3: FIROZ (PROLONGED SICKNESS/RETURN TO WORK)

Firoz has worked in the Finance department for 1 year. However, he recently has been
signed off work with depression. This is his first week back in the office after 2 weeks. Firoz
is settling back in but he is still not 100% himself.

AS A MANAGER, HOW WOULD YOU BEST APPROACH FIROZ?

© International Wellbeing Insights 2020
Tel 020 3142 8650; Web www stress.org.uk Email support@stress.org.uk;

Reproduction in any form without the written consent of the Society is prohibited.



BUILDING RAPPORT: PACING & LEADING

PACING AND LEADING

IT HAS BEEN SUGGESTED THAT THE WORST THING ONE CAN SAY TO SOMEBODY WHO IS
UPSET OR IN AN AGITATED STATE IS “CALM DOWN” - THIS CAN BE LIKE A RED RAG TO A
BULL!

PACING AND LEADING IS A TECHNIQUE THAT MATCHES SOMEONE’S BEHAVIOUR EXACTLY,
FOLLOWING THEIR SPEECH PATTERNS AND BODY LANGUAGE. WHEN IT CHANGES,
MATCHING THEIR SEQUENCE OF EVENTS. HAVING ESTABLISHED RAPPORT BY PACING, YOU
CAN LEAD THEM THE WAY YOU WANT TO.

FOR EXAMPLE, IF A STAFF MEMBER APPROACHES YOU WITH A PANICKED VOICE AND
MOVEMENTS, MATCH IT WITH THE SAME ENERGY AND EMOTION. ONCE THEY'RE AWARE OF
THIS, SLOWLY CALM YOUR TONE AND ACTIONS. THIS SHOULD LEAD THEM TO A CALMER
BEHAVIOUR.

g
e

eACA
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TYPICAL WORK-RELATED SCENARIOS PART TWO

Choose one of the scenarios and utilise the Pacing & Leading Technique—again, be
mindful about Mehrabian's three elements of communication: Body Language, Tone and
Words

A: Using one the scenarios lead the conversation, choose a particular exaggerated
emotion
B: Subtly match A’s tone of voice and body language

Notice the quality of communication: Is the flow of information smooth or difficult? Is
there a feeling of rapport or not?

B: After a few minutes of smooth, flowing conversation, alter your voice to be very
different from other person’s in tone and tempo. Notice what impact this change has on
the quality of the communication.

B: Change back to matching the other person’s voice quality and notice how you are
able to regain the rapport that enables a smooth flow of conversation.

SCENARIO 4: SOHAL (CHANGE IN BEHAVIOUR)

Sohal is an Office Assistant who has been working at the company for 3 years. Over the
past 2 weeks Sohal has been very quiet in the office and has not been taking part in
social activities inside or outside of work with her colleagues. This is unlike Sohal as
usually he has an outgoing personality and likes to get involved. Sohal’s colleagues
have approached him to see if there was anything wrong and he said ‘No’. However, he
has still not been acting like himself.

AS A MANAGER, HOW WOULD YOU BEST APPROACH SOHAL?

SCENARIO 5 : SUNITA (PRESENTEEISM)

Sunita is a Marketing Executive who has been working at the company for 2 years. You
have noticed recently that Sunita is always the first person in the office and is still working
when everyone has left for the evening. She has been logging into her emails from home
and has mentioned that she is finding it difficult to switch off from work. Sunita is no longer
going to the gym before work and participating in her usual hobbies as she normally
does and rarely takes her lunch breaks.

AS A MANAGER, HOW WOULD YOU BEST APPROACH SUNITA?

SCENARIO é6: MOHAMMED (STIGMA)

Mohammed has just been promoted from the role of HR Advisor to HR Manager and has
now been given line manager responsibility. He has taken on a new role with a higher
workload and responsibility. You are made aware that Mohammed has commented that
he is finding it difficult and is feeling increasingly stressed—he no longer feels like ‘good
old Mo’. However, Mohammed is worried about being honest through fear of being
demoted and having others feel that he is incompetent to do the role.

AS A MANAGER, HOW WOULD YOU BEST APPROACH MOHAMMED?
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SUPPORT RESOURCES IN UNITED ARAB EMIRATES

OPEN COUNSELLING
e www.opencounseling.com/hotlines-ae

SUICIDE PREVENTION HELPLINE
Hotline: 800 46342 (For Indian Expats)

DUBAI FOUNDATION FOR WOMEN AND CHILDREN (DFWAC)

Hotline: 800111

04-6060300
P.O. Box 97727 Dubai
United Arab Emirates

24/7 DOMESTIC ABUSE HELPLINE
Hotline: 1919

PLEASE ENSURE YOU GET
THE SUPPORT THAT YOU NEED

OR
SIGNPOST OTHERS TO GET THE
HELP THAT THEY NEED
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

EMPOWER

Empower your staff by providing the necessary knowledge and skills to enable staff to
solve their problems themselves. Empowering staff can also mean decentralizing
management by devolving power to lower management and giving more authority and
decision-making power to staff.

OPPORTUNITY

SKILLING UP
CONFIDENCE

Examples

ANNUAL APPRAISAL (ALSO A PART OF ENGAGEMENT)
RESPONSIBILITY FOR PROBLEM SOLVING

EXTERNAL STAFF TRAINING GIVES STAFF TIME OUT OF WORK TO ATTEND RELEVANT
TRAINING THAT WILL HELP THEM WORK MORE EFFECTIVELY AND EFFICIENTLY

INTERNAL STAFF TRAINING GIVES STAFF TIME OUT OF WORK TO UNDERSTAND THE
ORGANISATION'’S PROCESSES AND TO REDUCE A MANAGER'S INVOLVEMENT IN THEIR
STAFF’S DUTIES

EWHAT TOOLS DO YOU NEED TO GIVE YOUR TEAM MEMBERS TO BE LESS RELIANT ON YOU AS A
 MANAGER AND EMPOWER THEM INSTEAD?
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MONKEY MANAGEMENT

In 1974, William Oncken, Jr. and Donald L. Wass published an article in Harvard Business Re-
view that referred to unsolved problems as ‘monkeys’ and the problem of managers unwit-
tingly reducing their effectiveness by taking ownership of monkeys that rightfully need to stay
with the employee.

Monkey management has 5 stages:

1 DON'T BREED MONKEYS

When an employee presents you with a problem, clarify what your employee expects. In a
highly functional manager/employee relationship, the employee may just want to be heard
and feel understood. After some empathetic listening, simply asking the employee “What do
you need from me?” can often result in “Nothing, | just needed someone to talk to. Thanks for
listening.”

2 IDENTIFY THE MONKEY

If someone comes to you with a solution, make sure you know what the problem is. If the

discussion begins with a solution, ask “What problem are we trying to solve?”

3 FEED OR SHOOT THE MONKEY

Decide if the problem should be solved or dismissed. Together the manager and the
employee decide to work on a solution or decide not address it at all. Clearly stating “I agree
that is an issue, but because of (.....), it is not a priority at this time,” is better than an
ambiguous acknowledgement.

4 DON'T TAKE THE MONKEY

Clearly communicate that the problem and its solution belong with the employee. A good
starting position is “l could take this problem, but it would be better for you to handle this. Let’s
look at how.”

5 SCHEDULE THE NEXT MONKEY FEEDING TIME

Schedule the management of the problem. Set aside a specific time to address the problem,
its solution, and progress until completion - “Tuesday at 2:00pm” is a good approach. “Let’s
talk later,” is not good. As long as the problem remains unsolved, end each scheduled
discussion with a clear and scheduled next step.

(Source: Life Cycle Institute)
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MONKEY MANAGEMENT

What factors are critical for its success?

° Recognition that a problem is being delegated vupward
° An understanding by the manager that his or her job is to get problems solved, not solve problems

° Employees who are both willing and able to solve problems

Benefits of proper monkey management include:

° Effective use of a manager’s time
° Increased employee problem-solving skills
° Increased organisational problem-solving capacity

° Greater employee job satisfaction
(Source: Life Cycle Institute)

Openable door policy

Open door and closed door policies both have their benefits,
however, making yourself available 24/7 can be detrimental
to completing your own duties, and completely removing
staff's ability to approach you can lead to errors and a
breakdown of interpersonal relationships. An openable door

means being approachable on your own terms, such as set-

ting specific times in the week that staff can book time in with

you to discuss any challenges they are having.

E HOW CAN YOU USE MONKEY MANAGEMENT TO MINIMISE MICRO-MANAGEMENT AND EMPOWER YOUR
1 PEOPLE?
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MONKEY MANAGEMENT EXERCISE

GROUPS OF TWO (OR THREE) TO TAKE TURNS:
A: TEAM LEADER - HAS A HABIT OF TAKING MONKEYS...BUT NOT THIS TIME!
B TEAM MEMBER - NEEDY AND LIKES TO PASS MONKEYS TO THEIR MANAGER

(IF NEEDED - C WILL OBSERVE AND PROVIDE FEEDBACK)

B: THINK OF A CHALLENGE THAT YOUR TEAM MEMBERS PRESENT YOU WITH ON A REGULAR
BASIS,

APPROACH YOUR MANAGER AND TRY TO PASS YOUR MONKEY
A:  EMPOWER YOUR TEAM MEMBER BY USING MONKEY MANAGEMENT

Notes on exercise:

YOU DON'T HAVE TO
START WITH A PROBLEM,
YOU COULD TRY
APPROACHING YOUR
MANAGER WITH A
SOLUTION FIRST
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

ENCOURAGE

ENCOURAGING INDIVIDUALS MEANS MORE THAN JUST PRAISING THEM WHEN THEY DO WELL. IT'S
ABOUT KNOWING HOW TO INTERACT WITH STAFF ON BOTH AN INDIVIDUAL AND A TEAM LEVEL TO
HELP THEM CREATE A HAPPY AND EFFICIENT ENVIRONMENT FOR THEMSELVES.

APPROPRIATE & SPECIFIC PRAISE
RECOGNITION
GRATITUDE
MOTIVATION & INCENTIVE

EXAMPLES

° A SIMPLE “WELL DONE” WHEN A STAFF MEMBER HAS DONE SOMETHING WELL (QUITE OFTEN
FORGOTTEN DURING TIMES OF PRESSURE)

° ASK STAFF TO INDIVIDUALLY RANK A LIST OF THINGS THAT MOTIVATE THEM FROM MOST TO
LEAST IMPORTANT
E.G. CHALLENGING WORK, MONEY, OPPORTUNITY FOR ADVANCEMENT ETC. UNDERSTAND-
ING WHAT MOTIVATES INDIVIDUALS GIVES YOU THE ABILITY TO ENCOURAGE THEM IN A WAY
THAT SUITS THEM BEST.

° REWARD BOTH EFFORT AND SUCCESS. SOME EMPLOYEES WILL COME UP WITH GREAT IDEAS
THAT MAY NOT HAVE WORKED OUT. LACK OF SUCCESS DOESN'T MEAN ANY LESS EFFORT WAS
PUT INTO THE IDEA.

° ALWAYS DO YOUR BEST TO KEEP THE TEAM EQUAL IN THEIR VOICES E.G. ACTIVELY INVOLVING
QUIETER STAFF MEMBERS IN MEETINGS AND CONVERSATIONS, ALLOWING THEM TO SEE THAT
THEIR VIEW COUNTS.

° POINTING OUT THE POSITIVES TO STAFF IF THEY DON'T DO AS WELL AS EXPECTED. DON'T
DWELL ON WHAT WENT WRONG, SPEAK TO THEM ABOUT WHAT THEY CAN LEARN FROM THE
SITUATION SO PREVENT IT FROM HAPPENING AGAIN

° TEAM INCENTIVES IF THEY HIT/EXCEED TARGETS SUCH AS AN EXPENSES PAID MEAL OR TRIP.

° EMPLOYEE OF THE MONTH/QUARTER AWARDS: AN ANONYMOUS TEAM VOTE AVOIDS ANY
ACCUSATIONS OF FAVOURITISM
° FINANCIAL REWARDS (DIRECTLY INVOLVING MONETARY REWARDS) OR NON-FINANCIAL RE-

WARDS (STILL MAY COST THE COMPANY MONEY, BUT ARE TARGETED AT PROVIDING PSYCHO-
LOGICAL BENEFITS).

WILMOTT DIXON

LOYALTY IS REWARDED WITH A LEARNING FUND OF £750 PER HEAD SO WORKERS CAN TRY SOME-
THING NEW, SUCH AS LEARNING A LANGUAGE OR TAKING SINGING LESSONS. THESE INITIATIVES
CONTRIBUTE TO THE FIRM WINNING THE SUNDAY TIMES SPECIAL AWARD FOR DISCOVERING PO-
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

EMBED

INSTILLING WELLBEING VALUES IN EVERYTHING YOU DO. CREATE POLICIES AND INFRASTRUCTURES TO MAKE
SUSTAINABLE CHANGE POSSIBLE.

HAVING A PLAN
CARRYING IT OUT EVERYDAY
ENCOURAGING OTHERS
MAKE IT THE CULTURE

° WHAT ARE YOU GOING TO TAKEAWAY FROM THIS?

° WHAT ARE THE LONGER TERM GOALS?

EXAMPLES
. CREATE A WELLBEING POLICY AND MAKE SURE IT IS IMPLEMENTED

. DON’'T LET STANDARDS AND POLICIES SLIP OVER TIME AND HAVE A PERIODICAL REVIEW OF
THE POLICY TO REMIND YOURSELF AND OTHER STAFF ABOUT WHAT IS EXPECTED OF THEM TO
KEEP WELLBEING STANDARDS HIGH.

EWHICH SKILLS, ACTIONS & PRACTICES ARE YOU GOING TO USE BOTH FOR YOURSELF AND FOR
'YOUR TEAMS?

° FROM THE STRESS MANAGEMENT SOCIETY?
° FROM ANY OF THE GOOD PRACTICE YOU HAVE WITNESSED?
° FROM ANYTHING THAT YOU USED TO DO (BUT STOPPED DOING) THAT WORKED?

HOW CAN YOU (AND YOUR TEAM) EMBED THESE ACTIONS IN TO PRACTICE?
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THE 7 Es FRAMEWORK TO CREATE A CULTURE OF WELLBEING

EVALUATE
ASSESSING THE EFFECTS AND BENEFITS OF THE FRAMEWORK OVER TIME.

3 SOURCES OF DATA

1. ANECDOTAL: NEGATIVE CHANGES IN THE INDIVIDUAL
YOUR PERCEPTIONS ARE IMPORTANT. THIS INCLUDES SEEING OR HEARING NEGATIVE
CHANGES AND WHETHER THOSE CHANGES PERSIST OVER TIME.

PERSONAL OBSERVATION
INSTINCT & INTUITION
THOUGHTS & FEELINGS
MEMORIES & REFLECTION

2. QUANTITATIVE: NUMERICAL INFORMATION RELATED TO THE IMPACT OF STRESS ON THE
TEAM/INDIVIDUAL
LOOKING AT WHETHER THERE ARE MEASURABLE EFFECTS SUCH AS CHANGES IN
EFFICIENCY OR ABSENCE

e FACTS, FIGURES & NUMBERS

e PERCENTAGES, SIZES & DIMENSIONS
e STATS, TRENDS & BENCHMARKS

® FREQUENCY

3. QUALITATIVE: NON-NUMERICAL INFORMATION
OTHERS’ PERCEPTIONS ARE ALSO IMPORTANT SO MAKE SURE TO EXPLORE HOW
OTHER PEOPLE DESCRIBE THEIR EXPERIENCE. DATA LIKE THIS CAN COME FROM
CHANCE REMARKS, ONE-TO-ONES OR PERHAPS MOST IMPORTANTLY FROM TEAM
MEETINGS.

e DETAIL, THEORIES & REASONS
CHARACTERISTICS & CONTEXT

HELPS FORM HYPOTHESES

MEETINGS, INTERVIEWS & FOCUS GROUPS

HOW DO YOU KNOW YOU HAVE ACHIEVED SUCCESS?

____________________________________________________________________________________________________
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MY ACTION PLAN — 30 DAY CHALLENGE

S.M.AR.T.O

SPECIFIC WELL-DEFINED AND CLEAR

MEASURABLE KNOW IF THE GOAL IS OBTAINABLE AND HOW FAR AWAY COMPLETION IS
FIND OUT WHEN YOU HAVE ACHIEVED YOUR GOAL

ACHIEVABLE = AGREEMENT ON WHAT THE GOAL SHOULD BE AND IF IT IS REALISTIC

REALISTIC WITHIN THE AVAILABILITY OF RESOURCES, KNOWLEDGE AND TIME

TIME-BASED ENOUGH TIME TO ACHIEVE THE GOAL, NOT TOO MUCH TIME WHICH CAN AFFECT
PERFORMANCE

...AND MUST HAVE
OWNERSHIP WHO IS DOING THIS?

THE 30-DAY CHALLENGE WILL MAXIMISE YOUR CHANCES OF TURNING USEFUL
KNOWLEDGE AND TECHNIQUES INTO POSITIVE BEHAVIOURAL CHANGE.

IT TAKES 30 DAYS TO TURN ACTIONS INTO HABITS, WHICH IS WHY THIS IS A
MONTH-LONG PROGRAMME

ACTIONS

FEEDBACK

THE 30 DAY CHALLENGE IS AN OPPORTUNITY FOR YOU TO HAVE ACCOUNTABILITY
AND SUPPORT FROM YOUR BUDDY TO PROGRESS AGAINST YOUR
7 Es ACTION PLAN
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MY ACTION PLAN - 30 DAY CHALLENGE

Action Point 1: ENGAGE

Action Point 2: EXEMPLIFY

Action Point 3: EMPATHISE

Action Point 4: EMPOWER

Action Point 5: ENCOURAGE

Action Point 6: EMBED

Action Point 7: EVALUATE

Who will you make yourself accountable to over the next 30 days?

How will you stay in touch? How many times over the next 30 days?
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ABOUT INTERNATIONAL WELLBEING INSIGHTS

Stress is a much used (and abused) term these days. You frequently hear people say “I'm stressed” or
“I'm depressed”, yet there is still much confusion about what these terms actually mean and how best to
tackle them. This is where we can help. We are the UK’s leading authority on stress management issues,

which is why you will regularly hear us talking about this topic in the media.

International Wellbeing Insights is dedicated to leading effective universal change by maximising your
resilience, happiness, productivity and success with our passionate approach to reducing stress and
promoting wellbeing. Our extensive knowledge of stress and wellbeing and our culting edge
interventions have made us the primary organisation dealing with work-related stress reduction and

wellbeing promotion in the UK since 2003.

For years, we've been empowering individuals to take charge of their wellbeing through our workshops,
guides and regular updates. We also act as a trusted advisor for many companies such as

British Airways, Allianz and Shell, guiding them through the mental wellbeing solution maze.

For more information or to book a &cﬂ: Sroups

workshop or a coaching session see !

www.stress.org.uk, call 0203 142 8650 or
email info@stress.org.uk

If you want to promote wellbeing in
your company using branded stress
management products, go to
www.stress.org.uk.
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We provide a range of services across the UK and internationally. We are always happy to dis
cuss how we can support you.

We look forward to supporting your wellbeing journey.

Find Us Here: Call Us On: Email Us On: Visit Us On:
The Lighthouse Switchboard: +44 (0) 203 142 8650 info@stress.org.uk www stress.org.uk
Suite S, Quay West www.wellbeing.work

Salamander Quay

Harefield, Middlesex

We have supported many organisations, including:

NHS Anianz @ (D)

Garrett Go gle PHILIPS  LITLIS L8Q

ADVANCING MOTION

ENGLAND
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