London Borough of Havering

Model Risk Assessment for Work Related Stress

Establishment/Cluster/Section  


1. Job, Role or Task Covered by This Assessment



2. How To Use This Model Risk Assessment

1. This risk assessment asks the manager to identify stressors, i.e. non-physical demands and/or organisational factors, in relation to the performance of the above job role. The risk assessment is completed on the role not the individual, not forgetting that ultimately an individual cannot be totally separated from the role.

2. The job profile and person specification should be referred to when undertaking the risk assessment, taking into account the skills and abilities of the individual, identifying any training needs, to ensure there is no potential conflict between ability and role

3. Try to identify the key stressors and underlying causes with the potential to develop work-related stress in your particular service area. Accurately identifying these will help you focus your resources and find the controls most likely to reduce the risk.

4. Consult with staff. You may not feel that there is a problem, your staff however may feel differently. You need to encourage staff to communicate their views on where they identify stressors within their particular role(s) to enable you to develop a complete picture. Employees are more likely to be committed to control measures if they helped to develop and put them into practice. Take an overall view and try to balance the risks to employees against the needs of the service.

5. Sections 3 - 9 detail a range of control measures that may be appropriate to mitigate potential stressors and control the risks to employees. Like any other aspect of health & safety, the test when applying these control measures is what is reasonably practicable. This list is not exhaustive; managers may identify additional control measures. It is likely that a combination of control measures will be required. In most instances the measures will be good management practice.

Ensure the control measures are:-

a) appropriate for the service area

b) in place

c) Working

The next step is to identify what additional measures are required. This will form your action plan.



2. How To Use This Model Risk Assessment ( continued )

6. The HSE have identified seven broad categories of risk factors for work related stress: Culture; Demands; Control; Relationships; Change; Role; Support, training and factors unique to the individual. This model risk assessment identifies control measures appropriate to each of these categories.

7. Guidance and explanation is contained within the document. Some of the control measures will overlap in different categories, this is why some of the guidance is repeated in several sections, this is intended to ensure that all possible controls are considered.

8. Having identified the necessary additional control measures (noted in column 4) develop an ‘Action plan for implementation’ (section 11) listing the control measures that need to be implemented, a date for implementation (taking account of resources etc) and the person responsible for ensuring implementation.

9. The control measures must be regularly monitored and reviewed to ensure that they remain effective.



3. Risk Factor - Culture

Organisational culture is key in determining how successful you will be in managing work-related stress. Organisational culture is often very strong and difficult to change. A healthy culture will be one where communication, support, and mutual respect are the norm.

3.1 Communication: communicate regularly with staff. Be open and honest about what is happening at work and how it may affect them.



Recommended Control Measures

· Regular meetings with staff i.e. one-to-one; team briefings; etc.

· Encourage staff to talk to line managers at an early stage about work-related stress issues.

· Consult/involve staff in planning processes to invite opinions/highlight their place in the 

overall work area.
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High/Medium/Low Priority
Summary Action

Plan/Comments
N/A







3.2 Staff welfare: an organisation that actively cares for staff reduces the levels of work-related stress absences.

Recommended Control measures

· Staff care system i.e. flexible working arrangements; access to the occupational health unit; counselling service.

· Positive system to support staff emotionally and practically; i.e. support in a crisis e.g.

illness, bereavement, financial worries; practical coaching/training.

· Prompt recognition of problems and work towards solutions.

· Actively discourage long working hours, encourage good time management.

· Monitor and act upon as necessary, prevalence of staff taking work home. 

· Individual and departmental achievements are positively recognised.
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4. Risk Factor - Demands

Demands on the individual are often quoted as the main cause of work-related stress. It is important that job demands are fully evaluated to identify what are the true demands of the job and that these demands do not become unmanageable.

4.1 Work overload: This can occur when a person is allocated a great deal of work but insufficient resources to deal with it

Recommended control measures

· Set SMART targets – Ensure staff are not expected to try to complete impossible tasks regardless of resources and ability. Encourage staff to express their opinions on whether they feel that any targets/deadlines etc., are achievable.

· Monitor workload

· Ensure there are sufficient resources to do the work allocated e.g. funding, manpower,

(Both during normal operation and during times of staff absences), facilities etc.

· Encourage staff to discuss problem areas at an early stage if they feel they cannot cope.

· Prioritising work – Support staff by helping them to prioritise work or to negotiate deadlines. Fast pace and the requirement to resolve conflicting priorities have been associated with a higher risk of poor physical and mental wellbeing. e.g. time management training.

· Talk to the team regularly about what needs to be done. Communication and consultation are essential to:-

· Help staff understand the current challenges and pressures for the team;

· Find ways to share out the work sensibly and agree the way forward with the team;

· Gain cohesion and commitment to the work planned (allocating work to an already stretched team without explanation is not helpful);

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

· Help to manage any unexpected absences or losses to the team.

· Ensure staff are not asked to perform tasks that are currently beyond their skills or experience. i.e. all staff must be suitably and sufficiently trained to perform their job.

· Monitor staff to restrict excessive hours, ensure compensatory time is taken if long hours are temporarily unavoidable, review job demands. Staff with an excessive workload may try to compensate by working long hours, which in turn can lead to fatigue, ill health and a vicious circle of coping mechanisms.
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4.1 (continued)

Recommended control measures 

· Monitor taking work home – the degree to which staff take home work could have a detrimental effect on their family, social life and ultimately their work.

· Ensure full consultative systems are in place. – Most staff need a certain amount of challenge and pressure at work to promote interest and motivation. However this must be carefully balanced to ensure this does not become excessive. Full discussion with those involved is the key to balance this. Staff often feel more overloaded when there is a lack of personal control or involvement in what is expected of them.
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4.2 Work under-load: this can be associated with repetitive, routine, boring and under-stimulating work, leading to an employee feeling dissatisfied, under–utilised, with a feeling of non-recognition of their abilities.

Recommended control measures

· If staff have an insufficient work level, re-consider the job content; try to provide job stimulation, possibly increasing the level of responsibility, also ensuring that adequate training has been provided.

·  Strike a balance to ensure staff are busy and interested but not overloaded, under-loaded or confused about the job.
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4.3 Capability and capacity: Under the Management of Health & Safety at Work Regulations 1999, employers, when entrusting a task to employees, are required to take into account their capabilities as regards health & safety. This includes that employees’ mental health is not put at risk through the work they are required to do.

Recommended control measures

· The provision of suitable and sufficient training is of paramount importance. Ensure all staff receive/received the relevant training.

· Monitor to identify future training needs e.g. via the PDPA system, one-to-one meetings etc.

· Ensure any new aspects of the work are accompanied by the relevant level/method of training e.g. training course, mentoring, job shadowing etc.

· Staff to receive full training in the use of new technology.
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4. Risk Factor - Demands (continued)


4.4 Physical environment: Various factors of the physical working environment have been shown to affect the physical and mental wellbeing of staff.



Recommended control measures

· Elements of the environment that can affect office workers include temperature, lighting, ventilation, humidity. Ensure that any complaints regarding the working environment are dealt with promptly in a constructive manner.

· Poor quality, shabby and unsuitable fittings and furnishings are detrimental to encouraging a positive working attitude, particularly if combined with a cramped and overcrowded workspace. Provide suitable furniture and equipment, where possible, and consult with staff on potential solutions to poor utilisation of work areas.

· Control excessive noise levels. e.g. use of acoustic containers around equipment, use of sound absorbing materials in dividing screens etc. Exposure to noise is associated with reported fatigue, headaches, irritability and reduced ability to concentrate.
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4.5 Psychosocial environment: Any role that exposes staff to potential acts of violence or aggression (both physical and verbal) must be fully risk assessed separately.



Recommended control measures

· Any procedures and safe systems of work relating to violence at work to be monitored and re-assessed as necessary.

· Encourage full reporting of any such incidents to enable a full view of the potential problems to be addressed.

· Procedures in place to deal with harassment and discrimination i.e. grievance and disciplinary procedures.
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5. Risk Factor - Control



Research has shown that where an individual has little control in how their work is carried out this can be associated with poor mental health. Research also suggests that where there are greater opportunities for decision making there is a greater level of self-esteem and job satisfaction.

5.1 Task design: look at the tasks within a role to identify those that have poor level of autonomy and control to see where improvements can be made



Recommended control measures.

· Increase staff control by involving them or devolving to them in the planning, decision making, problem solving etc., relating to their role.

· Ensure full level of supervision and support from line management. Staff need to know they will receive full support even if things go wrong or find that they cannot cope with the added pressures. A support system could include providing a mentor, accessible management etc.

· Only monitor an individual’s work if this is essential. Over monitoring can be counter-productive and increase the feelings of pressure. A system of regular management meetings could be used to promote discussion and provide advice and support, where necessary.

· Enrich jobs by ensuring staff are able to utilise their skills to fulfil their role and to understand how their role fits in with the work of the unit/dept/section/organisation.

· Hold discussions with staff to clarify any possible areas of conflict. Ambiguity, unclear or unreasonable expectations, conflicting job demands etc., lead to low levels of control by an individual.
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6. Risk Factor - Relationships



“Relationships” is the term used to describe the way people interact at work. Other people can be important sources of support but they can also be sources of stress. At work relationships with colleagues at all levels can dramatically affect the way we feel at the end of the day. The two specific aspects of these relationships that could lead to work-related stress are bullying and harassment.

6.1 Bullying and harassment: Harassment has been defined to mean unwanted conduct based on sex (including transgender status), race, colour, religion, nationality, ethnic or national origin or disability that affects the dignity of people at work.

Bullying is persistent unacceptable behaviour (or a single, grossly unacceptable act) by one or more individuals against one or more employee. This behaviour is perceived by the person experiencing it to be offensive, abusive, intimidating, malicious, insulting or involving the abuse of power.



Recommended control measures

· Measures in place to identify and deal with harassment and/or bullying. – see the Council’s harassment & bullying policy. Examples of bullying are:-

· Any act of physical or verbal abuse;

· Repeated verbal abuse; intimidation; victimisation; ridicule; humiliation; libel; slander or malicious gossip;

· Spying, pestering or inappropriate intrusive questioning into personal or domestic life;

· Insubordination;

· Setting impossible or arbitrary objectives or deadlines;

· Excessive supervision; unjustified faultfinding;

· Withholding information and exclusion from meetings in which the individual has a reasonable expectation of being included, or other forms of unreasonable ignoring of the individual;

· Refusing without justification reasonable requests for leave or training; maliciously preventing career development.
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6.1 (continued)



· Ensure disciplinary and grievance procedures are in place to deal with any instances of unacceptable behaviour.

· Unacceptable behaviour can emanate not only from managers and peers, but also from dealings with outside agencies, service users, volunteers and support workers.

· Any such procedures to include dealing with adverse contact with non-employees.

· Ensure staff are aware of the harassment & bullying policy – communicate the policy making clear that senior management support the policy and what the consequences are of breaching them.

· Create a work culture of mutual trust and respect where individuals can be themselves whilst at work. Encourage staff to recognise the contributions of individuals and the benefits of a cohesive team.
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6.2 Working in isolation



Recommended control measures

· Ensure adequate arrangements and procedures are in place to ascertain that individuals working in isolation receive a consistent level of support and supervision.

· Working in isolation is not only defined as working alone in a remote location but also refers to those who habitually work by themselves without direct or close supervision

· A comprehensive risk assessment must be completed for lone workers. (Guidance is available on completing a lone working risk assessment from the HSE leaflet Working Alone in Safety).

· The knowledge that systems, procedures and support are available can greatly reduce the stress and pressures that can be felt from working alone.
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7. Risk Factor - Change



Many organisations have had to undergo change in recent years. These changes could incorporate the introduction of new technology, new working practices and procedures, downsizing and complete or partial restructuring. The changes could be one clear overall objective or a series of smaller, on-going, subtler frequent changes. Poor management of any change can lead to individuals feeling anxious about their employment status and reporting work-related stress. Therefore it is very important that any change is properly managed.

7.1 Communication: a policy of openness during an era of change will promote a more positive attitude from employees for their future prospects. 

Recommended control measures

· Ensure that full explanation is given, from the outset, of why the changes are necessary; what it is hoped to achieve; explain the timetable for action and what the first steps will be. 

· Detail what the changes will mean in relation to normal day-to-day activities

· Identify and implement any additional training needs.

· Ensure new developments are quickly communicated to staff to avoid the rapid spread of rumours.

· Discuss job security, possible requirement to relocate, possible changes to terms and conditions of service, possibility of redundancy.

· Have an “open door” policy to enable staff to talk to management about any concerns or ideas they may have to improve the way the change is managed.

· Provide the opportunity for staff to be involved in discussions how a job(s) may be developed or changed, and in ways of overcoming any identified or potential problems.

· Ensure full support systems are in place to help staff deal with changes,

· Ensure any staff who are made redundant are fully supported in their efforts to find new employment e.g. help with CV writing, preparing job applications and for interviews.

· Following any changes, consider revising work objectives to avoid conflict, role ambiguity etc, which can result in increase pressure and stress. (see section 8)

· Revise the risk assessment to take into account any factors affected by the change(s)

· Social changes often have a greater impact than new location or technology.
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8. Risk Factor - Role



The potential for developing work related stress can be greatly reduced when a role is clearly defined and understood, that expectations do not produce areas of conflict. The two main potentially stressful areas are role conflict and role ambiguity.

8.1 Role conflict: this can be defined in several ways:

· When an individual is torn by conflicting job demands;

· When an individual is expected to do things (s)he does not want to do;

· When an individual is expected to do things (s)he does not believe are part of their job;

· When an individual feels torn between two groups of people who demand different types of behaviour;

· When an individual feels torn between two groups of people who believe the job entails different functions.

8.2 Role ambiguity: this arises when individuals do not have:

· A clear picture about their work objectives;

· A clear idea of the co-workers’ expectations of them;

· When the scope and responsibilities of the job do not appear to balance;

· When a manager or supervisor has not adequately explained what is required of them;

· When the role has changed but has not been acknowledged in the job description.

Recommended control measures

· Ensure there is a clearly defined work plan/programme related to the role

· this will enable an individual to understand exactly what are their roles and responsibilities.

· Ensure staff are encouraged to talk to line management at an early stage if they are unclear about priorities or the nature of the tasks to be undertaken.

· help and guide staff to prioritise the workload;

· provide additional training as necessary

· look at the potential for a review and/or re-division of the workload

· Ensure regular team briefings and one-to-one sessions are held to clarify what the current job entails, what is expected from the role holder and what that individual can expect from line management.

· Ensure new staff receive a comprehensive induction to clearly explain their individual role, how it fits into the immediate section etc., and how it then fits into the organisation as a whole.

· Where an individual has been promoted, transferred, given additional responsibilities, new line management or structural organisation changes have taken place; it is essential that it be recognised that role conflict and ambiguity can quickly arise through lack of clear instruction, training and communication
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8.3 Responsibilities: Stress and pressure can increase due to too great or too low a level of responsibility.



Recommended control measures

· Ensure the post holder has sufficient skill to deal with a high level of responsibility. e.g. people management, budget control, responsibility for equipment/machinery etc. Recognise where and when further training and guidance may be necessary.

· Provide full management and peer support even when things are not done to the required standard. Consider sharing the workload and complete a review of the role to ascertain if any changes can be made to the overall role requirements.

· Ensure skills and abilities are fully utilised. Low levels of responsibility can lead to a reduction in work quality and quantity due to low self-esteem and feeling of a lack of support and appreciation for their efforts and potential.

· Monitor working hours and prevalence for staff taking work home.  In order to cope with high levels of responsibility and level of work demands, staff may feel the necessity to work long hours, not taking regular breaks or leave. Short-term, periodic extended hours are not a problem, but when it becomes the norm this is a key factor in developing a work-related stress condition.
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9.    Risk Factor - Support, Training and factors unique to the individual.



For this particular category you must consider both the role and the individual performing the role.

9.1 Support: The way you support both new and existing staff is key to reducing or moderating work related stress, the way the support is provided can vary from offering to help in times of crises through to informally offing congratulations for a task well done.



Recommended control measures

· Encourage and foster potential and opportunities for promotion and development.

· Give support and encouragement to staff, even when things go wrong or have not been completed to an acceptable standard.

· try to provide constructive, supportive, advice;

· provide advice on where things went wrong;

· give guidance on what you would like to see happen in the future;

· reprimanding staff and doing nothing else will not help them to learn anything, plus could make them fearful and anxious about undertaking similar work in the future.

· Listen to your staff and agree a course of action for tackling problems. Involve staff in seeking solutions, particularly as they are often best placed to identify problem areas, within the role.

· work towards agreed solutions;

· it is important that staff feel their contributions are valuable;

· imposing without consultation does not foster a good, mutually helpful, working relationship.

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

· do not be tempted to waive aside their concerns as those of someone unable to cope with the demands of the job.

· Do not train staff to become “stress resistant”, i.e. an intrinsic part of the job. There is an acceptable level of stress and pressure in most roles, we all need this to a degree. However, stress management is not the answer – stress prevention is.
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9.2 Training: Staff need to be competent and comfortable in their job. One of the keys is training. Sufficient and suitable training should be provided to enable staff to undertake the core functions of their job.



Recommended control measures

· Ensure all new staff receive full induction training and are made aware of the policy on work-related stress.

· Ensure staff are equipped with the necessary skills and knowledge if new work is taken on, making sure the objectives are achievable with the current skills and competencies of staff or that they could be developed quickly.

· Training can be in house or external, formal course, mentoring, job shadowing etc.
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9.3 Individuals:  A risk assessment that is conducted to identify potential stressors within a particular role, is based on the component parts of that role. However, the individual cannot be entirely divorced from an analysis of that role. Each person is unique in the way they work and to what level particular factors may or may not cause a feeling of pressure and stress.



Recommended control measures

· Try to ensure when recruiting new staff to match, as far as possible, skills, ability and commitment to the job.

· When assessing an individual’s competency in a role, take into account that methods of approach and skills differ.

· Some like to work to tight deadlines, others like to plan their work and schedules

· Try to cater for these differences by talking to your staff as a team.

· There may be scope to allocate work in a way that suits the majority or the work can be managed in a different way.

· Lead by example, value diversity and do not discriminate against people on grounds of race, sex, disability or other irrelevant factors.
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9.3 (Continued)

· Encourage a healthy “work – life” balance

· Discourage the practice of working excessive hours and/or taking work home.

· If this is becoming the norm, review and re-evaluate the role to ascertain what changes or amendments may be required to the role content.

· Ensure regular breaks and annual leave entitlement is taken.

· Social support at work is important. A study has shown that a high level of social support produces a feeling of protection reducing the incidence of both long and short-term sickness absences, whereas poor support has shown a high level of poor mental and physical health.
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10. Evaluation of current risk (with existing controls in place)

Given the stressors identified by this risk assessment, taking into account existing control measures assuming these controls are operating as planned, estimate the overall risk of potential work related stress within this post.



11. Action plan for implementation of additional control measures

Action Required


Completion

Date
Responsibility





12. Evaluation of risk with additional controls in place

Calculate the risk based on the perceived reduction in potential stressors with additional control measures in place.



Expiry Date: 

 Signature: 


Table A: Risk Estimator Table

Level of Risk
Action and Timescale

Low
No further action necessary: monitor to ensure controls are maintained

Medium
Efforts required to reduce risk, but resource demands to be considered in reduction/elimination of potential stressors.

High
Urgent efforts required to reduce risk, consideration should be given as to whether work should be started or continued

