Managing Stress in Your Self and Others


The Manager’s Guide: Demands

Managing workload, working patterns and the physical environment

Supporting Individuals

· Hold regular one-to-one meetings with each member of staff to discuss workload and forthcoming challenges. This is also opportunity to clarify priorities and discuss conflicting demands.  One-to ones may last from 30 minutes to an hour and should be held in a private setting rather than in front of other staff. Frequency may vary according to need and feasibility, eg is it possible to meet every month, or once a term? If it’s not feasible for you to do this since the team is large, consider delegating to another member of staff who works closely with the individual. 

· Don’t wait for issues to arise before holding one-to-ones. Whilst they may appear to be time consuming, they are a vital means to prevent minor issues becoming major ones. In the long term you will save yourself significant time and effort by keeping in contact with people and dealing with issues as they arise.

· Be direct: ask the individual/team what causes them to feel under unnecessary pressure. As a manager you may well have some control over this, or at least be able to offer support if required.

· Clarify workload by discussing with the individual what are the tasks associated with the job and what are the key priorities. Reflecting on the job description may be useful, although if it is too generic and does not provide the day-to-day detail of what the role involves, ask your member of staff to map out the key aspects of the job themselves. This ensures you both have a good understanding of what is involved and where the priorities lay. As a manager, you have a responsibility to help the individual retain focus on the ‘must do’ rather than the ‘nice to do’ elements of the role.

· A more detailed approach is to ask the individual to make a note of all that he/she undertakes during the course of a working week. Logging activity can be the only way to understand what the individual is dealing with day to day. Having firm evidence gives a stronger basis for any discussion and can focus your member of staff on where their time is actually going.

· When you do meet with an individual on a one-to-one basis ensure a note is made of the outcomes and that you both keep a copy. This need not be arduous, and may take the form of a photocopy of handwritten notes you have made during the meeting or a quick e-mail afterwards. You then have a clear record of what you have agreed and where the key concerns lie.

· The staff review process is a key opportunity to consider workload issues with individuals and is chance to consider how or if demands are likely to be met longer term. Review the paperwork produced at the annual meeting during one-to-ones throughout the year to ensure that any actions agreed are followed through. More information about the staff review process, including electronic copies of all forms, is available at http://www.bris.ac.uk/personnel/sdev/review/ 

· Ensure risk assessments for individuals are kept up to date, eg for expectant and new mothers, young persons or those who work on high risk activities. If you have any queries about this process, contact the Health and Safety Office on 0117 9288780.

Supporting Your Team

· Consider holding regular team meetings to share information on what individual team members are working on, to discuss forthcoming workload for individuals/the team and to manage the impact of any planned absences. Ensure forthcoming deadlines are communicated as far in advance as possible to ensure people can plan their time and anticipate busy periods.  

· Make sure the deadlines you set the team/individuals are realistic and agreed. Deadlines imposed externally may well be set in stone, but it is often worth asking whether or not there is some room for negotiation.

· Ensure, where possible, that staff have sufficient resources to do their job. Do they have the right equipment, support, information, space, etc? None of us have unlimited budget, but you may need to make a case for additional funding if it is unreasonable to expect the individual to complete the role if key resources are missing.

· Ensure staff have the appropriate skills and knowledge to undertake the tasks required of them. Remember there is support available from Staff Development and local on-the-job training such as coaching or shadowing can be extremely helpful. For more information about the service provided by Staff Development, see ‘The Staff Development handbook: Your Development at Bristol’ (available as a PDF file at www.bris.ac.uk/pwe/your_development_2006) or see the website at http://www.bris.ac.uk/personnel/sdev/. 

· Is there any flexibility with working patterns that can help the individual/team? Consider changes to start and end times to help those with external pressures, eg caring responsibilities, commuting, etc. Do your staff take regular breaks? Discourage people from not stopping for lunch, working consistency long hours or taking work home from them. We all need a break in order to be effective and renew our concentration and as a manager you play a vital role in setting the culture and expectations of the team; your behaviour is a role model to others so if you never take a break, your team may see this as the expected norm. The Flexible Working Policy is available at http://www.bris.ac.uk/personnel/policies/flexworkmanagers.pdf For guidance on applying this policy, please contact your Personnel Manager. You may also like to attend a half day workshop on ‘Implementing Flexible Working into Teams’ see http://www.iser.bris.ac.uk/cgi-bin/sdev/courselist.pl?sect=pd
· Undertake and update appropriate risk assessments to control physical hazards. The risk assessment Code of Practice is available at http://www.bris.ac.uk/Depts/Safety/safe/cop/risk/   If you have further queries about this process, contact the Health and Safety Office on 0117 9288780.

· Ensure that any defects in the environment that may impact on your team’s health and safety are either remedied or reported immediately to the University Building Services via e-mail maintenance-help@bristol.ac.uk or phone ext. 89898. Similarly, investigate any accidents and take preventative measures to ensure as far as reasonably practicable they do not re-occur.
· Stress may arise from the nature of the physical environment and how the team utilises it. If you would like assistance in re-designing the layout of your work environment, contact the Space and Property Management team on ext. 18015.

· Be aware of any conflict that may arise from individuals’ different use of the work environment; some of the team may enjoy working with the windows wide open and the radio on; others may find it difficult to work productively in the same conditions. As the immediate manager, resolve these issues early on before they become increasingly contentious.

