Using the CPH-NEW IDEAS Tool to Reduce Stress in the Workplace:
A Step-by-Step Guide for Design Teams and Steering Committees

Stress is an important risk factor for a variety of physical and mental health concerns in the
workplace. Many workplace stress reduction interventions focus on teaching individual
employees how to cope with stress, without addressing the underlying organization factors
contributing to job stress12357 i dz
and comprehensive are more effective for impacting health and work outcomes. 89

How to use this guide

Use this guide with an employee Design Team to discover root causes of job stress in your
organization, and design effective interventions. This guide is a component of the Healthy
Workplace Participatory Program (HWPP) toolkit (www.uml.edu/cphnewtoolkit).
However, you can also use it with the existing change management systems.

1. Familiarize yourself with the CPH-NEW Intervention, Analysis and Design Scorecard
(IDEAS) tool, which is freely available on the HWPP [
I i webpage (See Figure 1). Watch the training videos for IDEAS Step 1
and Step 2 which can be found on the sub-navigation tabs.

2. Prepare to implement IDEAS Step 1. Read pages 4-6 in this guide to learn how to
assess the most important stressors impacting your organization.

3. Prepare to implement IDEAS Step 2. Read pages 6-7 to learn how to design effective
stress reduction interventions with a comprehensive array of prevention strategies.
Review pages 7-10 to gather ideas for sample intervention activities for common
workplace stressors. Contact cphnew@uml.edu for technical support if needed.

Figure 1: The IDEAS 7-Step Intervention Design Process
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http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/form-design-team/default.aspx
http://www.uml.edu/cphnewtoolkit
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/generate-solutions/default.aspx
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/generate-solutions/default.aspx
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/generate-solutions/identify-problems.aspx
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/generate-solutions/develop-objective-activities.aspx
mailto:cphnew@uml.edu

Job Stress: Concept Definitions

Job stress is “the harmful physical and emotional responses that occur when requirements of
the job do not match the capabilities, resources or needs of the worker”
- U.S. National Institute for Occupational Safety and Health

] i gt these all the same thing? No, they are not. Although
of course they are closely related, it is important to distinguish between the causes and the
effects. This page provides a brief overview of job stress terms and concepts. More
resources are available on the CPH-NEW Stress@Work website.

Job stress response is i
requirements of the job do not match the capabilities, res .

Job stressors are those things in the workplace that 0 ) i
physical, emotional, or behavioral reaction). Examples of job stressors include few
decision-making opportunities at work (low job controli0, excessive demands and/or time
pressure, physical hazards that result in feeling unsafe at work, economic insecurity,
interpersonal conflict and harassment, and having to hide your own feelings in order to
perform the job.

Job strain is a term that refers to the interaction between job demands and job control in
causing a stress response. This concept is an example of a job stressor that has been widely
studied and documented to produce ill health effects. The combination of high physical or
psychological job demands (i.e., working very fast, working very hard, not enough time)
and low job control (i.e. low decision-making, lack of ability to use skills), particularly in the
presence of low social support, produces measurable risk of psychological distress and
physical illness?.

Job Stress: Health Impacts

Scientific studies have clearly demonstrated a causal association from job strain and other
job stressors to many poor health and safety outcomes235 such as:

I Cardiovascular disease f High blood pressure and cortisol levels
f Musculoskeletal disorders f Weakened immune response

I Depression and anxiety f Changes in appetite and digestive

f Injury onthe job patterns

f High cholesterol

There is also clear evidence that higher levels of job stress are associated with less healthy
behaviors that are relevant for disease risk>. For example, physical activity and dietary
habits suffer when stress increases. Smoking rates (and quit relapses) are also higher
among workers reporting high job stressi.

Paradoxically, workers experiencing high job stress are less likely to participate in
workplace health promotion programs, which are designed to help protect against disease
formation. Therefore, employees who would most benefit by health promotion activities
during the workday are least likely to access them.
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http://www.uml.edu/docs/fd_business_case_healthy_workplace_tcm18-42671.pdf




Methods of assessment and discovery

To answer the key assessment questions, it will probably be necessary to use a variety of
methods including an all-employee survey, interviews with key representatives of
managers and supervisors, and focus groups with individual contributors and front-line
employees. The Healthy Workplace Participatory Program toolkit assessment instruments
are designed to identify potential concerns in all of the above mentioned categories. The
IDEAS Worksheets and Quick Reference Guides should be used by the facilitator to guide
the Design Team through a discovery process to explore the underlying factors
contributing to stress-related concerns so that they are described in detail. These
materials can be found at www.uml.edu/cphnewtoolkit i

i b

Group process activities such as factor tree analysis, fishbone diagramming, hazard
mapping, and root cause analysis are all appropriate methods for this discovery phase.
Materials for some of these methods are provided on the Toolkit website (see Training a
facilitator and Using the IDEAS tool); however, it is also acceptable to use whatever
methods are already approved and sanctioned by the organization, so long as the process is
open ended.

Allocate at least one to two Design Team meetings to fully explore root causes of key stress
issues that are important to them and their peers. Encourage Design Team members to
identify when there is overlap in root causes for several related issues. Areas of overlap can
signal important intervention targets.

Tips for facilitators regarding assessment and discovery of workplace stressors

' Managing complexity--It is important to recognize and acknowledge that not all
issues or contributing factors can be feasibly addressed once they are I i
Even so, it is important to analyze the full scope of the situation so that goal setting
and intervention planning is appropriately targeted and therefore can be effective at
achieving the desired results.

1 Managing credibilityE Participation by a large number of employees is crucial for
identifying issues that really matter to a large segment of the workforce. Your
assessment data will be more credible to company managers if you can say that a
particular issue or concern was raised by multiple groups of employees vs. only a
couple of vocal employees in one focus group.

1 Managing sensitive discussion topicsE When facilitating group discussion about
workplace stressors, it is important to anticipate and manage potential pitfalls that
could detract from productive discussion. Remind the Design Team to avoid
revealing confidential information about other employees, to protect what is said in
the discussion by not repeating specifics, and to be as concise as possible. If a
Design Team member
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http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/identify-priorities/default.aspx
http://www.uml.edu/cphnewtoolkit
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/identify-and-train-facilitator/Identify-Train-Facilitator.aspx
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/identify-and-train-facilitator/Identify-Train-Facilitator.aspx
http://www.uml.edu/Research/Centers/CPH-NEW/Healthy-Work-Participatory-Program/generate-solutions/default.aspx
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SAMPLE STRATEGIES FOR INTERVENTIONS TO REDUCE WORKPLACE STRESS

The sample strategies provided below are intended to be used as a starting point in generating
ideas to deal with common stressors in the work environment. They are not one-size-fits-all

solutions. These sample strategies should be considered by a Design Team when planning
interventions for specific concerns identified in their workplace.

You can apply best practices for intervention planning by:

# Taking time to discover employee perspectives about causes and contributors
to stress in the workplace.
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- Provide clear communication channels for employees to voice safety concerns or
suggestions.

- Provide ongoing workplace safety training for all employees, including new hires.

- Assign a safety committee (or link with Healthy Workplace/Wellness Committee) to meet
regularly

- Integrate safety and health committee activities

- Recognize and reward excellence in workplace safety.

Adapted from nonprofitrisk.org Organization Safety Culture Checklist
http://www.nonprofitrisk.org/tools/workplace-safety/public-sector/concepts/orgchk-ps.htm

Organizational support for healthy lifestyle behaviors
Sample strategies to address low perceived organizational support for active living/working,
eating healthfully, managing stress, getting enough sleep, and working safely.

- Involve employees across the company in planning the worksite health program. Find
out what is important to them, when they can participate, what the potential barriers are.

- Enhance communication campaigns to increase awareness of any existing programs.

- Find out why employees don't participate in existing programs. You can do this formally
with a survey or focus group or informally with conversations in the workplace. Establish
nutrition standards to assure healthy food in vending machines, snack stations, and
cafeteria.

- Provide meal break areas that are clean, furnished, well-equipped so employees can eat
home cooked meals in a social environment.

- Organize schedules to allow at least 30 minutes for a work-free meal break.

- Use incentives to encourage participation in healthy lifestyles. Offer educational
programs and information to all employees

- Offer a health coaching service to employees

- Provide safe, clean, and attractive stairs and walkways; encourage walking one-on-one
meetings.

- Offer flexible scheduling to employees to participate in worksite health programs and to
attend preventive health screenings.

Social support
Sample strategies to address low coworker and supervisor social support

- Sponsor social events to foster c612 71 0 0 1 108.05
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Stressful Job Design
Sample strategies to address high job demands with low job control

- Train managers and supervisors how to encourage employee involvement, how to

communicate supportively, and other aspects of cultivating employee performance and
development.
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https://healthywork.org/
http://www.ilo.org/global/publications/books/WCMS_168053/lang--en/index.htm
http://www.vichealth.vic.gov.au/Publications/Economic-participation/Creating_Healthy_Workplaces.aspx
http://www.apa.org/news/press/releases/stress/index.aspx
/Research/CPH-NEW/Worker/stress-at-work/default.aspx
/Research/CPH-NEW/Worker/stress-at-work/default.aspx
http://www.acmhck.org/common/modules/documentcenter2/documentview.aspx?DID=70
http://www.cdc.gov/Features/Depression/

American Psychological Association Help Center

http://www.apa.org/helpcenter/depression.aspx

This website offers education and guidance on depression and other mental health concerns.

ERGONOMICS AND MUSCULOSKELETAL DISORDERS
NIOSH (National Institute for Occupational Safety and Health)

http://www.cdc.gov/niosh/topics/ergonomics/

This site provides information on ergonomics and musculoskeletal disorders in the workplace. It
includes a list of ergonomics programs and interventions, evaluation of risk factors for lifting
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http://www.apa.org/helpcenter/index.aspx
http://www.cdc.gov/niosh/topics/ergonomics/
https://www.osha.gov/SLTC/ergonomics/training.html
http://projects.iq.harvard.edu/wfhn/home
http://www.familiesandwork.org/
http://www.va.gov/ncod/crew.asp
http://www.exec.gov.nl.ca/exec/pss/working_with_us/harassment.html
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