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Famous Words

“An ounce of prevention is better than a pound of cure”

Benjamin Franklin 1735



Stress v Pressure



What is work-related stress?

“the adverse
reaction people have to excessive 

pressures or other types of demand 
placed upon them”

(Health and Safety Executive GB)
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The Legal Requirements



The Legal Requirements
Health and Safety at Work Order  (NI) 1978
Section 4 Duty of care – places a general duty on employers who must take all 
reasonable precautions to protect the health or their employees

Management of Health and Safety at Work Regulations (NI) 2003
Regulation 3 – places a duty on employers to risk assess for health and safety risks, 
including risks to mental health

EU Directive 89/391  
Employers duty extends to both physical and psychological health of employees in 
connection with the working environment

Health and Safety Executive (HSE) Management standards 

Guidance on suitable risk assessment



Business Case

• Legal – previously discussed
• Moral
– Link between pre existing medical conditions
– Coping strategies

• Financial/Business
– 12.5 million working days lost (2016/17 – work related 

stress/anxiety/depression) (LFS)
– Average 23.8 working days lost per case
– 40% of all work related ill health cases
– 49% of all working days lost due to ill health
– Presenteeism - reduction in productivity (as high as 33%)



An Introduction to the Management 
Standards 



Management Standards Approach

What are the Management Standards?

The management standards are a set of  conditions that 
if managed correctly in organisations, can reflect high 
levels of health and wellbeing and organisational 
performance



Management Standards Approach

• Risk Assessment Approach

• Principles of Prevention

• Hierarchy of Control
– Primary Interventions
– Secondary Interventions
– Tertiary Interventions

• Partnership Approach



The Management Standards

• Demands: workload, deadlines, work scheduling, physical environment

• Control: decision authority, autonomy, interruptions

• Support: organisational, managerial, colleagues; practical and emotional

• Relationships: interpersonal conflict, bullying and harassment

• Role: ambiguity, conflict, image

• Change: new ways of working, new technology, change strategies, consultation 
and involvement



Demands: What should be happening?

• The organisation provides employees with adequate and achievable 
demands in relation to the agreed hours of work

• People’s skills and abilities are matched to their job demands

• Jobs are designed to be within the capabilities of employees

• Employees’ concerns about their work environments are addressed



Control: What should be happening?

• where possible, employees have control over their pace of work

• employees are encouraged to use their skills and initiative to do their work

• where possible, employees are encouraged to develop new skills to help them 
undertake new and challenging pieces of work

• the organisation encourages employees to develop their skills

• employees have a say over when breaks can be taken

• employees are consulted over their work patterns



Support: What should be happening?

• the organisation has policies and procedures to adequately support employees

• systems are in place to enable and encourage managers to support their staff

• systems are in place to enable and encourage employees to support their 
colleagues

• employees know what support is available and how and when to access it

• employees know how to access the required resources to do their job

• employees receive regular and constructive feedback



Relationships: What should be happening?

• the organisation promotes positive behaviours at work to avoid conflict and ensure 
fairness

• employees share information relevant to their work

• the organisation has agreed policies and procedures to prevent or resolve 
unacceptable behaviour

• systems are in place to enable and encourage managers to deal with unacceptable 
behaviour

• systems are in place to enable and encourage employees to report unacceptable 
behaviour



Role: What should be happening?

• the organisation ensures that, as far as possible, the different requirements it 
places upon employees are compatible

• the organisation provides information to enable employees to understand their 
role and responsibilities

• the organisation ensures that, as far as possible, the requirements it places upon 
employees are clear

• systems are in place to enable employees to raise concerns about any 
uncertainties or conflicts they have in their role and responsibilities



Change: What should be happening?

• the organisation provides employees with timely information to enable them to 
understand the reasons for proposed changes

• the organisation ensures adequate employee consultation on changes and 
provides opportunities for employees to influence proposals

• employees are aware of the probable impact of any changes to their jobs. If 
necessary, employees are given training to support any changes in their jobs 

• employees are aware of timetables for changes

• employees have access to relevant support during changes



Summary

The approach encourages organisations to identify stressors;

• Risk assessment – prevention rather than cure

• The approach is not about eliminating stress entirely but rather it encourages 
organisations to take pragmatic steps towards improving their workplaces

• Employee engagement is critical to the success of the Management Standards 
approach and consultation with the workforce and their representatives is the key 
to developing effective solutions

• The process demonstrates good practice in the management of health at work 
through evidence-based joint problem solving (managers and other employees) 



The Risk Assessment Process



The Risk Assessment Process
HSE Management Standards

Gather quantitative 
data using HSE 
Indicator tool

Gather qualitative data
Talk to employees
Focus Groups

Collate quantitative and 
qualitative data
Develop action plan

Steering Group
Implementation plan
Continuous improvement



Preparing the Organisation



Importance of preparation

• Often missed out

• Aids success

• Aids planning approach

• Helps identify barriers



Preparing the organisation

• Secure commitment

• Appoint champion

• Steering group

• Communication Strategy



Securing commitment to the Management 
Standards process

• Senior management

• Trade Unions

• Employee representative groups

• Line managers



Securing commitment

• Legal – previously discussed

• Moral
– Link between pre existing medical conditions

– Coping strategies

• Financial/Business
– 12.5 million working days lost (2016/17 – work related 

stress/anxiety/depression) (LFS)

– Average 23.8 working days lost per case

– 40% of all work related ill health cases

– 49% of all working days lost due to ill health

– Presenteeism - reduction in productivity (as high as 33%)



The Business Benefits

• Employee commitment to work 

• Staff performance and productivity

• Reduced absence and presenteeism levels

• Staff recruitment and retention

• Customer satisfaction 

• Reputational risk

• Potential litigation 



Appoint Champion
The champion will drive the project.  It is typically a member of staff at a 
senior level, someone who has authority to allocate and manage agreed 
resources.

Role of the champion
• Leads from the front and demonstrates support for the project
• Chairs steering committee
• Represents the project at Board level
• Updates the Board on progress
• Ensures the project is adequately resourced
• Should be someone with project management experience



Setting up a steering group

The steering group is the team from within your own 
organisation that will oversee and facilitate the implementation 
of the Management Standards in the form of a project. 

A steering group  is a working group that produces actions.  Its 
effectiveness depends on its members’ active participation and 
commitment.



Steering Group Members

• Senior Management

• Employee group representative

• Trade Unions representative

• Health & Safety manager

• Human Resources

• Occupational Health

• Representative of whole organisation



Steering Group Responsibilities

• Naming of the group 

• Frequency of meetings

• Members roles and responsibilities

• Develop action plan

• Monitor progress

• Act as a source of guidance, information and support 

• Ongoing communication throughout the process



Communication Strategy

• Top lead, bottom fed, middle spread

• Ensure relevant parties are involved in communication (TUS/HR/H&S)

• Communicate reasons for carrying out the risk assessment

• Explain risk assessment process

• Timeline of project

• Encourage 2 way communication/feedback

• Use various means of communication 



Summary

• Secure senior management buy in

• Secure commitment from employees and their representatives

• Identify champion and communicate reasons for risk assessment

• Steering groups should be a partnership between management and employee 
representatives

• Ongoing communication



Risk Assessment - Step 1

• Demands
• Control
• Support
• Relationships
• Role
• Change



Risk Assessment Step 2

Gather Quantitative 
Data
Survey Staff using 
HSE Indicator Tool



Data collection

• Organisational 
demographics

• 35 multiple choice 
questions

• Anonymous
• Confidential



Risk Assessment Step 3

Talk to employees 
Facilitate Focus 
Groups



What is a Focus Group?

Focus groups form an important part of the process of using the Management
Standards to assess and control risks associated with work-related stress. 

Focus groups are:

• Ways of listening to employees and learning from them

• One way of facilitating active participation of employees in the risk assessment 
process for work-related stress

• One way for management to demonstrate commitment to a participative process 
of managing the risks from work-related stress



Purpose of a Focus Group ?

Employees can draw on their own detailed knowledge of local issues

• Uncover the underlying causes of any undue pressure in their work
• Enrich interpretation of quantitative data collected during survey
• Identify local issues
• Prioritise specific areas in which there is a need for action
• Explore practical and workable improvements
• It is the opportunity for staff to air any concerns (relating to the management 

standards) they may have in complete confidence away from their workplace
• It is vital that nobody in the group has line manager responsibility for any other 

member of that group



Focus Groups Key Points

• Random selection of staff 
(20%)

• Similar grade/discipline
• 90 minutes
• Anonymous
• Confidential
• Venues
• Invitations
• Facilitator
• Note taker



Risk Assessment Step 4

Collate quantitative 
and qualitative data  
Develop action plan



Action Plans
It is essential that the work and effort put into developing policies, carrying out 
risk assessments, conducting focus groups, etc. results in tangible outputs, and one 
effective way of facilitating such is to use ‘action plans’

As well as ensuring tangible outputs i.e. improved mental wellbeing, action plans 
also help:

• Set goals

• Prioritise actions

• Demonstrate commitment

• Demonstrate action

• Provide benchmarks for future measurement i.e. performance indicators



Risk Assessment Step 5

Steering Group
Implementation plan
Continuous improvement



Monitor and review

• Monitor and review progress 

• Update action plan

• Communicate progress

• Lessons learned for future 
prevention

• 24 month review 



Benefits of using The Management Standards 
Approach

• HSE Management Standards
– demonstrate good practice through a step by step risk assessment approach
– allow assessment of the current situation using surveys and other techniques
– promote active discussion and working in partnership with employees to help 

decide on practical improvements that can be made

• Reduce sick absence
• Long term wellbeing of staff
• Benchmark performance
• Compliance with the law



The Key Elements of a Stress Policy



Developing a Stress Policy

• Statement of Intent

• Responsibilities

• Arrangements

• Signed by most senior person in organisation



Policy Statement of Intent
The policy should open with a statement of intent. 

Ideally this statement should be one issued jointly by the head of the organisation 
and staff representatives/trade union side outlining the aims and objectives of the 
document and emphasising the organisations commitment to providing a healthy 
and safe working environment for its employees.

It should include the date from which the policy becomes effective and have links 
to the relevant Health and Safety legislation.

www.legislation.gov.uk/nisi/1978

www.legislation.gov.uk/nisr/2000

www.europa.eu/legislation

http://www.legislation.gov.uk/nisi/1978
http://www.legislation.gov.uk/nisr/2000
http://www.europa.eu/legislation


Responsibilities
The policy should outline the responsibilities of;

• All employees
• Managerial staff
• Human resources
• Trade Union Side safety reps
• Health and Safety Committee
• Occupational Health and Safety staff 
• Welfare Support Service and EAP
• And it should list the contact details of any Dignity at Work officers



Arrangements

• Ideally the policy should have an appendix listing all known stressors and actions 
being taken to address these i.e. action plan

• Outline process and date for carrying out future workplace stress risk assessment

• What action an individual should take if they feel they are experiencing workplace 
stress

• Procedures for managers for handling workplace stress cases

• Sources of support and signposting

• Process for monitoring and reviewing the policy



And finally .....
• The policy should be widely publicised among the workforce by individual letters, 

e-mail and workplace posters

• Workers should be able to refer themselves to occupational health or counselling 
services without going through a permission-seeking procedure

• It should be signed off by head of organisation and employee 
representatives/Trade Union Side

Signed by:............................

Date:.....................................

Signed by:............................

Date:..................................... 



Conclusions



The Risk Assessment Process
HSE Management Standards

Gather quantitative 
data using HSE 
Indicator tool

Gather qualitative data
Talk to employees
Focus Groups

Collate quantitative and 
qualitative data
Develop action plan

Steering Group
Implementation plan
Continuous improvement



Conclusion

• Remember the legal requirement

• Follow the risk assessment process

• Develop a stress policy

• Consider individual concerns

• HSENI provide advice and guidance 





Guidance



https://www.hseni.gov.uk/topic/mental-well-being-work
Link to HSENI Mental Well-being Topic page

https://www.hseni.gov.uk/publications/line-manager-
competency-indicator-tool
Link to Line Manager Competency Indicator Tool

Useful links:

https://www.hseni.gov.uk/publications/topic/mental-well-being-work-
40?srch_topic=6090
Link to HSENI website  tools and templates

https://www.hseni.gov.uk/node/1074
Link to resources (CD)

https://www.hseni.gov.uk/topic/mental-well-being-work
https://www.hseni.gov.uk/publications/line-manager-competency-indicator-tool
https://www.hseni.gov.uk/publications/topic/mental-well-being-work-40?srch_topic=6090
https://www.hseni.gov.uk/node/1074


Help



Mental Health Services

• http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_Sou
thernArea_2018_final.pdf

• http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Western_Z_
Card_2018_final.pdf

• http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_Belf
astArea_2018_final.pdf

• http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_Nor
thernArea_2018_final.pdf

• http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_Sou
thEasternArea_2018_final.pdf

http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_SouthernArea_2018_final.pdf
http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Western_Z_Card_2018_final.pdf
http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_BelfastArea_2018_final.pdf
http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_NorthernArea_2018_final.pdf
http://www.publichealth.hscni.net/sites/default/files/Mental_Health_Z_Card_SouthEasternArea_2018_final.pdf

