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Key Terms: 
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iii) Job Redesign: It is a process of arrangement and re-arrangement of 
elements ofjob so as to increase employee satisfaction. 
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6.1. Introduction. 

Stress at work has been identified as the most effective negative 

psychological consequences. All-out dynamic technological changes generated 

mega-bureaucracies, micro task specialization and extensive urbanizations. 

These changes are intrinsically tied with work settings which have numerous 

systems such as finance, production, marketing, administration as well as macro

organizational sub system like inter-organizational systems and organizational 

goals, strategies, climates, cultures, structures, management styles and 

performance. 1 Very often the human elements of the working force are reduced 

to a mere insignificant cog in the wheel of this technological system. This tends 

to generate a feeling of powerlessness, less attachment, lawlessness and 

consequently responsible to generate stress amongst the working people. 

If an organization is to survive, it must respond to changes in its 

environment. When competitors introduce a new product or service, government 

agencies enact new laws, important sources of supply go out of business, or 

similar organizational changE?s take place, the organization needs to adopt. Since 

an organization's success or failure is essentially due to the things that its 

employees do or fail to do, planned changes also is concerned with changing the 

behavior of individuals and groups within organization. If however, the changes 

belong to the second-order category, 2 the employees' occupational stress is 

inevitable. Who is responsible for changes in the organization? The answer is 

change agents. Change agents can be managers or non-managers, employees 

of the organization, Government in case of public enterprise or outside 

. consultants. Individual's element of resistance like personal habit, sense of 

security, various economic factors, fear for unknown etc are responsible for 

severe sense of stress. And thus management of stress means to develop an 

atmosphere where a balance could be maintained between organizational 

changes and effect of such changes on employees' perceived occupational 

stress. As such individual resistance are to be made balanced with the 
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organizational resistance like limited focus of change, group inertia, threat to 

expertise, threat to establish power relationships, threat to established resource 

allocation etc. 

From organization's standpoint, management may not be concerned when 

employees experience low to moderate level of stress. Reason may be the 

common believe that moderate level of stress is sometimes very effective to keep 

the concerned employees productive. While a limited exposure of stress may 

benefit an employee's performance, it should not be expected that an employee 

too think in same way. From individual's standpoint, even low level of stress 

generated out of work or work environment to be perceived undesirable. It's not 

unlikely, therefore, for employees and management to have different notions of 

what constitutes an acceptable level of stress on the job. What management may 

consider as a positive stimulus that keeps the adrenalin running is very likely to 

be seen as excessive pressure by the employee. To keep this in mind both the 

individual and organizational approaches towards managing stress are to be 

taken. 

6.2. Job Stress and employee's performance: 

Job stress and employee health is a matter of concern for the employee 

as well as for the organization too. The effect could be severe for all concerned. 

From organizational standpoint performance is another concern. Early studies 

reported deleterious effects of a wide variety of stressors on speed and accuracy 

in tracking signal detection, verbal reasoning, sentence formation and other kinds 

of human performance. Lazarus et al., (1952) 3
; Wilkinson, (1969). 4 The sample 

postal employees when interviewed personally had shown almost all the 

symptoms in their behavior. Loss of basic performance may lead to disaster in 

coming future. Cohen (1980) 5 in his model had shown that job overload as a 

stressor resulted in cognitive fatigue and reduce the energy needed for task 

completion. Cohen show that after experiencing stressors such as noise, 

bureaucratic frustration and task load, people perform less effectively on which 
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call for tolerance for frustration, clerical accuracy, as the ability to avoid 

perceptual destructions. The workers under this situation become less sensitive 

to others and show a decrease in helping, increase in the recognition of 

individual differences, and an increase in aggression. 

These effects on interpersonal sensitivity are consistent with results of 

studies on aggression 6
, which indicate that negative conditions associated with 

stress inclined people toward more aggressive and less altruistic behavior. They 

are also consistent in next research works where measures of job satisfa~tion 

have been used as surrogates for positive affective experience. Bateman and 

Organ (1983) 7
, and Motowidlo (1984) 8 reported positive correlations between 

job satisfaction and progressive organizational behaviors such as helping, 

volunteering, cooperating, listening and consideration for the needs and feelings 

for others. 

Fig: 6.1 
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The above model developed by Motowidlo (1986) 9 presumes that 

subjective stress generates anxiety, hostility, and depression such; in turn affect 

components of job performance such as tolerance for frustration, clerical 

~- accuracy, interpersonal sensitivity and altruism. 

6.3. Findings of role related stress by various other researchers: 

It is true that not all the researchers in this particular field worked with the 

help of role related variables. Many other techniques either self-imposed or 

tested with applied tools are used to measure the level of stress or to grasp the 

perceived stress consequences. Kahn et al., (1964) 10 were first to introduce the 

idea of role factors as the major element of human stress. Thereafter, 

innumerous studies took place to examine the effect of role stress and various 

organizational and occupational variables on mental health of the employees 

(Srivastav, A.K., 1999) 11 

Kahn et al., (1964) 12 reported that role conflict, and role ambiguity is 

highly responsible for job related tension, which virtually leads to low self

confidence. Again it was identified role ambiguity as a major responsible factor 

for job related threat as well as physical and psychological consequences of the 

focal employees. 

Christopher (1982) 13 reported that role stresses are highly associated with 

physical and psychological problems of the focal employees. Among Indian 

scholars in the field of 1/0 psychologists many notable works have been found 

using role factors for measuring perceived stress of the working people. 

Srivastava (1983) 14 reported that role conflict and role ambiguity are the 

main sources of stress among the white-collar employees. He also examined 

various symptoms neuroticism with role factors and found positive relation. 

Banerjea (1989) 15 in her study noted that inter-role distance caused highest 

variance in psychological health for the employees associated with non-
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manufacturing organization, whereas it is self-role distance in case of employees 

belonging to manufacturing organizations. Agarwal (1986) 16 in her study 

examined the level of authoritarianism among few selected children. It is found 

that authoritarianism increases with the increase of age and eventually lead to 

stress. She also reported that crystallized aspects of intelligence could well 

control the enhancement of authoritarianism. Srivastav and Jagdish (1989) 17 

once again observed in their study with technical supervisor that there is strong 

inverse relation between role overload and psychological well being of the focal 

employees. Luhadia (1991) 18 examined the relationship between role stress and 

job satisfaction in his study with 100 officers of Geological survey of India with 

the help of ORS scale, Pareek (1983c) 19
. The findings of the study had a mixed 

response. Role inadequacy caused maximum stress for higher-level 

management people, whereas, role erosion caused the same for middle and 

junior level managers. The findings also concluded that job satisfaction was 

negatively related with role stress. 

Raju and Madhu (1994) 20 worked with almost 350 managers of Indian 

public sector organization. They took the Rizzo's (1970) 21 scale and examined 

the effect of role expectation conflict and role ambiguity on organizational stress 

level. Results show that employees belonging to higher level experienced less 

stressors than their lower level employees. Chand and Sethi (1997) 22 worked 

with Occupational Stress Index (Srivastava and Singh, 1981) 23 along with 150 

junior level managers of banking sectors reported that significant positive 

correlation of job related stress with role overload and role conflict. In case of 

regression analysis other role related factors reported sleeping factors except 

role overload and role conflict. The researchers eventually suggested following 

organizational intervention for improving the overall situation: 

i) Officers should be engaged in perpetual training and education 

ii) Remedial action must be taken to rationalize the work overload. 
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iii) Allowing workers to have better participation in the process of 

decision-making. 

Pandey (1997) 24 worked with a sample of 61 Indian Railway personnel 

with the psychosomatic scale of ORS scale and reported that the role efficacy at 

first dimension was negatively related with all ten variables of the role variables. 

The second dimension of role efficacy i.e., integration was negatively related with 

all role variables except role erosion. Creativity was found positively correlated 

with all dimensions of role variables except role overload and self-role distance. 

Inter employee relationship was also found to be positively correlated with role 

stress variables. Sharma (2002) 25 worked with 72 executives of middle level 

management belonging to public, private and Government enterprise to measure 

burnout symptoms through ten independent ORS variables. The findings 

depicted that role overload and self-role distance are the critical determinants of 

burnout symptoms among the Indian executives. Misra, P. K., et al., (2003) 26 

: while working with Air Traffic Controller once again administered psychosomatic 

scale as ORS and reported that inter-role distance and resource inadequacy are 

two specific role variables extremely responsible for creating stress among the 

job occupants. Kang, L.S. (2004) 27 examined the stress coping strategy of 214 

employees of electronic industry. Recreation, seeking instrumental and emotional 

support, living with job stress and use of sedatives were identified as major 

stress symptom management strategies used by the role occupants. 

The findings of the present study do keep almost similar pattern with the 

findings of the above stated research works. Three aspects of ORS variables are 

to be mentioned in this connection i.e., ORS and physiological symptoms, ORS 

and psychological symptoms and ORS and behavioral symptoms. The ORS 

variables are also attempted to be associated with the burnout symptoms. The 

results are discussed in a very short form as because all these results are 

elaborately analyzed in stress and consequences chapter. 
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6.3.1 ORS and physiological symptoms: 

Inter role distance (0.355), role expectation conflict (0.278) and role 

overload (0.268) are the highest scorers (Table-2 Appendix: 1), positively related 

with the Physiological consequences of the job stress affected population under 

consideration. All these highest scoring measures are significant at 0.01 level of 

significance, make sense that these positive relations are strong enough and 

immediate managerial intervention is required to minimize the stress generated 

from such ORS variables. Role stagnation, role erosion, personal inadeqf!acy, 

self-role distance, and resource inadequacy are the variables inversely correlated 

with the physiological consequences. 

7 .3.2 ORS and psychological symptoms 

The most effective ORS variables responsible for psychological problems 

are; role stagnation (0.283), role isolation (0.273), role overload (0.272), resource 

inadequacy (0.239) and last but not the least role ambiguity (0.213) (Table-1 

Appendix: 1). It is worth mentioning here that all these positively related 

coefficient of correlations are significant at ~01 level of significance. Female 
0 

workers of both the categories have reported high positive correlation 

(departmental 0.423 and for ED 0.527) with the Role Expectation Conflict (REC) 

whereas; the overall score of REC though positive but shows moderate effect 

(0.153). 

6.3.3.0RS and behavioral symptoms, 

Except IRD and PI other ORS variables are showing strong positive 

coefficient of correlation. Role Stagnation (0.408), Role Expectation Conflict 

(0.240) Role Overload, (0.228) Self Role Distance (0.203) are some of the strong 

positively correlated variables with 0.01 level of significance (Table-3Appendix: 1). 

The very purpose of such comparative analysis is to establish some sort 

of trend among the findings of various research works. Though the sample 
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employees of all the research work are not from same type of job nor they are 

working in the same socio-political environment. But to develop a basic style of 

management of stress through different intervention technique the extent of the 

problem must be known at first. Not a single problem is isolated for the 

employees whether they are company executives or employees of electronic 

industry or for them who are working in the Indian postal department. It is a fact 

that stress is inevitable and its management is also to be done with great care so 

as to reduce the manifestation of stress in all-out negative consequences. The 

apparent human and organizational consequences of job stress are certainly 

serious, enough to warrant immediate, intense scientific investigations of 

personal and organizational strategies for handling job stress. 

6.4. Adoptive Response of Management of Stress. 

The model for handling job stress in a comprehensive manner is 

developed by Beehr and Newman (1979) 28
, remains still relevant and most of 

the research works addressing the issue of management of job stress are some 

how using this model with a little required improvisation favoring specific problem 

scenario. 

Figure 6.2 
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Figure 6.2 shows those strategies for managing stress can be placed into one or 

more of the 12 cells. These 12 cells are framed with the following assumptions; 

i) The responses can be made by affected person, organization or 

any one interested outsider. 

ii) The target area for adoption may be the adjustment of the 

individual (physiological, psychological or behavioral) or at 

organizational level (structure, job designing, supervisory style etc,) 

iii) There may be two types of measures i.e., preventive or curative. 

The adoptive response for a specific problem may not have single and 

unique solution; it may take multiple cells for a best possible solution. In fact 

almost all the stress related problems might have multiple cells for solution. 

Srivastav (1999) 29 developed an alternate model to cope with the choice 

of techniques related to management of stress. According to him Stress 

management strategies are as follows: 

1. Prevention of occupational stress 

a) At individual level 

i) Cognitive intervention strategies 

ii) Behavioral intervention strategies 

iii) Physiological intervention strategies 

b) At Organizational level 

2. Eliminating organizational stressors 

3. Coping with occupational stress 

4. Moderating occupational stress and consequent strains 

5. Therapeutic treatment of stress-disorders 

Pestonjee (1999) 30 described management of stress in the version 

'Counteracting Stress' According to him stress has become an inevitable part of 
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our social functioning and it cannot be left to operate unmanageable. He also 

uttered that it can be either prevented or managed by to basic ways i.e., by 

exploring the ways what can be done by the organization and what can be done 

by the focal employee. 

Murphy (1988) 31 on the other hand prescribed following three (3) ways of 

· managing or counteracting stress; 

i) Stress management training progarmme: this includes involving 

focal employees into various training programmes like meditation, 

biofeedback, relaxation and stress inoculation 

ii) Employee Assistance Programme: this includes the organizational 

efforts for counseling its employees. 

iii) Stress Intervention . Programme: this is an effort from the 

organization to impose necessary reform in the structure through 

job redesigning or work reform 

6.5. Generic Managerial Strategy 

In a thorough investigation it reveals that the model prescribed by Muphy 

(1988),Srivastav (1999), and Pestonjee(1999) do have a very little difference 

from the model Adoptive response. The presentation pattern of this above stated 

model of course is quite different than that of the Adoptive response model. In 

this study however, it is planned to develop a Generic strategy for encountering 

the adverse effect of stress, which is best for the focal employees of the Indian 

. postal department. To develop this strategy the socio-economic condition of the 

employees is taken as base. The organizational effectiveness and capacity 

orientation of the Indian postal department is also taken as one of the key 

factors. 
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6.5.1. Job Demand, Job Control and Employees' Performance 

In this area an attempt has been made for combining objective and 

subjective assessment of independent and dependent variables of different 

parameters of job demand and job control and thereby improving the 

performance of the focal employee. Job demands are defined as psychological 

stressors, such as requirements for working fast and hard, having a great deal to 

do, not having enough time, and having conflicting demands. Thus, a fast and 

hectic work pace may impose physical requirements that lead to fatigue, but the 

stress related outcomes assumes that it is a psychological effects of the 

workload. 

Control as such has been assumed to be a supportive mechanism 

provided by any means whether the individual or by the organization protect the 

job occupant from the affect of the job related strain. The model of this demand -

control mechanism as developed by Karasek (1979) 32 is shown in Figure 6.3. 

Figure: 6.3 

Low job Demands High job Demands 

Low 

Control Passive Job High -Strain Job 

High Low-Strain Job Active Job 

Control 

(Source: Karasek, 1979) 
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The first major prediction of the model is that job strain as stress outcome 

reflected in the mental and physical health problems, occurs when jobs are 

simultaneously high in demands and low in controllability. This prediction rests on 

the reasoning that high demands produce a state of arousal in a worker that 

would normally be reflected in such responses as elevated heart rate or 

adrenaline excretion. When there is a constraint on the responses of the worker, 

as would occur when control is low, the arousal cannot be appropriately 

channeled into a coping response and thus produces an even larger 

physiological reaction that persists for a longer time. The models second 

prediction is that positive outcomes, such as motivation, learning and healthful 

regeneration, occur when an individual occupies an 'active' job, one that has high 

levels of both psychological demands and controllability. Finally, it can be 

considered as the effects of an individual's having low control while occupying a 

low demand job. The job situation of most of the ED employees of the Indian 

postal employees has a great similarity with this situation. They are working 

under a very poor control I supervision environment along with a moderately low 

demand of job. Karasek (1979)33 labeled this condition "passive" and argued that 

. it will generally be dissatisfying. As people adapt to low-control and low-demand 

situations over time, they may become unable to make judgments, solve 

problems, and face challenges. Increasing worker control, even in low-demand 

situations can counter tendencies toward learned helplessness and transform a 

job into what Karasek termed a "low-strain" job. 

As a specific theory of job stress, the demands-control model has filled a 

middle ground between two broader theoretical perspectives. One is the 

paradigm of Kasl (1986) 34
, which is epidemiological in nature. Researchers 

taking this perspective have attempted to empirically link exposures to 

occupational conditions, such as high workload demands, and actual disease 

endpoints, such as coronary heart disease. Direct assessment of intervening 

cognitive processes does not provide the main empirical thrust, although their 

importance is not denied. Here the emphasis is less on understanding the 
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phenomenology of the stress experience than on identifying epidemiologically 

significant occupational risk factors. The end purpose of the researcher in this 

paradigm is to identify those risk factors so that recommendations can be made 

regarding broad policies of surveillance and control of exposure. 

The other paradigm, named as cognitive appraisal, was made popular by 

Lazarus (1991) 35
. The central proposition is that how people cognitively 

interpret, or appraise situational demands that determine their psychological and 

physical impact. The former paradigm defines stress as exposure to occupat_ional 

demands themselves, at least to those that can be shown to produce changes in 

health, and the later would define stress as the subjective cognitive appraisal of 

potential threat that stem from those exposures. 

6.5.2. Individual's Cognitive Approach 

Lazarus (1991) 36 commented in his 'Transactional model' that stress take 

its toll not from a passive personalities but from an active individual who survives 

for a meaning in life and does not easily give-up to master the situation. Under 

cognitive response an incumbent always react to a stressful situation on the 

basis of his perception about the situation. They respond to their own cognitive 

assessment of the environment. The focal person's cognitions, his mental state 

and his consequent reactions are somehow interlinked. 

The primary preventive technique of employees' cognitive approach was 

tolerance of stressors. 37 Cognitive appraisal technique includes a perpetual 

teaching of the focal employee about the extent of toll of the stress. It may 

include cognitive restructuring and/or cognitive rehearsing. It is important for 

keeping in belief that cognitive restructuring and/or cognitive rehearsing may not 

always provide tailor made result in favour of stress affected person. The basic 

goal is to replace more negative situation by a less negative occurrence. 
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In a documented collection of Epictetus, in 1st Century A. 0 "Philosophy of 

Life/Self- and Life-Reassessmenf' it was stated that "People are disturbed not by 

things, but by the views which they take from them". It is suggested that strict 

adherence to particular system of principles for the conduct of one's life provides 

a stabilizing, calming composure that helps the individual handle the stresses of 

life. A number of prominent physicians, clinicians and researchers who have 

been studying 'stress' for a considerable period of time, suggest complete 

lifestyle readjustment as the best way of cognitive approach at individual level to 

handle/manage the stress. 

6.5.3. Individual's Physiological Approach 

Physique wise proper diet and regular well-balanced exercise have always 

been understood primary determinants of one's health and productivity. Kory 

(1976) 38 suggested that both employer and the employee share the 

responsibility for physical fitness. Gavin (1977) 39 predicted to develop strategies 

of controlling mental health for potential occupational stresses. According to him 

strategy must be made to monitor and moderate physiological reactions to 

stressful situation. Meditation, biofeedback devices and aggression-release are 

some of the techniques available in the hands of both the parties. It is a clinically 

proved fact that human body is capable to prepare itself to adjust to any stress by 

changing certain bodily functions such as heart pounding rate, blood pressure 

muscle movement pattern and so on. Meditation as it is mentioned above is one 

of such techniques through which human being can develop the physical ability 

to cope with certain adverse physiological situations. Some of the important 

meditation techniques popularly recommended by the 1/0 psychologists are; 

Deep Breathing (Mason, 198040 and lvancevich, 1985 advocated this particular 

technique), Muscle Relaxation (Srivastav, 1999 41 advocated this particular 

technique). 

Mclean (1974) 42 reported a list of physical activities relating to one's 

natural biological rhythms to the environmental circumstances of a job (different 
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people have different rhythms/cycles that should be evaluated and taken into 

consideration in the job context). 

To keep this as a premise, the comprehensive programme should be 

made for the postal department staff in India so as to keep their employees as 

free as possible from stress experience. Though Meditation is a known technique 

for the people world wide to counter the human stress problem, Yoga is a pre

historic technique practiced by the people of Indian sub-continent from time 

immemorial. It is nothing but few tested physical postures along with mat~hed 

breathing which ultimately keeps the human body strong and stout from inside. It 

has been used as preventive as well as therapeutic technique for encountering 

human stress. Yoga in a complete sense of coordination between mind and body 

and it cannot be a mere physical technique rather it has been a culture of the 

practicing people. It is all together a life style including few selected physical 

posture or controlled movements of limbs regulated by breathing technique, 

. selective food habits etc. Western world, in recent time has become curious 

'about this Indian mythological invention. Almost every city in western country 

these days have been equipped by at least one 'Yoga Centre' and obviously 

these are run by Indians or by some body with Indian origin having mastery in 

Yoga. There is various form of Yoga to keep the human body and mind in a state 

of balance. 'Karma Yoga' 'Bhakti Yoga' 'Deha Yoga' 'Raj Yoga'etc. are few forms 

of Yoga practiced by the common people. There have been various forms of 

school of thoughts of 'Yoga' in and around the Indian subcontinent. 

Some successful experiment of Yoga and achieving of mental peace took 

place in Indian soil. Podder et al., (1984) 43 worked with few Hypertension 

patients, administered some Yoga techniques on them and kept them under 

constant vigil. The result reported that there drug dosages have been reduced 

slowly but still their blood pressure due to Hypertension was reduced 

considerably. Rao (1995) 44 in his empirical study with Yoga and human 

psychological orientation reported that perpetual practice of Yoga produce a sort 
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of self-ability of the focal person to develop a self-control mechanism to combat 

with stressful situation. 

6.5.4. Neutralizing Job Stressors Through Political Skill. 

Political skill implies a facility in dealing with and through others, and those 

with political skill gain feelings of enhanced control, as they are successful at 

influencing others at work. More specifically, Ferris and his coauthors (2000) 45 

argued that political skill should generate a sense of self-confidence and 

personal security because people will experience a strong sense of being abie to 

understand and control both other people at work and the tactics needed to get 

what they themselves want. It this sense of increased confidence and sense of 

control that explains why high-political-skill individuals should experience less 

anxiety and stress at work (Perrewe, P.L.et.al., 2000)46
. 

Individuals high in political skill posses an understanding of people, along 

with a basic believe that they can control the processes and outcomes of 

interaction with others. A key component of political skill is the development and 

leveraging of social capital needed to achieve one's goals. Individuals who have 

built social connections characterized by confidence, trust and sincerity should 

sense greater control over their work environment. 

According to Lazarus's (1991) 47 transactional theory, stress is a 

relationship between a person and an environment that a person cognitively 

appraises as relevant to his or her well being, and in which the person's 

resources are appraised as being taxed or exceeded. The essence of the 

transactional theory of stress is to consider how an individual appraises what is 

happening in order to understand his or her emotional and physiological reaction. 

Using Lazarus's transactional model assertions, Perrewe, P.L. et al., (2004) 48 

examined how one's personal characteristic, political skill, might moderate the 

relationship between a work environmental factor, role conflict, and psychological 

anxiety, somatic complaints, and physiological strain. Another study by Perrewe, 
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P.L. et al., (2000) 49 reported that the negative affects arising from a stressor 

(such as role conflict) should be reduced for individuals, high in political skill 

. because of their increased confidence and sense of control. 

Perrewe, P.M.et.al., (2004) 50 collected data from 230 full-time employees 

from three large oil companies in Brazil over a 15-momths period. The 

Participation was predominantly male (72.6) and married (69%) and the average 

experience with the companies was above 19 years. Their findings have 

established a new horizon in coping with the stressful situation. Followings are 

their findings and it is true that these particular findings will attract many 

researchers to develop a further comprehensive model for combating job stress 

by the employees; 

a) The political skill is a resource that appears more amenable to 

change and development by an individual than some of the 

previously examined individual differences known to influence 

experienced stress. This is a coping resource, an individual can 

separately and uniquely control. 

b) As perceptions of role expectation conflict increased, individuals 

with low political skill reported increase in psychological anxiety and 

somatic complaints at a higher rate than individuals with high 

political skill. Thus, it appears that high political skill can help to 

ameliorate the negative effects of role conftict. 

c) With regard to blood pressure, individuals lo'w in political skill had 

higher development in both systolic and diastolic blood pressure 

than individuals high in political skill as perceived role conflicts 

increased. 

•d) The findings in all respect support the view that the political skill 

serves as an antidote to the dysfunctional consequences of job 

stress. 

198 



6.6 Organizational Managerial Approach 

Kahn and Quinin (1970) 51
, Caplan (1976) 52

, all of them are a group of 

researchers at the University of Michigan's Institute of Social Research have 

been studied job stress for more than 20 years. Though their systematic 

empirical studies mainly focused on the causes of job stress and consequences 

thereon, the issues of management of such stress was also not ignored and their 

basic proposition in this regard· was to develop a 'person-environment fit' as a 

, 'mega strategy' to combat the stress situation. They also favoured the option that 

the stress cannot be fully eliminated from organizational life but it can 

successfully reduce to a tolerated limit. They are the group of researchers 

mooted the idea of 'Role Theory' for understanding the organizational stress and 

suggested way out to combat the same job stress through 'Role Theory' only.53 

Management through Role theory is discussed later in this chapter itself. 

As per the assessment of the Michigan scholars, organization has to 

handle the stress generated from the activities of the organization itself. It has to 

design or redesign the jobs for its employees in the light of their abilities and 

preferences. Organizational research concerning work design and redesign has 

been of considerable interest to the scholars over past three decades. The focus 

of this research has been on how various kinds of task configurations affect key 

employee attitudes and behaviors in terms of their physiological and 

psychological reaction. 

6.6.1. Managerial Intervention 

Very often. the management mistakes to recognize the stress related 

problem as their own rather they shift the problem upon the concerned 

employees. Despite widespread acknowledgement of the detrimental impact of 

stress on individuals and as a consequences on organizations, the amount of 

attention given by the organizations towards understanding the causes of 

organizational stress and taking measures to ameliorate stress from work 
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settings has been limited. Talib, P et.al., (2006)54 suggested introducing a system 

of Stress Management Intervention (SMI) which according to the author can be 

initiated at different level of the organization and can be differentiated by the 

. scope of intervention. 

This sort of intervention may be implemented at three different stages i.e., 

Primary intervention which means controlling stress causes at organizational 

level; Secondary intervention which includes 'Moderating the causes' by 

introducing training to cope with the stress, passing advance information of 

stress situation etc; and Tertiary intervention which can be broadly explained as 

damage control measures including employee assistance programme, 

counseling etc. 

In fact SMI shows the basic way out of the organization to cope with the 

stress situations. It does not spell out long term technique to fight with the 

employee stress of course the overall managerial intervention c cannot be any 

way treated insufficient. 

6.6.2. Job Re-designing and Enrichment 

Hackman and his associates stimulated the interest in 'work redesign' in 

the field of 1/0 psychologists. Two most important works by them are Hackman 

and Lawer (1971 )55
, Hackman and Oldham (1980)56

. With reference to earlier 

works, Hackman argued that motivating potentials of jobs could be best 

represented by a number of task dimensions. The dimensions most commonly 

described are task variety, autonomy, feedback, identity, and significance. The 

presumption is that if a job has relatively high levels of these attributes, its 

motivating potential is greater than that of a job that has relatively low levels of 

attributes. 

Griffin (1991) 57 took the endeavor of working with 526 bank workers 

engaged in the windows or in counters on a number of perceptual, attitudinal, 
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and behavioral outcomes like task perceptions, job satisfaction, organizational 

commitment, performance, absenteeism and propensity to quit the job. He 

continued the observations continuously for 48 months and reported following 

results: 

i) The task redesign intervention significantly altered employee 

perceptions in the predicted and desired directions. Moreover, the 

altered perceptions remained at the new level for the duration of 

the period of study. 

ii) The employee performance did not increase initially, but did 

increase significantly by the end of continuous and sustained 

change after two years. 

One explanation for the above result could be that the enhanced employee 

motivation resulting from the work redesign changes increased performance. 

Another explanation could be simply that the changes eliminated various 

inefficiencies in the old work system. Now, it is important to identify the items of 

changes made in this particular case. The present study also deals with the 

employees who are alsb engaged in window or counter related work. Most of the. 

employ'ees in the Indian postal department are engaged in such a combination of 

work, which has great similarities with bank employees. (Earlier mentioned in 

chapter-11). To understand the issue comprehensively the work design before 

change (section-!) and the. redesigned work settings (section-11) are shown 

below: 

Section-!: 

A)Restricted and routine activities. 

b)Manual work design 

c)Too much of intervention from superior 

e) Taking subsequent written permission from superior for every single 

transaction. 
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f) Long and delayed process of counter checking by Accounts 

department 

Section-11: 

a) More autonomy and independent environment 

b) Computerized work design with effective LAN. 

c) Less intervention from superior 

d) Permission from superior taken through LAN 

e) Auto cross checking from by Accounts department. 

f) Minimum use of papers. 

Several other similar routine decisions were also formally delegated from 

the teller workers. The result of the change is very encouraging in favour of 

reducing the stress and strain of the employees of the concerned department. 

From the organizational point of view it is encouraging too, due to the fact that 

the performance level of the concerned employee has also been enhanced in 

long run. Griffin (1991) 57 did this work for a space of time of two long years and 

perpetual readings from both the employees and the administration were 

collected through out the period. In this study he commented II Participants had 

indicated that they felt, they were not part of team and were nothing more than 

glorified clerks and they had to check with their supervisors too often on minor 

decisions. They also felt the job was boring." The comment was made in the pre

change perspective. In the end of the paper he again commented, II For 

managers, perhaps the key message relates to the role of work redesign as 

change intervention. The findings reported here underscore the need to retain 

work redesign as a viable tool for enhancing employees' work experience. 

Numerous benefits can accrue to both employees and organizations" 

6.6.3. Compressed Work Week System 

In this section it is proposed to explore the possibilities of reducing the 

workweek of the employees in the organization and effect of the same on their 

performance as well as on the organizational effectiveness. Many research 
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works has been done in this context to examine the effectiveness of introducing 4 

(four) day workweek instead of 5(five) or 6(six) day. However, the postal 

employees concerned with present study are presently engaged in 6(six) day 

workweek. 

Calvasina, J.E. et al., (1975) 59 had contributed in this regard to a great 

extent. They worked with female workers engaged in production activity in two 

different factories. For factory one the number of workers was 64 and for the 

factory two the same was 103. The data consisted of the individuals' weekly 

output measured in earned hours as well as the time required to produce these 

earned hours. Data were collected during a one-year period before the change to 

a four-day workweek as well as during a one-year period after change. From 

various empirical analysis the authors reported following findings; 

a) Change from five- to four-day workweek did not materially affect 

employees' productivity. 

b) Old workers were less productive on both four-and five-day 

workweeks. 

c) Other worker characteristics appeared to be meaningless 

d) In instances where labourers are not engaged in heavy physical 

work, the four-day workweek does not reduce labour productivity 

and may in fact increase it. 

The findings of Calvasina, J.E. et al., (1975) 60 obviously favour four-day 

workweek for the employees especially those are not engaged in heavy physical 

work. 

Latack and Foster (1985) 61 had a remarkable work on compressed 

workweek system. Going ahead on few step forward than Calvasina, J.E. et al., 

(1975), they administered a system of 3/38 week i.e., 3 days in a week and all 

together 38 hours in 3 days. They worked on personnel engaged in computer 
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operation in a large industrial corporation. The sample of employees was drawn 

from six different units of the organization. 

One potential problem that of employee fatigue due to longer work day, did 

not appear in this study. In contrary, Breaugh (1983) 62 reported that a 12 and 

half hour schedule for an employee is not a major problem and would not 

generate much fatigue. All together the study suggests following advantages of 

3/38 compressed workweek system; 

a) This is one of the effective tailor-made interventions from the 

organizational point of view available in our contemporary economy. 

b) This technique may create an opportunity for the administrator a 

massive scope for 'job enrichment'. 

c) This method would substantially reduce the scope of labour turnover 

among the middle-aged employee. 

d) The extra enthusiastic employees would get an opportunity of 

earning overtime wages and thus the organization can have 

reduced total costs of labour due to the fact that the overtime rate 

for any case is lower than that of the original labour rate. 

6.7. Subjective Monotony. 

A conceptual framework specifying the conditions under which jobs will 

facilitate the development of internal motivation for effective performance 

remains a pertinent question for the researchers in the field of 110 psychology. 

Various techniques of job redesigning, compressed workweek systems have 

been tried to improve the level of satisfaction among the employees. No doubt 

remains with the fact that a better satisfaction with the job would certainly 

enhance the performance of the employee and thus would increase the 

productivity as well as the profitability of the concerned organization. 

Researchers engaged themselves to find a way out from serious stressors like 

job overload, role conflict etc. but this is also true that simple routine and non-
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challenging jobs often lead to a high employee dissatisfaction, which in turn 

enhance absenteeism and turnover (Hackman, J.R. et al., 1971) 63
. They worked 

with 208 employees of telephone companies and emphasized that while fobs 

appear to be highly potent in determining employee motivation and satisfaction, 

there is no single best way to design the job. Instead, the results of their study 

suggests that the substantial motivational potential of jobs can be realized only 

when the psychological demands and opportunities of jobs mesh well with the 

personal needs and goals of employees who work on them. This kind of 

matching can be developed through job redesign, selection or higher placement 

of the employees or by attempting to fit people to jobs and jobs to the employee 

simultaneously and continuously as both by the organization and the 

characteristics of its employees change over time. 

Repetitive and work under load has been clearly conceptualized as the 

condition in which workers are employed in jobs beneath their capacities 

(Coburn, 1979)64.Gardel (1982) 65
. They defined it as tasks with too narrow and 

one-sided job content, lacking stimulus variation, and with no demands on 

creativity, problem solving, or social interaction. Jobs with such characteristics 

cannot set the space for the workers to work with. Studies on the impact of work 

under-load on well-being are scarce. Most of these studies were conducted in the 

laboratory and were designed mainly to disclose the work conditions on the 

secretion of stress hormones. A notable exception is Caplan et al., (1970) 66 

where 2010 workers of 23 different occupations were investigated for stress, 

strain and health. Their findings depicted that workers with role under-load had 

higher than average perceived-boredom scores and expressed higher job 

dissatisfaction and greater underutilization of skills. 

In 1995 a massive research work in the related topic of subjective 

monotony was taken over by Melamed 67
, S. and his colleagues to examine the 

relation of objective work conditions (work under-load, repetitive work etc.) and 

subjective monotony to job satisfaction, psychological distress and sickness 
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absence. All together 1278 workers were examined. In the end of this massive 

empirical study the researchers commented that work under-load was 

independently and negatively related to job satisfaction and was positively 

related to sickness absence. Furthermore, work over-load was rated as 

monotonous to the same extent as hectic and repetitive work. 

6.8 Summing Up 

i) In this chapter attempt has been taken to d~velop various management options 

both at individual and at organizational level. The role related consequences are 

given special emphasis opinion of various scholars in this field have also been 

observed. 

ii) Adoptive Response Model has been used to encompass all possible 

managerial issues of job stress in a certain organization. As per this model 

Person, Organization and outsiders are detected to minimize the role stress both 

at preventive and at curative stage. Other models are also discussed but all 

these models may not be sufficiently different from the Adoptive model. 

iii) A generic strategy has been developed for the employees to 

combat with the job stress from their side. It s true that though 

stress is generated primarily- from the work places still the 

workers must pay attention to combat the same at their own level. 

iv) Various strategic options like Job demand Job control model, 

Individual's cognitive approach, Individual's physiological 

approach, Individual's political skill etc. are discussed for 

managerial measures to combat job stress at individual level. 

v) Most of the scholars in this field have admitted that organization 

should play a major role in combating employees stress situation 

either in the form of preventive measures or in the form of 

curative measures. Many options have been developed ·at 

organizational level to act with: The Indian postal department may 
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take any of these options or any suitable combination of all the 

options to protect its employees from the toll of excessive job 

stress of its employee. 

vi) Organizational strategies like 'Strategic Managerial Intervention', 

'Compressed Work-Week System' 'Job Redesigning' etc are 

mentioned in this section for careful perusal by the Indian postal 

department. 
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