The importance of balancing work and private life for individuals in organisations - discussing motivation and work place stress. 

In this essay, I will discuss about motivation and work place stress that individuals endure in organisations (work) and their private life. I will look at what stress is, what causes it and how it can be managed. I will also talk about how people are motivated and how this affects them and the organisation. I will use theorises to support my essay and also explore whether some theories are relevant in today’s world. 

Firstly, it is important to understand what an organisation is and what is meant by organisational behaviour. The term organisation is quite loose and can be used to cover any recognizable system or structure or structure that exists to help or maintain people’s ability to achieve something. Organizational Behaviour is the study of human behaviour in the workplace, as an academic discipline, its concern is to gain understanding of those factors, both individual and organizational, that influence people’s behaviour (Dick, 2006). 

Organizational behaviour studies are becoming more important than in previous years because workplaces must learn to adapt to the rapidly changing business cultures that have stemmed from a competitive and fast-paced market. Organizational behaviour was a topic that was not discussed until an employee's behaviour changed, productivity changed, or sales decreased. In today's business world, managers are beginning to view organizational behaviour as an intricate piece of training and development of the workforce. I feel organizational behaviour is an essential tool for managing effective teams. 

One of the issues that organisational behaviour looks at is stress. There are many definitions of stress. The National Institute of Occupational Safety and Health (1999) defines stress as ‘the harmful physical and emotional responses that occur when the requirements of the job do not match the capabilities, resources, needs of the worker’. However, a cognitive definition focuses more on the perceptions of an individual. One example is: ‘Stress occurs when the perceived pressure exceeds your perceived ability to cope’ (Palmer et al, 2003). 

Over the past few years it has become apparent that a lot of stress in adults has been due to the environment of a workplace. Stress has even taken over the common cold as the main cause of absence from work (Furedi, 1999). There are a number of reasons stress is caused in workplaces. These range from conditions of work, job threat or poor relationships between other members in the workplace. A person's status in the workplace can also affect levels of stress. Research shows that employees who are less powerful i.e. those who have less control over their jobs, are more likely to suffer stress than powerful workers. This is mainly due to work overload. Stress management has become an increasing concern to organisations because it leads to accidents, absenteeism, and a reduction in productivity (Arnold el al., 1998). Furthermore, it also leads to problems such as mood disturbance, psychological distress, sleep disturbance, and headache, which all reduce productivity and efficiency at work. 

“Work stress is one of the key problems of twenty-first century life” (Wainwright & Calnan, 2002) and is on the increase. It has been estimated to cost UK employers around £370 million and society as a whole about £3.75 billion each year (costs provided in 1995/96, HSE, 2001. Figures from the TUC (November 2004) state that the estimated cost of work-related stress costs the UK economy £7 billion a year in sick pay, lost production and NHS costs. (The Health and Safety Executive). 

Interest in the physiological aspects of stress was stimulated by the work of the American cardiologists Friedman and Roseman (1974), who developed the notion of the Type A or coronary-prone personality. They claimed to have found a relationship between heart disease and a specific behavioural pattern, characterized by impatience, competitiveness and urgency (Dick and Ellis 2006). Furthermore, there have been attempts to identify universal stressors, such as the ‘life events’ approach, which rank-orders ‘stressful’ situations according to the amount of stress each apparently involves. According to (Cranwell-Ward, 1986) different life events score a different mean value, death of spouse scoring the highest at a score of 100, while being fired at work scored only 47. However it is now widely accepted that events in themselves do not cause ‘stress’, rather it I show individuals appraise events that is critical (Lazarus and Folkman, 1984). 

More recent interest has also centred on the role of personality in mediating the appraisal process, with the concept of the ‘hardy personality’ receiving much attention. Hardy personality tend to be characterized by high levels of self-efficacy (the belief that one can bring about desired changed in goal-related behaviours); a sense of control, believing themselves to be masters of their own universe; and in being challenged – seeing new situations as opportunities rather than threats (Kobosa, 1979). Having a stress hardy personality doesn't mean that a person never ever suffers stress, it means that their ability to deal with it, without it causing a problem, is greater. It's about learning to control how we react to the challenges we face in a more flexible, confident and less destructive way (Dick, 2006). 

Stress management is one of the increasing concerns to organisations. This is because it can become a large cost for an organisation as it leads to absenteeism, accidents and efficiency problems (Arnold el al., 1998). Coping is defined as thoughts and behaviours that people use to manage the internal and external demands of situations that are appraised as stressful (Lazarus & Folkman, 1984). Coping research is important because it may help explain why some people fare better than others when encountering stress in their lives. Factors such as personality, culture, prior experience and environment contribute to an individual’s response. 

Individuals may cope with the same stressor in vastly different ways. Researchers have looked at different methods that individuals employ to cope with situations, and although there has been some debate about the language used to define these coping strategies, there does appear to be a common thread in the research. The major coping methods are problem-focused coping (changing our environment to reduce the stress; emotion-focused coping (changing our response to the stress; and avoidance-focused coping (not exposing ourselves to stressful situations; which could be positive or negative depending on whether the task is simply avoided (negative) or the task is performed in such a method that avoids the possibility of the negative stressor (Lazarus and Folkman, 1984) and (Higgins and Endler, 1995). Furthermore, organisations are also taking steps to decrease the levels of stress by redesigning jobs (Wall et al., 1986) and reducing the amount ambiguity in the job (Schaubroeck et al., 1993). 

While stress is a big problem for people at home as well we the workplace, motivation on the other hand can be rewarding. "Motivation is a decision-making process, through which the individual chooses the desired outcomes and sets in motion the behaviour appropriate to them" (Buchanan, 1979). 

Douglas McGregor bases his theory on 2 sets of motivations propositions which would suggest differing management styles. Theory X assumes that people are lazy; they hate work to the extent that they avoid it; they have no ambition, take no initiative and avoid taking any responsibility; all they want is security, and to get them to do any work, they must be rewarded, coerced, intimidated and punished. This is the so-called 'stick and carrot' philosophy of management. If this theory were valid, managers will have to constantly police their staff, whom they cannot trust and who will refuse to cooperate. But fortunately, as we know, this is not the case (Douglas McGregor (1960). Theory Y is in sharp contrast to theory 'X'. McGregor believed that people want to learn and that work is their natural activity to the extent that they develop self-discipline and self-development. They see their reward not so much in cash payments as in the freedom to do difficult and challenging work by themselves. The manager’s job is to 'dovetail' the human wish for self-development into the organizations need for maximum productive efficiency. The basic objectives of both are therefore met and with imagination and sincerity, the enormous potential can be tapped (Douglas McGregor (1960). 

However, It could be construed, by some, that Theory 'Y' management is soft and slack. This is not true and the proof is in the 'pudding', for it has already proved its worth in the USA and elsewhere. For best results, the persons must be carefully selected to form a homogeneous group. A good leader of such a group may conveniently 'absent' from group meetings so they can discuss the matters freely and help select and 'groom' a new leader. The leader does no longer hanker after power, lets people develop freely, and may even (it is hoped) enjoy watching the development and actualization of people, as if, by themselves. Everyone, and most of all the organization, gains as a result. 

Maslow’s contention was that human beings seek satisfaction of a number of internal needs or wants (intrinsic motivators). For most people these needs are arranged in an order , or hierarchy (Maslow, 1943). The first-level needs are known as physiological needs. These include basic physical requirement such as food and warmth. Once these needs are satisfied, the requirement moves to a second level, known as safety needs. Safety needs include security, the need for predictability and orderliness, and freedom from pain. Both these preliminary needs could be satisfied by increasing workers’ income levels. Maslow’s third level of motivation is social needs, such as affection, a sense of belonging, social activities, friendship, and both the giving and receiving of love. Once these needs are satisfied the employee can move on to the next level of esteem needs, in which self-respect and the esteem of others become important. At the ultimate level of Maslow’s hierarchy are self-actualization needs. At this level workers are able to reach their full potential. Some will be creative and innovative, others will not. 

Alderfer, expanding on Maslow's hierarchy of needs, created the ERG theory. This theory is similar to that proposed by Maslow, except that he proposes three levels: existence, relatedness, and growth. However, Alderfer’s theory is distinct from Maslow’s as he suggests that people may experience the different levels of needs simultaneously and may not progress up the hierarchy in the way Maslow suggests. 

Frederick Herzberg believed that there are two set of factors involved in motivation at work. One set of factors, which he referred to as hygiene factors, prevented dissatisfaction. These were aspects of job that, while not motivating in themselves, would lead to severe dissatisfaction and ultimately demotivation. The second set of factors were what Herzberg referred to as the motivators. If these factors were present they would lead to superior performance and effort from employees. (Frederick Herzberg, 1959) 

Other theories such as the process theories of motivation are about a cognitive rational process and concentrate on the psychological and behavioural processes that motivate an individual. One of suck theory is the expectancy theory which proposes that a person will decide to behave or act in a certain way because they are motivated to select a specific behaviour over other behaviours due to what they expect the result of that selected behaviour will be (Oliver 1974). Vroom (1964) defines motivation as a process governing choices among alternative forms of voluntary activities, a process controlled by the individual. The individual makes choices based on estimates of how well the expected results of a given behaviour are going to match up with or eventually lead to the desired results. Furthermore, the equity theory, as described by Adams (1965), is another process theory, in which the focus is on understanding how people make judgements about their own and others’ contributions and rewards. The belief is that people value fair treatment which causes them to be motivated to keep the fairness maintained within the relationships of their co-workers and the organization. 

Work-life balance is “adjusting work patterns so that everyone, regardless of age, race or gender can find a rhythm that enables them to combine work with other responsibilities and aspirations more easily” (Department for Education and Skills). The major concept of work-life balance in employment is that the employer gives the employee the ability to handle their responsibilities in and out of work while generating self worth. One way this can be done by is flexibility. Although hard in many industries, the company’s structure should enable an employee to work flexible times so that they can satisfy their out of work obligations. This can include anything from leaving early to pick up their children from school to being allowed to work via the Internet when the employee is required to handle home problems like construction work. Certain weeks your personal life will require more time and other weeks your professional life will need a greater investment, with flexibility in the work place and home you can ensure neither will be neglected. A person must be able to work in a setting that they can not only achieve but also enjoy their success. Tied in with the concept of flexibility a person needs to understand that in order to do well in work you need to be enjoying work and life. A happy person will be able to perform better through increased energy and drive which helps the organization maintain their competitive advantage. 

Work and private life is an important aspect for individuals in organizations. Though the two are separate, both of these will have some effect on each other. A good private life (one that meets the needs of pleasure, leisure etc.) could lead to a reduction in stress levels. In the same sense, if a person enjoys his work life, has a stress-free job role and a friendly environment to work, he/she would be more motivated. 
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