
Psychology 885:  Organizational Stress 

Fall, 2007
W: 6:15-9:00 pm; Brackett 210
Instructor:  Thomas W. Britt, Ph.D.

Office:  410D Brackett Hall

Phone:  656-4979

e-mail:  twbritt@clemson.edu
Office hours:  MWF 12:00 p.m. to 2:00 p.m.

Course Description


As individuals perform their jobs, they encounter many different stressors that have the capacity to undermine health, well-being, and performance.  The present course addresses comprehensive models of how and when organizational stressors are related to employee outcomes, the methodological challenges in understanding the causes and consequences of organizational stress, the different types of stressors at work, and the multiple ways in which work stress can affect individuals.  The course also considers factors that protect employees from the adverse effects of work-related stressors.  Finally, the course covers analyses of how individuals cope with work-related stressors, and how organizations can design interventions to minimize the disruptive effects of work stress.  

Our meetings twice a week will be conducted in a seminar format.  Everyone will be expected to complete the assigned readings in advance of each class meeting, and will also complete a reaction paper (described below) based on their analysis of the week’s readings.  As should be evident, this is a course where active participation is critical.  When everyone plunges into the material head-first and is active in the discussions, seminars can be an academic “peak experience” – highly enjoyable and enlightening.  Or, if people neglect their responsibilities, seminars can be a painful and awkward grind.  Because seminars are a joint effort by the students and professor, the success of a seminar depends as much on the students as on the professor. 

Course Objectives

1)  Attain an understanding of the different types of stress affecting employees (e.g. role ambiguity, work overload, lack of control, environmental conditions, incivility in the workplace)

2)  Understand the relationship between the experience of stress at work and the important outcomes of employee well-being, health, and performance 

3)  Understand how demographic and personality variables (e.g. gender, ethnicity, negative affectivity) are related to the experience of stress at work

4)  Understand the factors that moderate the relationship between stress and health (e.g. self-efficacy, job engagement, job control)

5)  Understand the ways individuals cope with work-related stress, and which types of coping strategies are most effective under different conditions

6)  Understand how work and family interact to influence the experience of stress in both domains

7)  Understand attempts to design organization-based interventions to deal with work stress and provide employees with a work environment that allows them to thrive

8)  Based on a thorough understanding of the field of organizational stress, be able to design a workplace intervention that allows employees to thrive

Course Readings

Cooper, C.L., Dewe, P.J., & O’Driscoll, M.P. (2001).  Organizational stress:  A review and critique of theory, research, and applications.   London, Sage Publications.  

A collection of articles and book chapters available on Blackboard
Course Requirements

1)  Class Participation.  As indicated above, this course is a seminar, and therefore class participation is very important.  All students will have completed the readings and a reaction paper before class, and will be actively engaged in discussion during class.  I suggest taking notes on the readings and having these notes available during class to help with your participation.  Students are expected to be at all classes.  Failure to attend all classes will affect the class participation component of your grade.   

2)  Reaction Papers.  To facilitate discussion of the material and to provide you with feedback regarding your understanding of the material, each student is required to write a one and ½ to two page reaction paper (single space, blank line between paragraphs, Times New 12 point font, 1 inch margins) reflecting a critical integration and connection among the major themes in the week’s readings.  These papers are to be sent to me by e-mail or placed in my box by 3:00 pm on Wed.  It is always difficult to provide a cookbook-type description of what constitutes an excellent reaction paper, but some guidelines are provided below.  One criterion cutting across these guidelines is the need to have your paper bring together two or more of the readings for a given week.

a)  Try to connect the readings for a given week together in an innovative way.  For example, you may notice that different theories of occupational stress are using different names for similar constructs, and can therefore integrate two or more theories into a more comprehensive approach.  As another example, you may see a “higher-order” principle that connects two or more of the readings.  For example, in reading about various methodological issues in organizational stress research, you may come up with a design that can handle criticisms of two or more past areas of research.

b)  Try to connect the readings to other areas of psychology (I/O, Health, and other areas) in a way that helps illuminate the critical points being made.  For example, you may read about a certain stressor individuals encounter at work, and that might remind you of a similar variable discussed in another area of psychology.  You can then discuss theory and research from this other area to present a new angle on the stressors as presented in the week’s readings.

c)  Having a bent toward empiricism, I am always excited to see suggestions for extensions or modifications of research that is covered during the week’s readings.  You may read an empirical article and think about additional variables that could be added to the design, and come up with a reasonable hypothesis for how the results of your modified study would turn out.  Reaction papers of this type are best when the proposed studies help resolve issues or controversies in the research areas.

d)  Finally, there is always the more critical reaction paper that attempts to show the weaknesses and gaps within a given area of study.  I actually enjoy these types of papers, as long as the critique is grounded in solid reasoning.  It is also a good idea to accompany critiques with suggestions for how a particular area could improve to better understand the underlying processes.  
3) Organizational Stress Assessment and Intervention.  As you will see during the course, stress at work is something that affects all organizations.  Although some organizations may do more to create ideal working conditions that others, none can be 100% effective, and therefore all organizations should be able to benefit from an analysis of stressors affecting their employees, and planned strategies for reducing the negative consequences of work stress.  

Ideally, all students will be able to design an organizational stress assessment and intervention for an organization with which they are familiar.  Students should be able to talk with their points of contact at the organization regarding the purpose of the project, and request permission to interview workers at various levels of the organizational hierarchy.  Your assessment and intervention paper should address the following:  

a)  a thorough description of the organization, including its size, purpose, and functions

b)  an analysis of stressors that have potential relevance to the workers in the organization, and the ways to assess these stressors

c)  an analysis of outcome measures (e.g. performance, organizational citizenship behaviors, psychological and physical health, turnover, absenteeism) that might be affected by work stressors, and ways to assess those outcome measures

d)  an analysis and assessment of factors that might protect workers from the adverse effects of stressors in the work environment

e)  based on an understanding of a-d, provide a description of workplace interventions for encouraging adaptive forms of coping with stress and suggestions for reducing stressors and increasing protective factors so as to produce positive outcomes for the individual and organization  

f)  The quality of your assessment and intervention paper will be dependent on your ability to present organizational research to support your analysis and interventions.  

g)  Papers should be written according to the American Psychological Association Publication Manual (5th edition), and should be approximately 20-25 pages in length, including title page, abstract, references, and tables/figures, but excluding appendixes.  

Students will present their organizational stress assessment and intervention papers during the last week of class.  Presentations should last 15 minutes, which will allow a few minutes for questions.  The presentation should provide a clear and concise overview of the assessment and intervention.  Equipment will be provided for PowerPoint presentations.

Grading

Your final grade will be determined according to the following percentages:

Reaction Papers:



45%

Class Participation:



15%

Stress assessment/intervention paper:

35%



Presentation:

5%

COURSE SCHEDULE

August 22 (Wed.)  Introduction to the Course:  Expectations and Assignments

PART 1:  THEORIES OF OCCUPATIONAL STRESS

Overview:  Over the years many models have been developed to describe the stress process in organizations.  While most of these have not been explicitly tested, they have served as useful guides for occupational stress researchers, and have provided some needed direction to organizational stress reduction efforts.  These models really give an overview of what we will be discussing throughout the entire course, and will provide a good framework as we discuss research on different parts of the occupational stress process.  The theories of organizational stress in part 1 are broader and more comprehensive, whereas those theories in part 2 deal with more specific components of organizational stress.  By the end of the course, it may be interesting for you to return to these models in order to examine their comprehensiveness and ability to understand the determinants, dynamics, and consequences of occupational stress.  

August 29:  Models of Occupational Stress:  Integrative Approaches 

Chapter 1 of Cooper, et al. (2001)

*  Sonnentag, S., & Frese, M. (2003).  Stress in organizations.  In W.C. Borman, D.R. Ilgen, & R.J. Klimoski (Eds.), Handbook of psychology:  Industrial and organizational psychology, pp. 453-491).  Hoboken, NJ, John Wiley & Sons.

*  Hart, P.M., & Cooper, C.L. (2001).  Occupational stress:  Toward a more integrated framework. In N. Anderson, D.S. Ones, H.K. Sinangil, and C. Viswesvaran (Eds.), Handbook of industrial, work, and organizational psychology: Volume 2, Organizational Psychology, pp. 93-114.  London, Sage Publications.

*  Beehr, T. (1998).  An organizational psychology meta-model of occupational stress.  In C.L. Cooper (Ed.), Theories of organizational stress (pp 6-27).  New York, NY, Oxford University Press.  

September 5 (Wed):  Models of Occupational Stress:  Targeted Theories
*  Nelson, D.L., & Simmons, B.L. (2003).  Health Psychology and work stress:  A more positive approach.  In J.C. Quick and Lois E. Tetrick (Eds.), Handbook of Occupational Health Psychology (pp. 97-119).  Washington, DC:  American Psychological Association.  

Bakker, A.B.,  & Demerouti, E. (2007).  The Job Demands-Resources model:  State of the art.  Journal of Managerial Psychology, 22, 309-328.

Perrewe, P.L., & Zellars, K. (1999).  An examination of attributions and emotions in the transactional approach to the organizational stress process.  Journal of Organizational Behavior, 20, 739-752.

Schaubroek, J. (1999).  Should the subjective be objective?  On studying mental processes, coping behavior, and actual exposures in organizational stress research.  Journal of Organizational Behavior, 20, 753-760.

Frese, M., & Zapf, D. (1999).  On the importance of the objective environment in stress and attribution theory.  Counterpoint to Perrewe and Zellars.  Journal of Organizational Behavior, 20, 761-765.

Spector, P.E. (1999).  Objective versus subjective approaches to the study of job stress.  Journal of Organizational Behavior, 20, 737.

PART 2:  METHODOLOGICAL ISSUES IN OCCUPATIONAL STRESS RESEARCH

Overview: One of the keys to understanding any field of study is to understand the research methods that are used to generate knowledge. This week we discuss what I consider to be some of the most important methodological issues in occupational stress research.  These include the use of self-report methodology to measure key constructs, the use of physiological measures of health, levels of analysis issues, and the control of “nuisance” variables in organizational stress research.    

September 12  Methodological challenges in studying occupational stress 

Chapter 8 of Cooper, et al. (2001)

Spector, P.E.  (1994).  Using self-report questionnaires in OB research: A comment on the use of a controversial method.  Journal of Organizational Behavior, 15, 385-392.

Brief, A.P., Burke, M.J., George, J.M., Robinson, B.S., & Webster, J. (1988).  Should negative affectivity remain an unmeasured variable in the study of job stress?  Journal of Applied Psychology, 73, 193-198.

Spector, P.E., Zapf, D. Chen, P.Y., & Frese, M. (2000).  Why negative affectivity should not be controlled in job stress research:  Don’t throw the baby out with the bath water.  Journal of Organizational Behavior, 21, 79-95.

Readings for this week continued on next page….

Sanchez,  J.I., & Viswesvaran, C. (2002).  The effects of temporal separation on the relations between self-reported work stressors and strains.  Organizational Research Methods, 5, 173-183.  
Bliese, P.D., & Jex, S.M.  (2002).  Incorporating a multilevel perspective into occupational stress research: Theoretical, methodological, and practical implications.  Journal of Occupational Health Psychology, 7, 265-276.

PART 3:  UNDERSTANDING SOURCES OF STRESS AT WORK

September 19:  Role Stressors in Organizations

Overview:  If one looks at occupational stress and health research from an historical perspective, more work has been devoted to the study of role stressors than perhaps any other topic.  This dates back to the NIOSH-funded research program at the University of Michigan’s Institute for Social Research which began in the early 1960’s.  The focus on role stressors makes good sense given that employees spend a good deal of their time learning what their roles are, and managing their various role demands.  This week we focus primarily on role conflict and role ambiguity.

Chapter 2 of Cooper, et al. (2001)

*  Adler, A.B., Litz, B.T., & Bartone, P.T. (2003).  The nature of peacekeeping stressors.  In T.W. Britt & A.B. Adler (Eds.), The psychology of the peacekeeper:  Lessons from the field.   Greenwich, CT:  Praeger Publishers.

Breaugh, J.A., & Colihan, J.P. (1994).  Measuring facets of job ambiguity: Construct validity evidence.  Journal of Applied Psychology, 79, 191-202.

Saks, A.M., & Ashforth, B.E. (1997).  A longitudinal investigation of the relationships between job information sources, applicant perceptions of fit, and work outcomes.  Personnel Psychology, 50, 395-426.
September 26:  Workload and Organizational Constraints

Overview:  For most employees, the sheer amount of work needed to be done often has negative implications for health and well-being.  At the same time, many organizations do not provide employees the resources needed to do their work.  In some cases, organizations inadvertently create conditions that actually make it more difficult for employees to do their jobs.  This week we will focus on two interrelated topics: workload and organizational constraints.  As we’ll see, workload is a complex variable that can be assessed in a number of ways.  Organizational constraints research is rooted in the frustration literature, but this stressor often has more widespread effects on employees.

Spector, P.E., & Jex, S.M.  (1998).  Development of four self-report measures of job stressors and strain: Interpersonal Conflict at Work Scale, Organizational Constraints Scale, Quantitative Workload Inventory, and Physical Symptoms Inventory.  Journal of Occupational Health Psychology, 3, 356-367.

Readings for this week continued on next page…

Sparks, K., Cooper, C., Fried, Y., & Shirom, A.  (1997).  The effects of hours of work on health: A meta-analytic review.  Journal of Occupational and Organizational Psychology, 70, 391-408.

Britt, T.W., Castro, C.A., & Adler, A.B.  (2005).  Self engagement, stressors, and health:  A longitudinal study.  Personality and Social Psychology Bulletin,31, 1475-1486.
Peters, L.H., & O’Connor, E.J.  (1980).  Situational constraints and work outcomes:  The influence of a frequently overlooked construct.  Academy of Management Review, 75, 399-409.

Villanova, P., & Roman, M.A.  (1993).  A meta-analytic review of situational constraints and work-related outcomes: Alternative approaches to conceptualization.  Human Resource Management Review, 3, 147-175.

October 3:  Workplace Incivility and Violence

Overview:  In the past few years, several highly publicized incidents have highlighted the importance of violence and other forms of negative behavior at work.  In the organizational stress literature there has been a great deal of research in this area, as well as the creation of a number of constructs to describe negative interpersonal behavior at work.  This week we will examine the nature of these variables, as well as their impact on employee health and well-being.

Andersson, L.M., & Pearson, C.M.  (1999).  Tit for tat?  The spiraling effect of incivility in the workplace.  Academy of Management Review, 24, 452-471.

Penney, L.M., & Spector, P.E. (2005).  Job stress, incivility, and counterproductive work behavior (CWB):  The moderating role of negative affectivity.  Journal of Organizational Behavior, 26, 777-796.
Rogers, K.A., & Kelloway, E.K.  (1997).  Violence at work: Personal and organizational outcomes.  Journal of Occupational Health Psychology, 2, 63-71.

Hershcovis, , M.S., Turner, N., Barling, J., Arnold, K.A., Dupre, K.E., Inness, M., LeBlanc, M., & Sivanathan, N. (2007).  Predicting workplace aggression:  A meta-analysis.  Journal of Applied Psychology, 92, 228-238.
Tepper, B.J.  (2000).  Consequences of abusive supervision.  Academy of Management Journal, 43, 178-190.

PART 4:  CONSEQUENCES OF WORK STRESS
Up to this point in the course we have focused primarily on organizational stressors.  We now shift our focus to the “criterion” side; that is, determining what constitutes health and well-being among employees.  In occupational health research there are typically three types of employee outcomes assessed: psychological, physical, and behavioral.  As we will see, each of these types of measures has its strengths and weaknesses.  Needless to say, the “criterion problem” is alive and well in occupational stress research.

I include the topic of work-family conflict under the heading of “consequences” of work stress.  People do more than just work (once they leave graduate school, of course).  In fact, people typically balance many roles simultaneously in their lives.  Given these transitions, an important area of organizational stress is the interface between work and non-work roles.  

October 10:  Work Stress, Health, and Burnout
Chapters 3 and 4 of Cooper, et al. (2001)

*  Lansbergis, P.A., Schnall, P.L., Belkic, K.L., Baker, D., Schwartz, J.E., & Pickering, T.G. (2003).  The workplace and cardiovascular disease:  Relevance and potential role for occupational health psychology.  In J.C. Quick and Lois E. Tetrick (Eds.), Handbook of Occupational Health Psychology (pp. 265-287).  Washington, DC:  American Psychological Association.  

Maslach, C., Schaufeli, W.B., & Leiter, M.P. (2001).  Job burnout. Annual Review of Psychology, 52, 397-422.
October 17:   Work-Family Conflict 

Netemeyer, R.G., Boles, J.S., & McMurrian, R. (1996).  Development and validation of work-family conflict and family-work conflict scales.  Journal of Applied Psychology, 81, 400-410.

Britt, T.W. & Dawson, C.R.  (2005).  Predicting work-family conflict from workload, job attitudes, unit attributes, and health:  A longitudinal study.  Military Psychology, 17,203-228.

Lapierre, L.M., & Allen, T.D. (2006). Work-supportive family, family-supportive supervision, use of organizational benefits, and problem-focused coping:  Implications for work-family conflict and employee well-being.  Journal of Occupational Health Psychology, 11, 169-181.
van Steenbergen, E.F., Ellemers, N., &  Mooijart, A. (2007).  How work and family can facilitate each other:  Distinct types of work-family facilitation and outcomes for women and men.  Journal of Occupational Health Psychology, 12, 279-300.
Kossek, E.E., & Ozeki, C.  (1998).  Work-family conflict, policies, and the job-life satisfaction relationship: A review and directions for organizational behavior-human resources research.  Journal of Applied Psychology, 83, 139-149.

October 24:  Stress, Job Performance, and Turnover 

Motowidlo, S.J., Packard, J.S., & Manning, M.R. (1986).  Occupational stress:  Its causes and consequences for job performance.  Journal of Applied Psychology, 71, 618-629.

Jamal, M. (2007).  Job stress and job performance controversy revisited:  An empirical examination in two countries.  International Journal of Stress Management, 14, 175-187.
Taris, T.W. (2006).  Is there a relationship between burnout and objective performance?  A critical review of 16 studies.  Work & Stress, 20, 316-334.

Readings for this week continued on next page….

Netemeyer, R.G., Maxham, J.G., & Pullig, C. (2005).  Conflicts in the work-family interface:  Links to job stress, customer service employee performance, and customer purchase intent.  Journal of Marketing, 69, 130-143.

de Croon, E.M., Sluiter, J.K., Blonk, R.W.B., Broersen, J.P.J., & Frings-Dresen, M.H.W. (2004).  Stressful work, psychological job strain, and turnover:  A 2-year prospective cohort study of truck drivers.  Journal of Applied Psychology, 89, 442-454.

PART 5:  FACTORS THAT MODERATE THE STRESSOR-STRAIN RELATIONSHIP

To state that employees react differently to stressors sounds obvious, but organizational stress researchers have devoted a lot of effort toward finding factors that cause some individuals to hold up better under stress than others.  Factors that influence the relationship between exposure to stressors and various outcomes are referred to as moderators, and research on moderators has increased in recent years.  

October 31:  Employee Control and Self-Efficacy
Chapter 5 of Cooper, et al. (2001) 

Ganster, D.C., Fox, M.L., & Dwyer, D.J.  (2001).  Explaining employees’ health care costs: A prospective examination of stressful job demands, personal control, and physiological reactivity.  Journal of Applied Psychology, 86, 954-964.

Spector, P.E. (1986).  Perceived control by employees: A meta-analysis of studies concerning autonomy and participation at work.  Human Relations, 39, 1005-1016.

Xanthopoulou, D., Bakker, A.B., Demerouti, E., & Schaufeli, W.B. (2007).  The role of personal resources in the job demands-resources model.  International Journal of Stress Management, 14, 121-141.
Jex, S.M., Bliese, P.D., Buzzell, S., & Primeau, J.  (2001).  The impact of self-efficacy on stressor-strain relations: Coping style as an explanatory mechanism. Journal of Applied Psychology, 86, 401-409.

PART 6:  STRATEGIES FOR DEALING WITH WORK STRESS

November 7th:  Coping with Stressors in the Workplace

Most models of occupational stress and health propose that employees attempt to do something in response to stressors once they are experienced.  This process of reacting to stressors is known as coping.  Coping is important because many (though not all) stressors cannot be avoided.  Therefore, if employees can learn to successfully cope with stressors, this will often decrease their negative impact.  Unfortunately, empirical research on coping has progressed rather slowly, due largely to the numerous ways in which employees may cope.

Chapter 6  of Cooper, et al. (2001) 

Readings for this week on next page….

Carver, C.S., Scheier, M.F., & Weintraub, J.K.  (1989).  Assessing coping strategies: A theoretically based approach.  Journal of Personality and Social Psychology, 56, 267-283.

Latack, J.C., & Havlovic, S.J.  (1992).  Coping with job stress: A conceptual evaluation framework for coping measures.  Journal of Organizational Behavior, 13, 479-508.

Terry, D.H., & Jimmieson, N.L. (2003).  A stress and coping approach to organizational change:  Evidence from three field studies.  Australian Psychologist, 38, 92-101.
November 14th (Wed) Stress Management Interventions

Although it is important to understand how stressors impact employee health and well-being, one of the primary purposes of occupational stress research is to improve the lives of employees.  This is often accomplished through the creation of stress management programs, but may also come in the form of more preventive programs as well.  This week we examine some of the most common stress management interventions.

Chapter 7  of Cooper, et al. (2001) 

* Beehr, T.A., Jex, S.M., & Ghosh, P.  (2001).  The management of occupational stress.  In C.M. Johnson, W.K. Redmon, & T.C. Mawhinney (Eds.), Handbook of organizational performance; behavior analysis and management (pp. 225-254).  New York: The Haworth Press.

* Jaffe, D.T.  (1995).  The healthy company: Research paradigms for personal and organizational health.  In S.L. Sauter & L.R. Murphy (Eds.).  Organizational risk factors for job stress (pp. 13-40).  Washington, DC: American Psychological Association.

Randall, R., Griffiths, A., & Cox, T. (2005).  Evaluating organizational stress management interventions using adapted study designs.  European Journal of Work and Organizational Psychology, 14, 23-41.
CLASS PRESENTATIONS OF RESEARCH-BASED ORGANIZATION INTERVENTIONS:   November 28 and December 5
* These readings can be found on Blackboard under Content Collection ( Institution Content ( eReserves ( twbritt885
