THE BURNOUT PHENOMENON

Danger lurks in modern society and the victim is often the dedicated and accomplished person.  This danger is called “Burnout” and it can occur both in the work setting and in the home setting.  It occurs when a person experiences high levels of stress and is not able to cope.  It is characterized by low emotional and physical vitality, depression, and decreased productivity.  Common types of Burnout victims are:

1. The “Superman” who wants to do everything himself because no one else can or will and he has never let anyone down;

2. The “helpful person” who is always giving to everyone else, while receiving little help or appreciation in return;

3. The “workaholic” who is driven to meet demands placed upon him (some self-incurred and some assigned by others); and

4. The “mismatched person” who does his work well, but does not like what he is doing.

Burnout is a great equalizer.  It is blind to age, sex, color, and creed.  It is a condition that can affect both white and blue-collar workers, as well as those who work at home.


Burnout is widespread in our society today; it is hazardous, and it can be contagious.  If left unchecked, it can harm individual health, human relationships, and organization effectiveness.  But burnout can be overcome and prevented.  To do so, requires self-understanding and the support of others.


For a better understanding of the Burnout phenomenon, take the following test to evaluate your own status.

“UP IN SMOKE”

Are you Burned Out?

Directions:
Rate each question on a scale of 1 to 5



1 = never, 2 = rarely, 3 = sometimes, 4 = often, and 5 = always

	DO YOU:
	NEVER
	RARELY
	SOMETIMES
	OFTEN
	ALWAYS

	1. feel less competent or effective than you used to feel in your work?


	1
	2
	3
	4
	5

	2. consider yourself unappreciated or “used” on the job?
	1
	2
	3
	4
	5

	3. dread going to work?
	1
	2
	3
	4
	5

	4. feel overwhelmed in your job?
	1
	2
	3
	4
	5

	5. feel your work is pointless or unimportant?
	1
	2
	3
	4
	5

	6. always watch the clock?
	1
	2
	3
	4
	5

	7. avoid conversations with others (co-workers, customers, and supervisors?
	1
	2
	3
	4
	5

	8. rigidly apply rules to problems without considering creative solutions?
	1
	2
	3
	4
	5

	9. habitually express negative attitudes?
	1
	2
	3
	4
	5

	10. miss work often?
	1
	2
	3
	4
	5


	DOES YOUR JOB:
	NEVER
	RARELY
	SOMETIMES
	OFTEN
	ALWAYS

	11. overload you with work?
	1
	2
	3
	4
	5

	12. deny you breaks, lunch time, sick leave or   

     vacation?
	1
	2
	3
	4
	5

	13. pay too little?
	1
	2
	3
	4
	5

	14. depend on capricious funding sources?
	1
	2
	3
	4
	5

	15. provide insufficient support (budget, equipment, tools, etc.) to accomplish the job?
	1
	2
	3
	4
	5

	16. lack clear guidelines?
	1
	2
	3
	4
	5

	17. entail so many different tasks that you feel fragmented?
	1
	2
	3
	4
	5

	18. require you to deal with rapid changes?
	1
	2
	3
	4
	5

	19. lack access to social-professional support group?
	1
	2
	3
	4
	5

	20. demand coping with a negative job image and/or any angry public?
	1
	2
	3
	4
	5


SCORING AND INTERPRETATION

Add up your scores and insert your Total ________________________________




SCORES


CATEGORY

91-100 Burnout

81-90 Flame

61-80 Smoke
41-60 Sparks

20-40 No Fire

DISCUSSION


If your scored is 91 to 100 you are experiencing very high stress.  Without some changes in your situation, your potential for stress-related illness is high.  Consider taking classes in stress reduction and burnout prevention and seeking professional help.


If you have a score between 81 and 90 you have a high amount of work-related stress and may have begun to burn out.  Consider studying stress reduction and burnout prevention.  Mark each question you scored 4 or above, and rank them in order of their affect on you – beginning with the ones that bother you the most.  For at least your top three, evaluate what you can do to reduce the stresses involved and take action to improve your attitude and/or situation.  If your body is reflecting the stress, get a medical checkup.


Scores between 61 and 80 represent a certain amount of stress in your work and are a sign that you have a fair chance of burning out unless you take corrective measures.  For each question you scored four or above, consider ways you can reduce the stresses involved.  As soon as possible, take action to improve your attitude or the situation surrounding those things that trouble you the most.


If your score is between 41 and 60, you express a low amount of work-related stress and are not likely to burnout.  Look over those questions you scored three or above, and think about what you can do to reduce the stresses involved.


People who have scores 20 through 40 are mellow in their work with almost no related stress.  As long as they continue at this level, they are practically burnout proof.

IT IS NOT THE STRONGEST OF THE SPECIES THAT SURVIVE, NOR THE MOST INTELLIGENT, BUT THE ONE MOST RESPONSIVE TO CHANGE.

- CHARLES DARWIN

On the Origin of Species By Means of Natural Selection







London, 1859

CHANGE IN THE WORKPLACE

Generally, the biggest cause of stress in the workplace is change – change of people, change of products, change of place, change of pace.  In America today, the average employee changes jobs seven times, a radical shift from a generation ago when lifetime service was commonplace.

Change is the label under which we put all of the things that we have to do differently in the future.  In general, people dislike change.  It makes a blank space of uncertainty between what is and what may be.

The four major types of change in the workplace are:

1.
Structure.  Change in structure is often severely resisted by people.  Mergers, acquisitions, right-sizing, and re-engineering typically involve tremendous change.

2.
Tasks.  Tasks change with changes in the environment, including products and processes.  Driving forces include customer needs, employee satisfaction, and quality initiatives.

3.
Technology.  Innovations in this area have dramatically increased the rate of change.  No industry, trade, or profession is immune to change caused by technological advancements.

4.
People.  Change in any of the above variables can result in change in people – change in managers, employees, co-workers, and customers – and change within a given person, such as change in knowledge, attitude, and skill.

 A particularly stressful change in the American workplace is the downsizing and re-organization activities resulting from re-engineering business, re-inventing government, and other management initiatives.  Employees who are victims of job-loss, particularly in their middle years, face enormous economic, social, and personal stress.  Employees who remain with an organization often experience the “survivor syndrome.”  They are frightened they will be part of the next round of cuts, and they feel sadness and guilt over their co-workers’ fate.  In addition, they often have more work to do personally if production demands do not reflect the reduced number of people to do the job.

Many lessons have been learned from studying the downsizing decade, but two stand out:  1) the need for lifelong learning to remain viable in the workplace, and 2) the need for career education as a survival skill.  People are learning that they have to manage their own careers.

Coping with change taxes the resources of everyone involved – managers, non-managers, and customers – especially if the change is sudden or disagreeable.  Some change is unavoidable, and often change results in worthwhile benefits, but too often the reverse is true, as the following example shows:

One company had hardware and software products that were the biggest sellers in its particular market.  Then it decided to re-engineer – because someone got the idea that re-engineering was a good thing to do.  In the process, it cut its customer service department by half.  When the company completed its change effort six months later, it discovered it didn’t have any customers left.  It took both its eyes off the ball by cutting back on customer service and ignoring its business so that it could follow the newest business craze.  The company is now in Chapter 11.

How prevalent is change in the workplace? A recent study found that 42 percent of the North American companies surveyed engaged in eleven or more change initiatives in a five-year period.  In essence, the report describes a “change frenzy” that is creating cynical, demoralized employees and failing to produce meaningful improvements.7  The result is front-line workers who are over-stressed by all of the changes created by managers frantically searching for the next formula for success.  consider the following letter from an apologetic and enlightened management.

Dear Employees:


For the last decade, we have been trying to change our organization.  Because we are frightened for our economic future, we kept looking for – and finding – another program du jour.  We’ve dragged you through quality circles, excellence, total-quality management, self-directed work teams, re-engineering, and God knows what else.  Desperate to find some way to improve our profitability, we switched from change to change almost as fast as we could read about them in business magazines.


All of this bounding from one panacea to the next gave birth to rampant bandwagonism.  We forgot to consider each change carefully, implement it thoughtfully, and wait patiently for results.  Instead, we just kept on changing while you progressed from skepticism to cynicism to downright intransigence because you realized that all of these changes were just creating the illusion of movement toward some ill-defined goals.


Now we’ve got a lot of burned out workers and managers, tired of  the change-of-the-month club and unlikely to listen to our next idea, no matter how good it might be.  For our complicity in this dismal state of affairs, we are sincerely sorry.








The Management

MANAGING PEOPLE THROUGH CHANGE

Figure 8.2 shows a picture of poor but all-too-common responses to change at various organizational levels.

FIGURE 8.2 
ORGANIZATIONAL RESPONSE TO CHANGE




Top Management: Top leaders may underestimate the impact of change on lower levels of the organization.  They expect employees to “go along” when a change is announced and blame middle managers if people resist or complain.  They may be so insulated that they truly don’t know the results of their decisions and programs.

Middle Management: Managers in the middle feel pressure to implement organizational change, but often lack information and top leadership direction to be successful.  They feel squeezed between resistant or withdrawn subordinates and demanding but out-of-touch superiors. 

Front-Line Employees: Front-line people may feel threatened by changes announced by management and may respond with denial and resistance, leading eventually to anger and worry.  At this point, employees may shut down and be morale casualties.

Loss of control is one of the things people dislike most about change.  Out of a need for control, they will choose dysfunction over uncertainty.  Often, the only way to get people to say good-bye to the past is to convince them that the price of holding onto it is too high and that change is the only way to survive.

When organizations have the right goals in mind – they want to be customer-focused, quality-conscious, empowered, and profitable – and the reason for change is accounted for by market competition, customer demands, and other forces, the question of how to implement or manage change should be addressed. 

Six rules should guide leaders in all change efforts:
1. Have a good reason for making a change.  Consider each change carefully against the following criteria:  Will it support the organization’s mission, purpose, and goals; does it reflect the organization’s basic principles and core values?

2. Personalize change.  Let people know where you stand.  Why is the change important to you? How will you be affected if the change is successful or if it fails? Why is this change important to them? What do they stand to gain or lose?

3. Implement change thoughtfully. Follow four proven principles:  Involve the people who are affected by the change; go slow, giving people time to adjust; keep people informed through constant personal communication; be available.

4. Put a respected person in charge of coordinating change.  Select someone who is trusted by all.  Then tap the constructive power of the group through transition teams to plan, coordinate, and communicate change efforts.  Provide training in new knowledge, attitudes, and skills to support change.

5. Wait patiently for results.  It takes time for a seed to grow, and it takes time to realize benefits from change.  Change that is too rapid can be destructive.  Rush the process and reduce the results.

6. Acknowledge and reward people.  As change is made, take time to recognize people and show appreciation.  Acknowledge the struggles, sacrifices, and contributions people have made.  

Social psychologist Kurt Lewin identified a three-step process for managing people through change.  First, unfreeze the status quo.  Second, move to the desired change.  Third, refreeze conditions that become the new status quo.



· Unfreezing involves reducing or eliminating resistance to change.  As long as people drag their heels about a change, it will never be implemented effectively.   To accept change, people must first deal with and resolve feelings about letting go of the old.  Only after people have dealt successfully with endings are they ready to make transitions.

· Moving to the desired change usually involves considerable two-way communication, including group discussion.  Lewin advised that the person managing change should make suggestions and encourage discussion.  The best way to overcome resistance to change is to involve people in the changes that will affect them.

· Refreezing the status quo involves such factors as pointing out the successes of the change and looking for ways to reward the people involved in implementing the change.  This shows appreciation for their efforts and increases their willingness to participate in future change efforts.

MYTHS AND REALITIES IN DEALING WITH CHANGE

Historians have identified ages or periods of history – the Dark Ages, the Renaissance, the Age of Reason, etc.  An argument can be made that the current period is the Age of Change; and, further, the rate of change keeps picking up speed.

Figure 8.3 show the broad changes that are occurring in U.S. society today.  These are drivers or themes that can result in significant pressure, conflict, and frustration.  To personalize the subject, put a check mark next to those changes that impact your own level of stress.

__________________________________________________________________

Figure 8.3
CHANGES IN TODAY’S WORLD

· WE ARE LIVING IN AN INFORMATION AGE

___  People are daily bombarded by information from a myriad of sources.

___  More available information poses more choices.

· TECHNOLOGY IS BECOMING A MAJOR INFLUENCE AT WORK AND AT HOME.

___  All forms of work are affected by computerized systems.

___  New technology puts a premium on technical knowledge.

· THE PACE OF TECHNOLOGICAL AND SOCIAL CHANGE IS RAPID AND ACCELERATING.

___  We expect things to change; some like it, but some resist.

       ___ It’s often easier to throw away objects and relationships than to repair them.

· A DOMINANT TREND IS GREATER DIVERSITY IN THE WORKPLACE.

___  Increasing numbers of women in the work force means systemic changes in family life.

___  Issues like human dignity, mutual respect, and inclusion are important social concerns.

· THERE IS A GREATER VARIETY OF LIVIING ARRANGEMENTS.

___  More people are living in non-traditional families.

___  Young people are increasingly exposed to crime and violence.

· THERE IS GROWTH IN CULTURAL AND ETHNIC DIVERSITY.

___  Minority groups are affirming themselves as well as their rights to mainstream entitlements.

___  Differing beliefs makes it more difficult to know how to live.

· THERE IS GLOBALIZATION OF WORLD ECONOMIES.

___ International competition in goods and services impacts the workplace and marketplace.

___  Globalization brings opportunities to exchange ideas and customs.

· THERE IS GREATER RELIANCE ON SELF-HELP THAN ON INSTITUTIONAL  HELP.

___  There is a trend toward empowering individuals.

___  There is greater need for continued lifelong learning.

______________________________________________________________________________
There are certain myths and realities in dealing with change.  The first myth is that change will go away, when the reality is change is here to stay.  If you have lived long enough, you have witnessed first-hand the truth of this statement as you have seen your own body change, family change, work change, and even your mind change.

The second myth is that I can just keep on doing things the way I have been, when the reality is if your world is changing – home, work, and society – then you may have to change as well.  Sometimes, in order to protect family, health, and other high-priority values, people are required to change.

THE IMPORTANCE OF ATTITUDE
What a person does when change occurs depends upon his or her attitude.  In areas of life, attitude affects our happiness, effectiveness, and general well-being.  Attitude can make or break your career, your relationships, and even your health.  We have all known someone with an attitude problem.

The power of attitude to change people’s lives is reflected in the statement, “If you change your attitude, your attitude will change you.”  Figure 8.4 shows an attitude curve in response to change.

Figure 8.4
ATTITUDE CURVE IN RESPONSE TO CHANGE


Current Conditions

Satisfaction with the 

way things are.

The following is a description of each phase of the attitude curve:

Current Conditions.  Conditions are the way one likes them.  There is a feeling of satisfaction and well-being.  Events appear stable and manageable.

Change Occurs.  Caused by self or caused by others, something changes.  On the job, in the home, or in society at large, change occurs that impacts the person.

Denial.  Unpleasant facts and circumstances are mentally and emotionally denied.  Avoidance behavior is shown and silence is evident as people don’t want to face the reality of change.  People don’t want to know about, talk about, or otherwise deal with change in their lives.

Resistance.  The fact is accepted that a change has occurred, but resistance develops as personal needs are threatened.  Resistance is intensified if change is seen as unnecessary or if people don’t like the way it is introduced.  During resistance, forces are garnered to combat change.   Energy is dissipated and people have difficulty concentrating, as they complain about conditions and mourn for the past.  

Attitude Trough.  Negative emotions are experienced, including resentment, anger, and worry as well as fear and guilt.  Joy and enthusiasm are missing.  There is loss of vitality and a feeling of resignation.  Physical and emotional signs of stress are common.  Some people live their lives in this attitude trough.

Exploration.  When conditions are intolerable, exploration begins.  The individual goes from a closed and defensive state to a condition of awareness.  Alternative ways of thinking, feeling, and behaving are considered.  There is new interest and a sense of hope for the future.

Responsibility.  Personal responsibility is accepted to improve conditions.  Decisions are made and acted upon.  Energy builds as the individual takes control of his or her own life.  There is coordinated effort and a feeling of enthusiasm.  Creativity characterizes behavior.

Commitment.  The highest level of the attitude curve is achieved.  It is characterized by a sense of purpose, emotional strength, and personal mastery.  There is an overall feeling of satisfaction and well-being.  You see high performance and personal pride.

Figure 8.5 shows effective responses in dealing with change.  Denial, resistance, and negative attitudes are avoided in favor of proceeding directly to states of exploration, personal responsibility, and commitment.  This is most likely to happen when people believe the change is the right thing to do, they have had influence on the nature and process of change, they respect the person who is championing the change, they expect the change will result in personal gain, and they believe this is the right time for change. 

Figure 8.5  Effective Responses in Dealing with Change
SIX RULES SHOULD GUIDE LEADERS IN ALL CHANGE EFFORTS

RULE ONE:
Have A Good Reason For Making A Change

Consider each change carefully against the following criteria:

· Will it support the organization’s 




mission, purpose and goals?

· Does it reflect the organization’s basic 



principles and core values?

RULE TWO:

PERSONALIZE CHANGE
Let people know where you stand.

· How will you be affected if the change is 


successful or if it fails?

· Why is the change important to them?

· What do they stand to gain or lose?

RULE THREE:

IMPLEMENT CHANGE THOUGHTFULLY
Follow four proven principles:

· Involve the people who are affected by the change;

· Go slow, giving people time to adjust;

· Keep people informed through constant 


personal communication;

· Be available.

RULE FOUR:

PUT A RESPECTED PERSON IN CHARGE OF COORDINATING CHANGE

Select someone who is trusted by all.

· Then tap the constructive power of the 


group through transition teams to plan, 


coordinate, and communicate change 



efforts.

· Provide training in new knowledge, 



attitudes, and skills to support change.

RULE FIVE:
WAIT PATIENTLY FOR RESULTS

It takes time for a seed to grow, and it takes time to realize benefits from change.

· Change that is too rapid can be 




destructive.

· Rush the process and reduce the results.

RULE SIX:

ACKNOWLEDGE AND REWARD PEOPLE

· As change is made, take time to recognize 


people and show appreciation.

· Acknowledge the struggles, sacrifices and 


contributions people have made.

ATTITUDE

“The longer I live, the more I realize the impact of attitude on life.  Attitude, to me, is more important than facts.  It is more important than past, than education, than money, than circumstances, than failures, than successes, than what other people think or say or do.  It is more important than appearance, giftedness or skill.  It will make or break a company . . . a church . . . a home.  The remarkable thing is we have a choice everyday regarding the attitude we will embrace for that day.  We cannot change our past . . . we cannot change the fact that people will act in a certain way.  We cannot change the inevitable.  The only thing we can do is play on the one string we have, and that is our attitude . . . I am convinced that life is 10% what happens to you, and 90% how you react to it.  And so it is with you . . . we are in charge of our attitudes.”

START WITH YOURSELF

The following words were written on the tomb of an Anglican Bishop (1100 AD) in the Crypts of Westminster Abbey:

When I was young and free and my imagination had no limits, I dreamed of changing the world.  As I grew older and wiser, I discovered the world would not change, so I shortened my sights somewhat and decided to change only my country.

But it, too, seemed immovable.

As I grew into my twilight years, in one last desperate attempt, I settled for changing only my family, those closest to me, but alas, they would have none of it.

And now as I lie on my deathbed, I suddenly realize:  If I had only changed myself first, then by example, I would have changed my family.

From their inspiration and encouragement, I would then have been able to better my country and, who knows, I may have even changed the world.

THE EIGHT-STAGE PROCESS OF CREATING MAJOR CHANGE

1.
ESTABLISHING A SENSE OF URGENCY

· Examining the market and competitive realities
· Identifying and discussing crises, potential crises, or major opportunities
2.
CREATING THE GUIDING COALITION

· Putting together a group with enough power to lead the change
· Getting the group to work together like a team
3.
DEVELOPING A VISION AND STRATEGY

· Creating a vision to help direct the change effort

· Developing strategies for achieving that vision
4.
COMMUNICATING THE CHANGE VISION

· Using every vehicle possible to constantly communicate the new vision and strategies

· Having the guiding coalition role model the behavior expected of employees

5.
EMPOWERING BROAD-BASED ACTION

· Getting rid of obstacles

· Changing systems or structures that undermine the change vision

· Encouraging risk taking and nontraditional ideas, activities, and actions

6.
GENERATING SHORT-TERM WINS

· Planning for visible improvements in performance or “wins”

· Creating those wins

· Visibly recognizing and rewarding people who made the wins possible

7.  
CONSOLIDATING GAINS AND PRODUCING MORE CHANGE

· Using increased credibility to change all systems, structures, and policies that don’t fit together and don’t fit the transformation vision

· Hiring, promoting, and developing people who can implement the change vision 

· Reinvigorating the process with new projects, themes, and change agents


8.  
ANCHORING NEW APPROACHES IN THE CULTURE

· Creating better performance through customer- and productivity-oriented behavior, more and better leadership, and more effective management

· Articulating the connections between new behaviors and organizational success

· Developing means to ensure leadership development and succession

STRESS MANAGEMENT BINGO
Find someone who participates in these activities regularly as a means of stress management.  Ask them to sign their name in the appropriate box.  Try to find a different person for each activity Fill in the center square with your favorite relaxation activity.
	keeps a journal or dairy

	rides a bike or drives a car


	uses a hot tub, steamroom or sauna
	volunteers time to help others
	keeps life in perspective and doesn’t over worry



	cares for animals as pets


	runs, jogs or takes long walks


	works in the garden or yard for pleasure
	gets enough sleep; takes naps to relax
	has a purpose in life and goals to achieve


	walks on the beach, in the woods or through a park


	eats natural, healthy foods
	your favorite relaxation technique


	practices time management principals and techniques


	does deep breathing exercises



	sings, plays or listens to music


	participates regularly in an aerobic activity
	participates in arts, crafts or manual hobby
	goes hiking, camping or fishing
	accentuates the positive and counts personal blessings

 

	practices meditation or scientific relaxation
	gets and/or gives massages


	reads a lot for pleasure
	attends theater, concerts and shows
	has a hearty laugh daily
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Front-Line Employees





Change Occurs





Denial


Unpleasant facts are ignored or dismissed in favor of more satisfying thoughts.





Resistance


Security and other needs are threatened so overt defenses are employed.





Attitude Trough


Negative emotions include resentment, anger, and worry.  Some people live in this attitude trough.





Exploration


There is recognition that something must be done.





Responsibility


Responsibility is accepted, decisions are made, and actions are taken to improve conditions.





Commitment


Dedication continues until a new change occurs.
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