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Abstract The intent of this study is to argue for the case that practicing Buddhist concepts in the workplace could help employers to manage work related stress of their workers. Stress is one of the mostly discussed topics in now a day’s and becoming more and more important, because it has been an unavoidable aspect of human life. The purpose of this research is to introduce some relevant Buddhist concepts as stress reduction tools for Sri Lankan work force, to help them to cope with or reduce stress by disciplining their minds with positive feelings of compassion, tolerance, equanimity, contentment and helpfulness. Such a trained mind cannot easily be overcome by negative emotions and feelings such as anger, jealousy, hatred, and even guilt, and psychological challenges such as low self –esteem, depression, mental insecurity and frustration. This is qualitative research. The primary data are collected through interviews and observations .Secondary data are collected through company performance appraisals etc Data have being presented and analyze , the effect on the performance of the employees and other stress related issues of the company under present stress management



practices as well as day to day



management practices related to employees. The researcher will use number of Buddhist doctrines such as mettha sutta, Nathakarana sutta (Angutara Nikaya), Singalovada sutta, and Buddhist practices such as five precepts and meditation. The research conducted in “X” Ltd (the leading Jewellery company) and main objective is identify and analyze the current stress management practices of this company. The case organization is normally running there business and management practices according to Buddha’s’ teachings. Though there is management practices relating to Buddhist philosophy exist but due to problems in management and employees individual perception, personality matters, problems in culture do not provide the maximum contribution to the improvement of the performance and efficiency. Key words: Stress management, stressors, Buddhist doctrines, Sutta, five precepts, meditation
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1.1



Introduction



This chapter is an introduction to the study where it basically reviews its methodology, the background of the study, significance, and objectives of the study, research methodology, and finally the limitations of the study.



1.2



Background of the study



Stress is one of the mostly discussed topics in now a day’s and becoming more and more important, because it has been an unavoidable aspect of human life. Now, more than ever, stress in the workplace is becoming a greater concern to employers.



Work related stress is a complex issue which has many suitable variations as there are more and more people affected by it. The human resource management specialists defined stress as a state which is accompanied by physical, psychological or social complaints or dysfunction which results the individual feeling unable to bridge the gap with requirements or expectations placed on them.



With the globalization, high technological advancements, and speed journey to the development, more and more people of the world suffering from stress. Over the past several decades, there has been a growing belief in all sectors of employment that the experience of stress at work as undesirable consequences for the health and safety of individuals and for the development of their organizations.
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Today scientists, top managements and psychologists trying to find various types of programs, systems, coping procedures to overcome stress related problems. Of course there are many stress reduction programs currently available or implemented within and outside the workplace all over the world.



Most of these programs emphasize involvement of workers in various activities, from which they learn how to develop positive feelings towards themselves and others, in order to cope with workplace stress. These are helpful programs and would contribute greatly to stress reduction in individual and organizations.



Although many different applications are currently available, it is found that the Buddhist philosophy plays a major role in business management in either eastern or in western countries. The Buddhist philosophy is very rich with discipline of mental and physical training aimed at the cultivation of the happiness, contentment, and stress free feelings, compassion, kindness and helpfulness.



Stress is not a disease, but it can lead to reduced ability to perform at work and have an impact on person’s health and wellbeing. The experience of job stress is known to cause health problems, accidents on the job, reduced job satisfaction, and reduced ability and motivation to perform on the job. In this study, will examine the effects of several work role stressors (that is role ambiguity, role conflict, role overload and work family conflict) on emotional exhaustion and job satisfaction and intentions to leave.
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The purpose of this research is to introduce some relevant Buddhist concepts for managers and employees as stress reduction tools for Sri Lankan work force, in order to help them to cope up with or reduce stress by disciplining their minds with positive feelings of compassion, tolerance, equanimity, contentment and helpfulness. Such a trained mind cannot easily be overcome by negative emotions and feelings such as anger, jealousy, hatred, and even guilt, and psychological challenges such as low self–esteem, depression, mental insecurity and frustration.



As in the western approaches, rearranging external circumstantial factors, either by eliminating stressful ones or adding stress inhibiting ones, is definitely a rational strategy that stressed individuals should adopt, this by it self is often not sufficient. This needs to be complemented by the training of mind, change their living pattern, which would dispose one to face life’s challenges.



The term stress can be broken in to two stages depending on the level of stress existing in a person. The first level is called eustress which is the essential level of a human being to keep him active and healthy so that a person cannot live without it. The second level is called distress which gives bad effect either physically or mentally or in both ways depending on the depth of distress in a person. In this study the writer is going to deal with the distress which can use the common word “the stress. The limit of stress and its effects differs from person to person. .
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Stress affects employees at all levels and types of jobs. So far a large number of researches have been done on stress management all over the world and there are lots of literatures freely available on this subject. But in the writer’s point of view the opinion that if some one to achieve good results in developing stress management system in a particular country he/she should mainly consider about the cultural behavior of the relevant people, the religious background , education and their living condition etc.



The intent of this study is not trying to criticize the western and other stress management practices and approaches available in the world, but to introduce few Buddhists concepts for managers and workers in order to reduce their stress level. The research traces the possibility of applying Buddhist approach for managing work related stress.



In this study the selected sample of employees, employers, are Sri Lankans and their cultural behavior and the living conditions and other common factors (Personal) are much different from European countries. As this country’s religious background is very strong the writer is in the strong opinion that this advantage can be utilized in designing and developing a system of stress management system.



As the majority of people in this country are Buddhists and it is useful of introducing the Lord Buddha’s teachings in finding solution in managing stress of people in an organization. This study, will attempt to find a way of developing a system of stress management considering Lord Buddha’s teachings.
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Buddhist philosophy is rich with teachings of mental training aimed at the cultivation of happiness, compassion, contentment and helpfulness. Buddhist philosophy is an unbound subject and for the purpose of this study the writer selected only few certain sutta, five precepts (sila), and meditation specially focused on mindfulness and loving kindness as stress management techniques.



1.3



Significance of the Study



The stress has to be managed by the managers in organizations in order to advocate the personnel productivity as well as the organizational productivity aligned with organizational goals and objectives. As a figurehead to promote the cost advantage it is obstinate that it requires the multiple reductions of the costs having healthier and productive workforce.



Therefore the impact and the consequences of the stress has to be managed in the organizational context while improving the safety, employee work satisfaction, as well as overall employee quality of health and work/life balance.



Stress in the work place is also too costly to employers, as reflected in lower productivity, reduced motivation, and increased errors and accidents. High stress is related to increase in turnover intentions and counterproductive behavior, such as theft and drug and alcohol abuse. Job stress contributes to spiraling health care costs.
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Using Buddhist concepts will reduce the management cost of stress. When implementing the Buddhist approach will be either low cost or no cost. This study will help to identify negative effect of work related stress and understand the way of coping to such stress through Buddhist approach. This will be helpful for the success of developing new concept which suits to Sri Lankan context rather than using western approaches as stress reduction tools.



1.3.1



Significance of using Buddhist philosophy for Business



Management Research. • Buddhist concepts for corporate management With the growing complexities of business especially industrial business, the use of Buddhist concepts has become popular during the last few years. However, they have been used mainly as stress relieving techniques for executives subjected to the tensions of achieving targets. Management of a medium scale industrial business requires organization,



quality



control,



production,



purchasing,



marketing,



fund



flow,



administration, etc. Each of these operations requires clear thinking, planning, coordination, and execution, cost accounting, and profitability projections. There are presently several colleges which teach this type of management. The nature of the societies produced by advanced industrialization has been characterized by heavy alcohol, drug and cigarette consumption; pandemic divorces and broken families; economic recession and job insecurities; and strong feelings of competition and frustration leading to heart attacks, suicide and so on. People, who become managers,
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executives, employees, come from this fragmented society. Business schools teach them to work for more profits and higher salaries, and the stress involved leads to greater consumption of drugs and alcohol, and various health problems such as hyper-tension. The level of equanimity in such societies deteriorates. The business owners, executives and managers develop feelings of pride, prejudice, jealousy and arrogance and experience their concomitants: depression, anxiety, stress and other harmful effects. Buddha’s teachings improve the lives of executives and business managers by transforming their attitudes. Prejudice is replaced by compassion; jealousy changes in to joy at the success of others; greed and arrogance are replaced by generosity and humility, and so on. This transformation of attitude results in stress reduction, and mental equanimity and balance. It is a creative force capable of inducing a dynamic work approach in subordinate staff. The positive change is brought about by a change in the attitude and actions of the executive-to polite and compassionate behaviour, gentle speech, and a mind full of love and friendliness. This positive change in consciousness is the aim of genuine meditation practice, and it forms a new and advanced basis for business and industrial management. Business management is presently judged by profits or "money-making" ability. Managers are evaluated by their ability to make more money by increasing product turnover, developing new technologies with better payoffs, or decreasing costs through new inventions.
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In return, they want higher salaries and more requisites. Although there is nothing inherently wrong with generating profits and an increase in incomes, the real aim of an economic venture is to create a wealth which combines money with health and happiness. Buddha’s teachings make a significant contribution towards improving the mental health and happiness of individuals-vital components of wealth. • Buddhist approach for Human Resource Development Many companies currently have human resource development departments, popularly known as HRD. One of the parameters in this process is the development of mutual respect, which naturally improves interpersonal relations. Buddhist concepts will also help to achieve this, enabling people to overcome the hostility towards fellow human beings- colleagues, subordinates, superiors, government officers and others. This hostility manifests as anger, arrogance, jealousy, vengeance, selfishness, greed, prejudice and ill will. The practice of Right Livelihood is an important aspect of Buddhist philosophy. It can become the foundation for business management practice. Wealth produced by a group consciousness of this nature not only produces money, but also the mental health and happiness resulting from a stress-free mind.
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1.4



Problem Statement



Work and occupational stress have long been concerns for employees and human resource managers as they cause many negative outcomes. Most of the previous studies on work stress were conducted in western countries, while limited research has addressed this important topic in the Asian context.



It is worth noting that current theoretical understanding on the nature, antecedents and consequences of work stress is based largely on studies conducted in western countries. Cultural factors may affect an individual’s perception and experience of work stress as well as his or her response to it. Given such cultural differences the findings on work stress obtained from studies in one country may not be readily generalized to another country .In the current literature, however, not much research has been conducted in Asian context as very few researchers find out the relationship between the Lord Buddha’s noble teaching and contemporary management style. To fill the above knowledge gap, in this study will examine the possibility of using Buddhist concepts for managing work related stress.



Findings of this study could also form further research questions for further investigation, in future, on contemporary management’s styles and usage of religious concepts and teachings. Based on the research issue, the findings of past researchers and through a literature review, the following research question is formulated: “Do the Buddhist concepts and approaches could be utilized, when managing work related stress?”
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1.5



Objectives of the study



The main objectives of this research are: •



To identify the causes and effects of stress in the research context



•



To evaluate the Buddhist concepts used by management of research context



•



To examine the possibility of using Buddhist concepts in managing work place stress.



•



1.6



To generalize the Buddhist approaches for all human beings to mange their stress.



Research Methodology



Stress research, in general, uses many types of methodologies. Normally physiological or psycho-physiological research usually performed in laboratory settings, in order to manipulate stressor settings and to study responses, though physiological responses in natural settings are also used. In the latter type of studies, questionnaires are often used to standardize the collection of experience of real life events. Psycho – physiological research is most often used to gain insight into the casual mechanisms, in order to reach a cause-effect explanatory model.



This study considers the general literature on work related stress, particularly regarding preventive approaches rather using corrective approaches. Therefore this study used qualitative research work with the case studies approach, analyzing the effect of using Buddhists concepts for managing work related stress.
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1.6.1



Data Sources and collection.



In-depth interviews, observations will be used for collecting data. This study under these circumstances will help to identify negative effects of stress. The researcher has used primary and secondary data for this research. The primary data will be collected from interviews and questioners and observations. The secondary data will be collected from other scholars who are doing there studies related to stress management and Buddhism.



1.6.2. Analysis of data This would be a qualitative study. It will be comparatively analyzed of its data for analysis purpose, the following areas are concern: •



Nature of stress in the company



•



Causes and effects of stress factors



•



Applicability of selected Buddhist concepts for stress management



•



Relationship between coping ability of stress by workers and usage of Buddhist concepts



1.7 Limitations of the study •



Observations and data collection done within 6 months.



•



Obtaining strong understanding about the study, the research period seems to be not enough



•



Focused only on the Buddhists philosophy and stress management, but other religious theories could have been used.
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1.8 Organization of the study Chapter 1 deals with the introduction part of the research which explains background of the study, problem statement, objectives of the study, research methodology, significance of the study and limitation of the study.



Chapter 2 considers the literature review on the stress management practices and related Buddhists concepts. It deals with introduction to work related stress of organizations, reasons for stress, stressors, effects of stress, models of stress and using Buddhists philosophy as stress management tool, etc.



Chapter 3 deals with the design of the research. This will consists with the justification of the case study method, data collection process and the data analysis process.



Chapter 4 deals with company profile of the selected organization. It considers evolution of an organization, structure of an organization, effectiveness of Human Recourse practices, Nature of employments of the company etc.



Chapter 5 examines the data presentation and analysis part of the study. Under this chapter, it will examine effectiveness of company’s stress management practices and usage of Buddhist concepts.
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Chapter 6 deals with generalizing the research findings .Under this chapter; it will examine how these Buddhist concepts are common for everybody. Therefore in this chapter it will talk some general life examples from various professionals and individuals and also this chapter gives conclusion for the study. .
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2.1 Introduction The objective of this chapter is to present the theoretical framework relating to the study. Here the researcher presents meaning of stress, effects of stress, importance of managing stress of workers, and how Buddhism and Lord Buddha’s teachings could be used by managers as stress reduction tool, finally discussed number of Buddhist concepts and teachings that can be used by managers for the wellbeing of their employees as well as the organization.



There are little existing researches on using Buddhist concepts as stress reduction method for employees, but there are number of researches on the subject of stress. Most of researchers talk only about meditation as a tool that can be taken from the Buddhism. But in this study researcher found many Buddhist concepts and teachings can be used by managers and workers in their everyday life and practicing these theories correctly, it will cause stress free space for present and future.



2.2 Definitions and introduction to Work related stress Over the last two decades a huge body of literature on work and occupational stress has accumulated. Across a range of organizational contexts, researches have consistently shown that experienced stress has deleterious effects on employees’ mental physical health, as well as organizational outcomes such as job performance and employee turnover (Yue, 2005).
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The Health and Safety Executive (HSE) defines stress as the 'adverse reaction people have to excessive pressure or other types of demands placed on them'. Occupational stress, or workplace stress in this context, refers to stress experienced as a direct result of a person's occupation (Wong, 2005).



Job stress can lead to poor health and even injury. Long-term exposure to job stress has been linked to an increased risk of musculoskeletal disorders and depression as well as syndromes such as burnout, and may contribute to a range of other debilitating diseases. Stressful working conditions also may interfere with an employee’s ability to work safely, contributing to work injuries and illnesses. At the work unit level, work overload, poor supervision, and inadequate training were the top ranking stressors.



There is an extensive literature on preventing job stress and promoting healthy workplaces. Clearly in so far as exposure to job related stressors can trigger mental health problems, studies investigating employer action to redesign work environments in ways that are intended to reduce the incidence of mental health problems in the workforce is of interest to this review. Work stress researchers appear to agree that job stress is a serious problem in many organizations globally (Cooper and Cartwrite, 1994).
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On the simplest definitions on stress developed by Ivencevich and Mattorson (as cited in Murphy, 1995), is “Stress is interaction of the individual with the environment”. However later they have come out with a more working definition where the stress is defined as “an adaptive response, mediated by individual differences and / or psychological processes, that is a consequences of any external (environmental) action, or event that places excessive psychological and /or physical demands upon a person”(Ivencevich and Mattorson, 1993). Stress is not necessarily negative and some stress keeps people motivated and alert. However, too much stress can trigger problems with mental and physical health, particularly over a prolonged period of time.



2.5 Why mangers should mange stress? It is the responsibility and the role of the manger to be change agent in handling the stress in the organizational frame work to establish the balance required for the demanding environment with the superiors, peers and subordinates. The change has to properly manage by the manger by understanding factors that leads to stress in the work place. However important aspect is “stress and its consequences can be managed” (Murphy, 1995).Generally purpose of all works, research, experiments, and observation on stress is to systematically understand the phenomena and attempting to manage it.



Concern over the mounting research evidence linking work stress to negative individual and organizational outcomes has prompted an interest in identifying and developing strategic prevent, control and mange stress and its consequences( Murphy, 1995).



21



Effective management is the key to the establishment and growth of the business. The key to successful management is to examine the marketplace environment and create employment and profit opportunities that provide the potential growth and financial viability of the business.



Stress management interventions have embedded in them a range of practices that offer opportunities for individual development an employee wellbeing (Dewe, and O’Driscoll, 2002).But actually mangers don’t understand the importance of managing stress of employees. Dewe, and O’Driscoll,(2002) said one reason for this may be that little attempt has been made to find out what mangers understand by stress and the extent to which they think that their organization has a responsibility to address problem of stress.



Manage stress is an integral part of a manger that occurs to him self and to mange the organizational stress. Therefore the organizational change management of coping and managing stress has to be initiated with ones self by the manger. Learning to manage stress is life long process that not only leads success in the modern day manger’s carrier but his betterment of health and lifestyle in harmony with the changing environment.
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According to the report on stress management of Markle, (2000) following results are identified as economic cost and legal liabilities of stress. Due to four major reasons manager must understood the causes and consequences of stress. 1. Quality of work life perspective- everyone like safe, comfortable, conductive, working environment 2. Moral- Managers always to keep people moral high 3. Economic costs of stress- Stress related illness cost would be many billions 4. Legal liability – Employees can sue for there employers for compensation for stress related problems.



The strategies that are been developed and proven may not universally applicable to all the individuals but combinations of techniques and approaches may successful in reducing and controlling stress (Markle, 2000). Managers must select suitable approaches to suit employees’ culture, living pattern and their personality. The later part of this review will talk how Buddhist teachings could be used to prevent from these issues. Buddhism talks much about stress management techniques .Mangers can be utilized these concepts in long run as well as in short run for reducing stress of employees.



One of the few studies exploring the impact of Buddhist philosophy in stress management (Mirrisse Dhammika, 2001) indicated that these external controls are also helpful in stress management but, as he described in his study these approaches are not enough and could be complemented by "internal control”.
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In his research Mirrisse Dhammika, (2001) describes another dimension to stress reduction programs, which is Buddhist mind training and cultivation through meditation and other Buddhist concepts. According to : (Davidson , Kabat-Zinn , 2003) managers create stress by, exhibiting inconsistent behavior, failing to provide support, showing lack of concern, providing inadequate direction, creating a high productive environment, focusing on negative s while ignoring good performance.



2.4 How Buddhist philosophy could be treated as a stress reduction method Normally end of the stress related research reports that there are number of stress reduction techniques. Buddhist meditation plays major role in this manner. (Mirrisse Dhammika, 2001; Brahmavanso, 2003) notes that Buddhist philosophy is rich with teachings of mental training aimed at the cultivation of happiness, compassion, contentment and helpfulness. Hovanesian, (2003), study found that in a time when stressrelated ailments cost companies about $200 billion a year in increased absenteeism, tardiness, and the loss of talented workers. According to Hovanesian, (2003), During the past decade, a growing number of companies and organizations have discovered the advantages of offering their staff a chance to learn about meditation, yoga, and other contemplative practices. In a 2004 study, we found that 135 companies and organizations offer such benefits. Undoubtedly, there are many more.



Hovanesian (2003:29)
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Research from Mirrisse Dhammika, (2001) also suggests that the traditional forms of Buddhist meditation, such as sati/ Yonisomanasikara (mindfulness) and metta (loving kindness), are designed to train the mind to meet the world with a positive disposition. One of the best techniques to control the stress is to meditate and to focus the thoughts. Meditation activates a relaxation responds by redirecting ones thoughts away from one. By practicing meditation over long period of time it has observed that the stress levels are been reduced and ones hardiness or ability to cope with a stressful situations has improved significantly (Mirrisse Dhammika, 2001).When applying Buddhist practices in the field of stress management need to identify the individual personality behaviors. Type A and Type B personality patterns is one of the techniques used to differentiate personality of an individual (Mirrisse Dhammika, 2001). The prevention and management of work place stress require organizational level interventions, because it is the organization that creates the stress. The positive intervention by the manager requires at the first hand to manage the stress at the work place. According to (Mirrisse Dhammika, 2001)the emphasis on the organization rather than the individual , being the problem well illustrated by the principles used



by



Singalovada sutta, where there is an excellent record of creating health and safe working environment . The success in managing and preventing stress will depend on the culture in the organization. Stress should be seen as helpful information to action, not as weakness in individuals. A culture of openness and understanding, rather than of blame and criticism, is essential.
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Building this type of culture requires active leadership and role models from the top of the organization. The development and implementation of stress policy throughout the organization and system to identify problems early and to review and improve the strategies developed to address them.



2.4.1 Practicing behavioral teachings of Buddha According to Robertson (p106) people are living in an age of stress and strain, conflict and confusion, where moral and spiritual values have reached their lowest ebb. Buddhism analyses this problem of stress purely from the psychological perspective and finds the causes as well. Buddhist teachings help human beings to understand the internal causes of stress, such as an undisciplined mind, or negative behaviors (Mirrisse Dhammika, 2001).



The Buddha has given five causes for stress which are germane to modern society even after a lapse of two thousand five hundred years. They are known as hindrances or obstacles to mental culture and peace of mind are responsible for producing conditions of stress and strain. These are listed by Robertson (p107) as follows, 1. Ill-will or hatred, resentment and animosity 2. Addiction to sense pleasures 3. Sloth and Torpor, Boredom 4. Restlessness and worry 5. Doubts and Skepticism
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Generally mangers used several approaches which are designed in western countries for their employees. But the usefulness and applicability of these approaches in local is questionable. There is no doubt that each level of intervention has embedded in it arrange or practices that offer opportunities for individual development and employee wellbeing, though there is a strongly held belief that many interventions fall short, because they offer only a partial solution or fail to recognize the wider contextual- structural issues within which organizational behaviour takes place (Mirrisse Dhammika, 2001).



Robertson (p108) explains clearly the universe is one big jigsaw puzzle and each business organization and individual has a unique slot in it. The goals of an organization and its departments may keep changing with time. It is the responsibility of the leader to ensure that employees identify with the renewed focus with commitment.



Each person should be fitted into the right slot in relation to the organizational plan while fulfilling his own role in harmony .People are born with talents and skills which need to be discovered, honed and put to use for achieving the purpose they are born for. Irrespective of individual skills and talents, people are often forced into work areas they have little or no interest in.



De-motivated individuals may forfeit peace, harmony, growth and health, while employers may fail to justify their very presence in the organization. Every organization should realize that intent and natural talent are assets more important than specialization or technical qualification on its own.
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Some companies and organizations are taking the idea of meditation in the workplace one step further and are experimenting with the creation of a different kind of workplace, one that is based upon values such as reflection, awareness, and compassion. At these workplaces, the use of contemplative practices goes beyond stress reduction, and is integrated into many levels of the daily work, including meetings, decision making, strategic planning, team communication, and the work itself.



Research (Davidson RJ, Kabat-Zinn J, 2003) give good examples of this kind of workplace are often found in religious or faith-based settings. At organizations like the Buddhist Peace Fellowship, Contemplative Outreach, Ltd, and Parallax Press (publishers of Buddhist books), employees share in meditation and contemplative prayer time during the work day, and often use the insights from these practices to frame their interactions.



One reason why many interventions fall short may be because little attempt has been made to find out what managers understand by stress and the extent to which they think that their organization has responsibility to address stress- related problems. (Mirrisse Dhammika, 2001).



It is important that every manger should concern about employee stress and must need to reduce it. Robertson,(p111) describes that the Buddha explained not only the cause of stress and strain over two thousand five hundred years ago but also enunciated ethical principles to overcome these hindrances by the practices of mental culture which is
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loosely known as meditation. Without individual society does not exist. Hence the individual must be conscious of the duties that he has to perform for the smooth functioning of social relation. Gnanarama,( p:59) explains clearly that Lord Buddha divided the society in six segments and the one segment named as employee/ employer unit .Under the doctrine Singalovada sutta, there are several duties and responsibilities of employer or managers as well as employees. Employers towards employees (They should treat them properly by) 1. Assigning them work according to their strength. 2. Supplying them with food and wages 3. Tending them in sickness 4. Sharing special treats with them 5. Granting leave from time to time Employee towards employers (They should discharge their duties to there employers by) 1. Rising before them 2. Lying down to rest after them 3. Being content with what is given 4. Doing their job well 5.



Caring about their good name



Stress management is one of most challenging aspect in contemporary management science. Robertson, (p106) describes that managing stress is receiving great attention in
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Buddhism. Yun, (2001) explained about usage of Singalovada sutta to managing stress of employees, he argued that a leader or manager needs to know how to develop, cultivate, and nurture a competent staff. The manger should be able to recruit, train and empower talented employees. Common mistake committed by a superior is criticizing a subordinate without offering any guidance Yun, (2001).



Most organizations today talk of team work but assess people only on individual efforts. People tend to give priority to what they are assessed for. Any assessment must look into various areas which include integrity, information sharing, and concern for organization, customer satisfaction, job knowledge, competence, attitude, time management. Assessments should take into consideration opinions of peers, subordinates, and the customers.



The marks or grades given by each one of them should be multiplied by their respective credibility indices. Credibility index shall be in proportion with the total marks achieved by the assessor himself. A good way of motivating people to work for the organization and not merely for themselves is to equitably distribute a good percentage of profits (say 10 per cent) as a bonus to employees. In organizations where benefits are meant only for the top few, all others become outsiders. They fail to feel like members and hence lose their sense of belonging. They work with their eventual exit in mind and pull back from giving their best. In the Asian context we can see the parental –child relationship on every ware, so the practicing these theories are not that much difficult (Gnanrama, 2000).
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According to Sirikara (2002), the Angutara Nikaya- Nathakarana sutta, gives ten (10) practices for person to live without stress or strain. This can be utilized by managers and develop employee moral and mental health. Those practices are mentioned below: 1. To be virtuous To be virtuous means to have good control over one’s physical and verbal behavior. One who is virtuous refrains from killing other beings, stealing, and sexual misconduct, lying, tale-bearing, and using senseless and harsh words 2. To be well informed To be well-informed means to be knowledgeable about everything. This will help a person to lead a life free of all harm and problems 3. To have good, faithful friends Friendship is an important feature of the social fabric. Etta or loving-kindness is the foundation of friendship. The Buddha pointed out that association with noble friends is beneficial to one both in this world. 4. To be an obedient person An obedient person is one who listens to, and then acts according to; the good advice given by one’s elders and teachers .Advice given by an elder ensures one’s protection in this world. 5. To be clever One has to be clever and skilled in what one does. To be clever in education, or their work, job, stands one in good stead. Such a person does not need the support or protection of another, and furthermore is able to lead a happy and prosperous life.
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6. Not to be lazy (To be active) Laziness leads to one’s downfall both in this world and the next. The Buddha always advised his followers to be active and hard-working 7. To be interested in Dhamma By Dhamma, is meant morality. One’s desire for morality is seen as a quality conducive to one’s protection. The Buddha says that the person who lives by the Dhamma is protected by the Dhamma itself. 8. To have strong courage Only through tenacious effort and dedication is one able to achieve the liberation (from suffering) referred to in Buddhism. The Buddha acts only as guide and it is up to the individual to tread the path to liberation. Similarly, one can achieve worldly comforts only through great effort and dedication. Thus one has to strive hard if one wishes to earn great wealth and stress free mind. 9. To be content with what one has The Buddha pointed out that not being content with what one has lands, one in harm and debt. It makes one become a helpless person. The Buddha further says that a person would not be satisfied even if he or she were to be showered with gold coins: therefore going in search of limitless wealth and comforts is like running after a mirage. 10. To be mindful Mindfulness (sati) is essential tom human life. When a person does his work with proper mindfulness and concentration, he is able to achieve quick results, besides being able to steer clear of any harm. Thus the Buddha has shown ten virtues / qualities which are conclusive to the welfare



and protection of the individual and the society. These
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teachings could be solved the stress related issues in an organization. This scenario has been described by Ivencevich and Mattorson (1979), the stressors that identified by themselves can be managed by using Singalovada sutta, Angutara Nikaya, Nathakarana sutta and by practicing meditation.



Stressors



Outcomes



Individual level ƒ Role overload ƒ Role conflict ƒ Role ambiguity ƒ Responsibility for people



Group level ƒ Role overload ƒ Role conflict ƒ Role ambiguity ƒ Responsibility for people



Organizational level ƒ Climate ƒ Technology ƒ Management style ƒ Responsibility for people ƒ Organization design Extra Organizational ƒ Family ƒ Economy ƒ Lack of mobility ƒ Quality of life



Behavioural Satisfaction, performance, Absenteeism, Turnover, Accidents, Substance



S T R E S S



Individual Difference Heredity Sex, diet, social support, coping personality traits



Cognitive Poor decision making, Lack of concentration, forgetfulness



Psychological Increased blood pressure, High cholesterol, Heart dieses,



Figure 1.1 Ivancevich and Mattorson model of Occupational stress
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The Buddha gives a graduated method for overcoming the stress and strain of life. The meticulous observance of the five precepts in conductive to the eradication of conditions of stress and anxiety (Robetson, p110).Managers can guide their employees to keep the five precepts and educate them about five precepts and its results bestows the priceless gift of love and fearlessness to the organization and the society. According to Gorkom (1980) on the contrary the breaking of the precepts engenders feelings of guilt, remorse and restlessness.



The development and cultivation of the sublime qualities of Metta (Loving kindness), Mudita (Rejoicing in the joys of others), Karuna (compassion) and equanimity are powerful means of overcoming stress. Employees work under the supervision and protection of their employers.



So organization manger should have responsibility about their employees. As describe by Gorkom(1980) Helping other people with kind words and deeds alone is not enough. When it is the right moment one can help others in a deeper and more effective way that is helping them to understand who they are, why they are in this world and what the aim is of their life in this world. This will help manages to develop their employees. This way of helping is include in meditation and mental development of employees.
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According to Buddhism, exploitation of labor is virtually a form of stealing and cannot be justified. In the Singalovada sutta, it is stressed that work has to be allotted to the worker in conformity with his physical strength and he must be paid an equilibrium wage for his labor. Furthermore, the worker must be given medical and other facilities as well as occasional authorized leave from work. The Buddhist attitude to labor, according to Schumacher, has three distinct objectives (as cited in Gnanarama, 2005)



1. Giving a man a chance to utilize and develop his faculties 2. Enabling him to overcome his egocentricity by joining with other people in a comma n task 3. Bringing forth goods and services to the prevailing situation



2.4.2 Buddhist concepts for Morality and Happiness The concept of happiness plays a central role in the Buddhist ethical system. For conductive ness of happiness is a principle criterion used in Buddhism to determine what is right and wrong.



This altered perception brings about a fundamental change in the ways people live and work. Many, conditioned by old ways of thinking, dismiss such talk or struggle with feelings of doubt, ridicule, resistance and apathy before finally accepting it. Buddhism, on the other hand, offers a clear and consistent picture of human nature: a view which encompasses the role of ethics and the twofold nature of human desire (Silva, 1990).
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Buddhist and conventional economics also have different understandings of the role of work. Modern Western economic theory is based on the view that work is something that people are compelled to do in order to obtain money for consumption. It is during the time when they are not working, or "leisure time," that people may experience happiness and satisfaction. Work and satisfaction are considered to be separate and generally opposing principles.



Buddhism, however, recognizes that work can either be satisfying or not satisfying, depending on which of the two kinds of desire is motivating it. When work stems from the desire for true well-being, there is satisfaction in the direct and immediate results of the work itself. By contrast, when work is done out of desire for pleasure-objects, then the direct results of the work itself are not so important. With this attitude, work is simply an unavoidable necessity to obtain the desired object. The difference between these two attitudes determines whether or not work will directly contribute to well-being. In the first case, work is a potentially satisfying activity, and in the second, it is a necessary chore.



Work performed in order to meet the desire for well-being can provide inherent satisfaction, because it is appreciated for its own sake. Achievement and progress in the work lead to a growing sense of satisfaction at every stage of the work's development. In Buddhist terminology, this is called working with chanda. Conversely, working out of desire for pleasure is called working with tanha.
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Those who are working with tanha are motivated by the desire to consume, but since it is impossible to consume and work at the same time, the work itself affords little enjoyment or satisfaction. It should also be pointed out that work in this case postpones the attainment of satisfaction, and as such will be seen as an impediment to it (Payutto, 2006).



When work is seen as an impediment to consumption it can become intolerable. In developing countries this is readily seen in the extent of hire-purchase debt and corruption, where consumers cannot tolerate the delay between working and consuming the objects of their desires (Gorkom 1980).



In modern industrial economies, many jobs preclude satisfaction, or make it very difficult, by their very nature. Factory jobs can be dull, undemanding, pointless, and even dangerous to health. They breed boredom, frustration, and depression, all of which have negative effects on productivity. However, even in menial or insignificant tasks, there is a difference between working with tanha and working with chanda.



Even in the most monotonous of tasks, where one may have difficulty generating a sense of pride in the object of one's labors, a desire to perform the task well, or a sense of pride in one's own endeavors, may help to alleviate the monotony, and even contribute something of a sense of achievement to the work: even though the work may be monotonous, one feels that at least one is developing good qualities like endurance and is able to derive a certain enthusiasm for the work. In rare cases, however, we hear of
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employers and employees who do work together with chanda. This happens when the employer is responsible, capable and considerate, thus commanding the confidence and affection of employees, who in return are harmonious, diligent, and committed to their work.



There have even been cases of employers who were so caring with their employees that when their businesses failed and came close to bankruptcy, the employees sympathetically made sacrifices and worked as hard as possible to make the company profitable again. Rather than making demands for compensation, they were willing to take a cut in wages.



In traditional terms it could be said that employee is under intense stress. In fact, because of Selye’s influence, psychology and medicine have tended to regard “stress” as if it were some “thing” that could destroy our health and happiness even against our wills. But it could just as well be said that the person in the example has simply failed to accept change in a healthy, adaptive manner. Mirise Dhammika,(2001)state that regardless of gender, the authors say that one can take control of these and many other stresses by diaphragmatic breathing, meditation and guided imagery.
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2.4.3 Rational view of Buddhist thoughts for stress management Silva,(1990) describes in his report about the benefits of meditation. Practical implications of the claims made in Buddhism for meditation are quite clear. The meditative experiences of both types, when properly carried out and developed, are claimed to lead to greater ability to concentrate, greater freedom from distraction, greater tolerance of change and turmoil around oneself, and sharper awareness and greater alertness about one's own responses, both physical and mental. They would also lead, more generally, to greater calmness or tranquility.



While the ultimate goal of perfection will require a long series of regular training periods of systematic meditation coupled with major restraint in one's conduct, the more mundane benefits of meditation should be available to all serious and primarily, meditation would have a role as a stress-reduction strategy, comparable to the more modern techniques of relaxation.



There is a substantial literature in present day clinical psychology and psychiatry which shows that meditation can produce beneficial effects in this way (Silva.P, 1990; Silva.L:15), describes the major levels of stress; those are the emotional level, the behavioral level, the physiological level, and the cognitive level.
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The emotional responses to stress are sadness, depression, anger, irritation, and frustration. The behavioral responses are poor concentration, forgetfulness, poor interpersonal relations, and lowered productivity.



The physiological responses consist of bodily tensions, which may lead to headaches, backaches, stomach ulcers, high blood pressure and even killer diseases. At the cognitive level one may lose self-esteem and self-confidence, which leads to feelings of helplessness and hopefulness. At worst such a person may even end up committing suicide While the above observations were made from the point of view of modern studies and contemporary conditions, Buddhism makes similar observations from a psychological perspective.



Buddhism puts forward a methodical plan of action for the gradual elimination of stress and the increase of happiness and understanding. The first step recommended in this plan is the observance of the Five Precepts comprising the abstention from killing, stealing, illicit sex, falsehood and intoxicants. Stress is greatly enhanced by guilt, and these precepts help man to free his conscience of the sense of guilt.



In his research Nelson, (2005) explained that people fast-paced society, the idea of taking 20 minutes a day to sit quietly and focus on their breathing may sound like a novel concept. In fact, the practice of meditation is thousands of years old and is still practiced today by people of many cultures all around the world.
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Recent research studies have shown that meditation not only has the ability to calm and focus the mind, but that it benefits the body as well. For example, meditation has been shown to reduce such risk factors for cardiovascular disease as high blood pressure.



Many people turn to meditation to help deal with a specific health problem such as chronic pain or to get through a time of personal crisis. Others are simply looking for a better way to deal with regular life stresses. Buddhism firmly believes that evil increases stress while good increases happiness. In addition to the observance of the Five Precepts throughout life, Buddhism advocates the periodical observance of the Eight Precepts by laymen.



These additional precepts attempt to train man for leading a simple life catering to one’s needs rather than one’s greed. A frugal mode of life where wants are few and are easily satisfied is highly extolled in Buddhism. It is the avaricious and the acquisitive mentality that is responsible for so much stress that we experience. (Silva.L:14)



According to (Silva.L:14), management of stress is the cultivation of wholesome mental habits through meditation (Bhavana). The mind is most volatile in its untrained state, but when it is tamed and made more stable it brings great happiness.
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Buddhism prescribes two fundamental meditative methods of mind-training called samatha and vipassana, calm and insight. The former is the method of calming the volatile mind, while the latter is the method of comprehending the true nature of bodily and mental phenomena. Both methods are extremely helpful for overcoming stress. Under his study Buddharakkhitha (1989) notes,



A materialistic and egocentric life is characterized not only by and increase in wants but also by restlessness, showing it self in being over-busy and over active and lacking in moderation and self restraint. Etta , which promotes the well being of all, naturally has to be built on such qualities of sober humanism as are reflected in having a few meaningful and elect tasks which conduce to the maximum well being of all concerned,



Buddharakkhitha (1989:17)



The cultivation of positive emotions such as loving kindness (metta), compassion (karuna), sympathetic joy (mudita) and equanimity (upekka) is another means of conquering stress. Strained interpersonal relations are one of the common causes of stress in household life and in the work place. Loving-kindness is the positive wholesome attitude one can cultivate with benefit for oneself and other in all interpersonal relationships. Compassion is the emotion with which one should regard and help those in distress.



Sympathetic joy is the ability to rejoice in the joy of another. It is difficult for a man of mean character to entertain this attitude as the joy of another brings jealousy to the mind of such a person. Where there is jealousy there is no unity, and where there is no unity
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there is no progress. The cultivation of these positive emotions stands for both material and spiritual progress. Equanimity is the attitude to be adopted in the face of the vicissitudes of life. There are eight natural ways of the world that we have to face in life.



Premasiri (1991) Buddhism not only recommends certain courses of moral action and behavior, but also seeks to support these moral judgments and prescriptions with some consistent process of reasoning. He formulated the one principle pattern of moral reasoning represented in the Buddhist doctrine. Model 1: Action A conduces to the happiness of the agent as well as those affected by the action. Therefore action A is good, praiseworthy, and actions exactly similar to that ought to be done. Model 2: I do not want X to be done to me Other beings too who are like myself in this respect do not want X done to them I ought not to do others what I do not like to be done to myself Therefore I ought not to do X An examination of the Buddhist ethical system shows that Buddhism morality is not understood as conformity to the commandments of a supreme moral law giver. The character of an authoritarian moral system is not found in Buddhism. If the work place management behaves them as this there will be strong relationship between workers and the management (Premasiri, 1991).
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3.1 Introduction



This chapter will describe the research design. It will consist, with justification of the case study, methodology, data collection source, data collection methods and the analysis process of the study.



3.2 Justification of the case study methodology. In management research, the case study methodology is rapidly becoming the most suitable approach. In the past decade the writers have called researchers to study management, especially Human Recourses management in its practices setting and it appears that case studies are widely accepted. Methods of such research and a number of case studies are now beginning to appear in literature. Case study, however, usually implies a single unit of analysis, which might be a company, or a more aggregated unit for analysis.



Case studies, which are used and the way in which they are used for instance the researcher can use case studies to provide descriptions of stress management practices, to explore the stress related out comes, to determine the existing stressors and even to discuss how other philosophies relate to the stress management. Case studies are some times referred to as small sample studies.
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Case studies researches are not statistically generalization. Researchers who see generalization only in this sense will either reject case study methods or poor quality case studies. Good human related case study work will be focused on explanation and theoretical generalization. Such work should provide clear understandings of the subject area studied and help the individuals working on that area or in similar areas to work out their problems on day to day basis. It is argued that case studies are particularly appropriate in areas where theory is not well adopted.



Research Methods in management (Nanayakkara, p.82) describes that, case study research is considered useful because of the following features: ƒ



Openness: As a qualitative research method, case study is open to all aspects of the research process. There is no restriction or standardization, which could limit the actions of the researcher or direct the research to a predetermined path or goal



ƒ



Communicativity: This means that case studies perceive reality as emerging in interaction between the actors. It is believed that action and communication constitute the reality which is captured and recorded by the researcher.



ƒ



Naturalism: This refers to the tendency to study relations in their natural setting as they occur in everyday life, and to use naturalistic methods.



ƒ



Interpretativity: Social reality is defined as “interpreted” reality and not as objective reality. Only interpreted reality becomes meaningful and significant for the research.
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Due to the above reasons, the researcher has identified that the case study is the most appropriate methodology of this study. In this research study about the usage of Buddhists philosophies as stress management technique by particular company is carried out.



This study hopes to find the nature of the work related stress of the company and nature of the Buddhists practices used/not used by the company, the ways in which they are used etc. Therefore the ideal research method for this study is case study.



The type of case study method adopted in this research is the descriptive case study method where the case study describes the work related stress of the company, its effects, Buddhists concepts related to stress management, and the procedures currently in practice.



The research objective of this study to provide a description of Buddhists concepts retaliated to stress management. This study is useful on attempting to determine the extent of the gap between Buddhists concepts related to stress management and practice.
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3.3 Data collection Data collection is carried out in three methods. These Four methods are mainly used on case study method..



3.3.1 Interviews Interviews would be conducted with the, company directors; mangers of the main divisions of the company, General manger, Human Resource manger, Business Consultant, Marketing manager, finance manger and number of staff members who are working in different department would be interviewed. Interviews will be conducted as non programmed and such interviews would be recorded.



3.3.2 Observations Observations would be carried out on the company’s operations and data would be collected. The observations are done in two ways, through direct observations and through participant observations. The researcher would observe as an outsider of the organization which would be a direct observation and the researcher would participate in the operations of the company and would make observations, which is participatory observation. The researcher would take part in the operations and full time be with employees and management during the data collection period it would be able to get more accurate, unbiased and reliable data for the study.
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3.3.3 Questionnaires The research is conducted among a sample of employees as to cover all the departments of the case organization. The research among employees will be conducted using the questionnaire method, which will carry structured, semi structured. The questionnaires will be set out in understandable manner and prepared in most used languages of each employee for gathering more accurate information.



The sample of employee will be represent sales staff, administrative staff, female and male, married and unmarried, Working mothers ,borders (employees far away to Colombo) and non borders (employees who come from their own houses)



3.3.4 Documentation Documents, which are not confidential, will be used to obtain data for this study. Documents like employee performance reports, Bonus schedule are used to collect the data. As well as to find the Buddhist doctrine, used number of Buddhist books and articles and other related



research findings by other researchers. Researcher would



record and document the information observed and interviewed time to time
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3.4 Analysis Process The analysis will be carried out by explaining the data that was obtained and by observation on the status quo.



3.4.1 Explaining The information that is received is critically explained in the analysis process. The information is initially evaluated thereby providing clear picture about the company’s, stress management practices which related to Buddhism.



3.4.2Observation on the status quo In the analysis process the researcher’s observations on the status of the company would also be presented.
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4.1 Introduction Rather than look for a single theoretical framework to explain how all psycho-social features of work impact on all types of outcomes, there has been a suggestion that consideration be given to applying more specific approaches to specific contexts. This suggestion is coherent with what is known about certain occupations carrying greater and increasing risk of common mental health problems. In other words, we may need different approaches and different styles of intervention to deal with the particular features of work environments. There for in Sri Lankan context, as majority are pure Buddhists then it is easy to apply Buddhists concepts for managing employees effectively and helping to reduce their work related stress.



The selected company is a leading jewelry company in Sri Lanka usually catering to the top end customers of the market with its superior quality products .The Company would be named as “X Ltd” as requested by Managing Director to safe guards the confidentiality of the company information.



4.2 Evolution of the company The case organization selected for this study is “X Ltd.” They are manufactures of Gold, Silver, Platinum, and Diamond jewelers in large quantities and sellers to the local customers as well as foreign customers. There is a staff of about 150 and having several branches. X Ltd Was established in 1962 and after the long journey now comes to the Sri Lanka’s top level jewelery company, has a reputed name in local market as well as in export market. With the long year of experience, X Ltd looks forward to serving its
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clienteles in the best possible way.The company has grown in a rapid phase and enjoys a large market share in the jewelery industry. With the expansion of its customer base another four branches were setup. X Ltd is an expert in the manufacturing of 22K Gold, 18K Gold, White Gold, Platinum, Silver Jewelery, plain Gold or Diamond studded jewelery with precious or semi precious stones ( Blue Sapphire, Rubies, Emeralds and cat's eye). They have a large and loyal clientele served by courteous salespersons, paying individual attention to each customer.



The X Ltd maintains strict quality on all their products using modern machinery and employing expert craftsmen under the supervision of trained technicians and jewelery designers. Long gone it has become the sole proprietor business but at present, X Ltd is a corporate leader in the industry. The active board members are professionals and experts in their fields. Though it is corporate business it is still a family based company.



The company has awarded by ISO 9001-2000 quality certificate in the year 2005. Under the ISO requirement the company started to implement Japanese “5S” technique. Creative and innovative work methods and techniques such as enforcement of safety rules, use of proper ergonomics and appropriate welfare measures are constantly reviewed. The case organization ensures that noise. Light, pollution, vibration, air maintained at optimum levels. The management of the company is so keen about the CSR (corporate social responsibility) projects while giving a special attention towards religious activities.
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4.3 Vision, Mission of the company 4.3.1 Vision Statement When is that special time to choose wedding jewelery X Ltd to be the name first off the mind and thereafter, at every special occasion for ever…



4.3.2 Mission Statement •



To be the best service provider to the valued Sri Lankan customers:



•



To ensure that our product guarantee of a life time is a way of life: not a mere commercial activity:



•



To develop a group of knowledge workers who are intelligent and spiritual, living in harmony at work and at home: exceeding their own expectations of a quality of life.



It is clear that within their mission statement also indicate that the spiritual value of employees are most important than other things.



4.4 Organizational Structure The X Ltd has a flat organization structure. The company has head office and another four branches. (This study is considered only head office employees).The head office has main three divisions .That is sales and marketing division, Administration division, and production division. In this study the researcher only concerns about marketing and administration staff of the company. (See appendix A)



52



4.5 Sales and Marketing department The entire sales team of the main branch consists of over 30 sales personnel and it is the responsibility of showroom managers to motivate, train and manage staff towards achieving expected results. Although company has an overall marketing plan for the whole year, due to the nature of its business, targets are set monthly considering the seasonal trends and customer buying patterns.



The priority is always given to customer care and all staff members irrespective of their duty or status in the company should attend any customer related matter depending on the requirement.



Sales targets given for the sales team are very challenging, but they always make sure the set targets are met or over achieved during the stipulated period. Compensation package for sales staff is quite lucrative than the industry, as they are being remunerated based on the target achievement.



The compensation package of a sales personnel consists of basic salary, commission and bonuses and interestingly the average gross income of a sales staff is quite higher then the industry average. The company is maintaining a moderate level of sales staff turnover, which is rather commendable comparing to the industry, which has higher turnover issues.
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4.6 Administration department X Ltd administration division consists of five major departments, - Accounts Department - HR Department - Audit Department - IT Department - Receiving & Order Monitoring Department



These departments are headed by the General Manager, Finance Consultant, & Business Consultant and marketing manager. They are responsible for Managing Director. Managing director believes whole organization’s main function is delighting customers.



Accounts department of the company is consisting with twelve numbers of employees including four Internal Audit section. Internal audit staff is responsible in assuring safeguarding of assets, maintaining sound internal control system in the organization, reporting state of affairs of the companies internal control system to the top management and suggesting instant action for same. Due to the high value in gold it is a practice of the company to conduct physical stock verification at the end of each day and tallying with the book balances. Deficit if any will be rectified then and there by charging value of such gold against responsible employee’s remuneration.
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4.7 Staff Majority of the staff is in their first job and most are below the age of 23. In the jewelery industry, handling valuable metal and dealing with customers has become the most highly stressed jobs since it involves meeting demanding targets, handling aggressive customers and routing activities. The administration & sales consists of more than 100 well - disciplined staff members. Management of X Ltd shall determine and manage the work environment needed to achieve quality of “Jewelery” The organization identifies the human and physical factors, which influence the motivation and performance of personnel in the sales department and work shop.



The director board in this company is Buddhists and they have created a Buddhist culture within the company, so that all staff including managers undergoes the same religious activities. Although more than 100 people are employed in the company, HR department has not been established until 1999. Earlier top management fully focused on sales & the showroom functions. After the establishment of HR Department with the arrival of new General Manager, the situation has been changed.



The organization can be divided in to 3 levels, Top management, Middle Management & employees. Ninety five percent of the employees are young blood & majority is female. It is company policy to work more than 9 hours over a day, from 9am to 6.30pm.
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4.8 Customers Selling jewelery is the main function of the organization; from the top management to office assistants are keen of providing super customer service for their customers. As the whole system of sales is being in the front table, sales staff should be pleasant and patient. If the sales person is on stressful mood it directly affects to the customer as well as the sale. While they cater to all gem & jewelery needs of their customers, they like to introduce themselves as the bridal jewelery specialists in the island. Company is maintaining a computerized database of their customers and loyal customers are sent birthday cards and New Year cards to uphold their loyalty The main aim is to satisfy all their customers not only by presenting them with excellent jewelery, but also through superior customer service by all their staff. In December 2002, another floor was added to the main show room in head office increasing the floor area from 2000 sq ft to 4000 sq ft to accommodate more customers. This show room was planned and executed with the comfort of the customers foremost in mind. After the Expansion X Ltd is having an excellent showroom, very beautifully decorated and aesthetically designed. The Show room is having an excellent attraction for buyers with presentable and polite staff to cater the needs of the buyers



56



5.1 Introduction This chapter describes about the stress management practices, and effectiveness of those practices of the research context. Data were collected through direct interviews, observations and documentations. Direct interviews were conducted with the Managing Director, General Manager, Business Consultant, Assistant Managers, Executive officers and sales and administration staff. This chapter gives details about the stress management practices of X Ltd and its effectiveness in stress reduction in the prevailing dynamic business environment.



5.2 Stress related issues in X Ltd. The main objective of the director board, management and the employees is not to damage the goodwill of the Company and customer image. Each and every individual are dealing with the high valued jewelery items, valuable mettles or cash. The risk is very high and management highly trusts their employees. There were only a few trust breaking incidents reported so far.



The main reason for stress of employees was the fear of loosing valuables under their custody as they have to bear the responsibility of such valuable items handled by them.



Company starts their functions at 9 a.m and end up at 6.30 p.m. This is another stressful situation for employees. As majority are female in the X Ltd and getting late for their homes means creating work family conflict for them.
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As mentioned in chapter four(4), most of the employees are young blood and having no time for expressing their emotional feelings, that results in a situation for creating anxiety, angry, and stress.There is no quick promotion ladder for employees. So they couldn’t quickly get promotions. They have to stagnate in one level for years as there are no immediate substitute people for different skilled employees. Dealing with jewelery is need good experience in the trade. For example when one employed as a sales person or stock clerk or gold issuer, he/she has to stay with the same job for time. Though management needs to rotate them, but the lack of experienced staff will push the existing staff in their own seats. This will cause boring jobs and staff becomes stressed.



As the main expectation of this company is to achieve their sales targets they give first preference for sales function than administrative functions. For example if a person who is working in the accounts department has to be always alert to go for the sales when ever called. This creates role conflict to that person.



5.3 Current stress management practices •



There are several situations understood by management and they are implementing quick response for those issues. Always managers are being with their employees and trying to understand each and every person under their supervision. Whole organization divided to separate divisions and each division has one manger. The responsible person is the divisional manger and he must have recognized the changes of employee behaviour of the respective department.
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•



The divisional manager pays attention to the way how the job is designed, training and development needs of his/her subordinates, whether it is possible for employees to work more flexible hours. As the company is having high work load and few staff there are some instances that mangers request to employees to work more hours. On such situation divisional manager justifies the need for it.



•



Employees can feel disaffected and perform poorly if they have no say over how and when they do their work. Managers think about how employees are actively involved in decision making, the contribution made by teams and how reviewing performance can help identify strengths weaknesses.



•



Management keeps low level of gap between with them and the employees. They give employees the opportunity to talk about the issues causing stress, provide a sympathetic ear and keep them informed. Maintain good grievance handling system within the organization.



•



When the time employees felt anxious about their work and the organization if they don’t know what is expected of them, then the managers review the induction process, work out an accurate job description and maintain a close link between individual targets and organizational goals
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•



In the morning every employee with the management do the spiritual prayers and all employees of this organization should sit together and spend time in silence to meditate, visualize and silently feel gratitude towards fellow workers. It is during these periods of silence that they receive priceless insights. This period of silence should be incorporated in the daily schedule of the organization.



•



All of them think about them selves, other fellow employees and family members and finally the customers. The case organization normally held millions worth valuable mettle, so the trust of employees is very much important. Everybody in the organization observe five precepts in the morning.



•



The management of X Ltd, gives subordinates a degree of control by encouraging them to give feedback and involving them in decision making and the way work is carried out ,Building effective teams in which employees are given responsibility for outcomes, Reviewing performance with employees to identify strength and weakness and, agreeing personal objectives and training development plans to help meet them



•



The Directors of the organization believe strongly that spiritually underdeveloped employee is very costly to the organization. This is why X Ltd people who build successful and organization pays great attention to their employees' developmental needs. Personal transformation programs help in the development of highly effective, quality people .They encourage people to always talk to each other in low-pitched voices—that too only when necessary the management helps their employees to
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display loyalty and feel a sense of belonging, this would also reduce the stress level of employees.



•



The top management is having good understand about the people management. Business consultant of the X Ltd stressed out that, Most organizations grossly underestimate the human need for appreciation. This erodes employee motivation and creativity. People should be given an environment where they can enjoy their contribution more than their position. They should always be 'caught doing the right things' and be appreciated for it.”



Researcher’s record The Managing director of the organisation explain that, As organizations, we strive for quality but fail to see that behind our products and services is the employee who needs to be in harmony with his inner self. Perfect quality comes from a perfect source: our inner self. Unless the employee is in harmony with his inner self, he will continue to fail in channeling the perfect quality of the unmanifest into his performance”.



Researcher’s record •



Proper training programs



Extensive training programs at the start of the employment and after regular intervals during the employment will provide by the company. Target training programs develop the skills required to perform the tasks expected by the X Ltd staff. Since the training is given at the point of joining the division, there are no unclear aspects about how to perform the tasks given.
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Continues training programs enable the strengthening of existing skills and development of new skills. The confidence gained by the skill development has a positive impact on the staff. In addition, training time provides a break from the routing work schedules, which in turn leads to stress reduction of employees.



Once per month X Ltd provided number of training sessions for their employees on mental strengthening also. They invite very popular lectures who could name as positive thinkers and conduct lessons for whole staff. •



Practicing Meditation X ltd management started programme in every poya day which aims to provide employees with a basic and sound understanding of Buddhist teachings and its practical usage in modern societies,On every poya day the directors, members of the senior staff and a majority of clerks and workmen have undertaken meditation. The way it was introduced was that first the managing director went to a course, and then other senior staff followed his example. Other people noticed changes at the top, and they then wanted to try.
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The company Managing Director remarked about this program, Our experience has been that the group efficiency has increased, along with profits and an accompanying improvement in mental health and interpersonal relations. There may be larger companies with larger profits, but I have found that the happiness of the staff and workers comes not only from money but from warm and compassionate treatment by the management. This cordial treatment does not come about by any means except meditation.



Researcher’s record The General Manger of the company stressed out his experience with this meditation program, I have had detailed discussions with more than a dozen business executives who are small-scale entrepreneurs, after their meditation. These discussions have confirmed that, after meditation, they are able to work 20% faster than before, and the quality of their work has the improved value of being performed by a subtle mind. They report that qualities of greed, anger, arrogance, and prejudice have decreased and there is less friction in dealing with staff members. Very healthy and cordial interpersonal relations have resulted, and the wealth of their enterprises has steadily increased as a result of these positive changes.



Researcher’s record
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•



All employees are given a job definition (JD), which lists the tasks and responsibilities of the particular assignment. The JD is changed when the roles and responsibilities of the employees changes. This is a signed document and the employee has all the rights and means to get clarifications in any unclear areas of the job definition. If the employee feels that he cannot perform the expected tasks, training will be arranged to fill the skill gap. Employee evaluations are done base don the JD and the process is fully transparent



•



As everybody in the staff are request to serve there valuable customers, there are some role conflict arising on their employment. Clear escalation paths are defined for handling customer issues and management issues. As an example, if sales person has a customer issue which cannot be resolved by him/her, he /she can follow the escalation guidance in passing the problem to a more knowledgeable person of the problem matter. In addition there are specially trained sales persons for handling troublesome customers. • Provide better accommodation and comfortable interior for the staff. Many fun and social events are organized throughout the year in order to provide extra enjoyment and team /social contact building • Management has understood the stressful nature of the X Ltd staff and has provided additional fringe benefits that are not available to other employments. Examples are to the doorstep travel facilities for employees who work for more than 14 hours per day. In December and April due to the seasonal sales period the showroom is very busy with customers, therefore management provides all the necessary facilities to the employees.
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• It is common that jewelery industry is very risky and stressful trade but compared to industry level the salary scheme, bonus scheme, overtime payment scheme are in higher level.



• Many employees have been remained in the company for more than two years and progressed out the ladder. There is also a recognition from the directors of the company that mangers progressed through the every division have very high level of people management and problem management skills. The company’s General Manger has awarded in year 2005 as the best General Manager in the year by the Academy of Kuma Iddamalena.



5.4 Effectiveness of current stress management practices on employees There are so many personality development programs for employees. Company devotes millions on this. It is very much essential to discuss the problem in the view of employees. Researcher conducted the interview series and records the feedback of employees regarding their meditation programs and about their inner feelings.



Sales person - (female 26 years old) Meditation influenced me and affected me in ways that I did not know were possible. I have noticed myself being much more calm and relaxed. Use to get very tense and overly concern myself with certain issues or things that I had to do that day. Lately, I have noticed that my stress has decreased and I am more prone to accepting different things and dealing with issues in a calm manner. I feel so much less tense than I did before.



Researcher’s record
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Sales person - (male 22 years old) I have been less of a reactive person as a result of my practice. This is ties in with the awareness of choice. I feel more creative, at times, when dealing with difficult situations and customer at work



Researcher’s record Accounts Assistant (female 20 years old) I have noticed a lot of personal change in my life. I am very surprised because accounting works usually makes me too nervous to notice anything. I have noticed that I have been dealing with account work in a more mindful way because I usually get really nervous about it and I have been very much laid back about it



Researcher’s record Gold issuer (female -26 years old) I feel like a more loving, kind person .The metta within me grows by the week, this is probably due to the fact I use this form more than any other. I do feel more at peace with myself and the world I live in .I don’t get mad, instead I stop and have a mini meditation. My peers have definitely noticed that I have more patience, and that I express my self more clearly, so in that respect meditation has helped my relationships with others.



Researcher’s record
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Order follower (male -28 years old) I feel the most voluble thing that I will be taking away from this meditation practices and Buddhist Teachings is that I can change almost any situation and my feelings about how I react. I have learned greater patience and I take in so much more of every event, and I find myself being so much more understanding in almost every life situation…



Researcher’s record



Out of fifty employed interviewed thirty-three of them declared that their working progress has been highly improved after the implementation of current development programs. Out of above thirty three employees there were some who are not Buddhist. There were ten employees who were not happy with the current development system as they feel it has been derived from Buddha’s teaching. The balance three was neutral.



5.6 Boundaries to implementing Buddhist methods for stress management • It is commonly found that the people of different cultures and religions are very strictly bound to accept believes only from their cultural and religious backgrounds. Therefore management has to make special attention, when they absorb Buddhist methods to their solutions. As the target of the management are purely in finding proper solutions for managing work related stress of their staff.
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• There are believes among employees that the Buddhism is a negative religion which obstruct them for there physical development.



• If there is no proper understanding between management and staff it may be difficult for the mangers to implement there new ideas.



• Though there are short methods such as interviewing individual, questionnaires, it may take long time to detect the actual effectiveness of the system applied. As the researcher has to examine the behavioural changes of participants.



• Some are restrict to obey for religious philosophies as they are rationalist.



• The author noticed that in the sales department most of the employees are earning more than Rs.30, 000 monthly as bonus and sales commission, and that become a competition among themselves to earn more an more which mismatch with the Buddhist Philosophy.
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6.1 Introduction The former part of this chapter deals with generalizing the research findings .Under this it will examine how these Buddhist concepts are common for everybody. Therefore in this chapter it will talk some general life examples from various professionals and individuals’ .The later part gives a conclusion for the study.



6.2 Generalizing the research findings Buddhism teaches the way to bring about this wholesome change of attitudes. Buddha’s teachings are true not only for Buddhists, but also for everybody, no matter race or nationality he is or what religion he professes. Attachment or greed, anger, and ignorance, stress are common to everybody, not only for Buddhists (Gorkom, 2005).Case study research by Mirrisse Dhammika, (2001) stressed out the importance of using Buddhist philosophy for stress management .In his study, he mentioned that, It is safe to assume that this process is common to all human beings. This initial perception will spark present, unpleasant or neutral thought. For example, when I feel love, I am happy; and when I feel fear or pain, don’t like it. The understanding that this is common to all people promotes my empathy to others. This is very important for developing love, compassion and tolerance among human begins. The cultivation of empathy instead of hostility suggests the possibility of consciously directing or shaping our perception. We simply perceive our feelings, and realize that these arising feelings are normal human responses and can arise in any body, and these feelings are subject to change, they disappear and nothing is permanent. This cognitive knowledge helps people to prevent negative emotions in their mind. In other words, this practice helps to attack the root causes of stress which are understood as feelings of depression, anxiety or helplessness.



Mirrisse Dhammika, (2001:53) 69



All human beings want to avoid suffering and to find true happiness. This is a common aim of human beings, no matter what part of the world they might come from, no matter what their cultural background might be, no matter what type of society they might come from. To find freedom from suffering and attain true happiness people have to understand the causes of suffering and the causes that lead to true happiness.



The Buddha's purpose was not to establish a particular religion called "Buddhism," but to teach human beings the Dhamma, the truth about suffering and happiness, the path to true happiness. These truths are the same for all human beings. The path of Dhamma consists in observing moral discipline, purifying the mind of its defilements, and realizing the truth with wisdom. These principles of practice are the same for all human beings, no matter what their social or cultural background might be. Most of people follow these principles, not because they want to follow an Asian religion rather than a Western religion, but because they understand that the Buddha's teaching, the Dhamma, teaches these principles more clearly, more precisely, with greater rigor, than any other philosophy or religion. At _________________ When people are spiritually developed then they becomes more capable of team work. Through cooperative team work, in production and exchange and the discovery of better ways of governing, and organizing, society, civilized man is thus able to reduce the anxiety of life. It should be noted that this anxiety reduction became the primary goal of man, and it was achieved through socialization and self-discipline in civilized man.
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Although civilized man, through better organization, work and technology, is able to reduce anxiety and make life more comfortable, he is not able to eliminate anxiety from his life entirely. Civilized man, in the process of becoming socialized and disciplined, learns to suppress his natural self-centered urges and impulses.



These suppressed impulses begin to accumulate tension, which seeks release in actions. Because this tension is not allowed to be released in actions that are anti social, they tend to find release in perverted form, or this tension remains in the form of anxiety. This is why civilized-society is plagued with neurosis, anxiety, problematic stress and other psychological problems and psychosomatic disease.



Civilized man, though he is comfortable physically, is still uncomfortable within. Therefore he seeks inner peace and tranquility. He turns to techniques of stress management, the use of tranquillizer drugs, progressive relaxation, hypnosis, biofeedback and other methods of finding inner peace. He also turns to modern psychotherapy as well as ancient religious techniques of meditation and mysticism. The important thing about this new turn that civilized man has taken is the focus on inner peace and tranquility.



This new turn of civilized man is in the direction of the next stage in the evolution of man. It is the evolution of civilized man to the level of super man. The more natural and more systematic method of evolution of civilized man to superman, however, is achieved through the practice of religion. By religion, the researcher do not mean about mere belief and ritualistic practice. That is what organized religion usually is. The researcher speaks
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about natural religion, which is the gradual evolution of consciousness; beginning with the appreciation of what is good and true. This appreciation elevates the human mind above the mere concern with the satisfaction of basic physical needs.



Mirrisse Dhammika, (2001) pointed out that: Buddhist teachings is not method of escaping or avoiding everyday life, it is instead a way to develop mindfulness and awareness of our normal life, Our daily activities, our sorrows and joys, our words and thoughts, our moral and intellectual occupations. This way of complete mindfulness helps us to mange our daily lives: we become free of our own discriminations, our own violence, abuse towards other and even reducing our mistakes.



(Mirrisse Dhammika, (2001:53). The researcher interviewed two professionals and they described how Buddhist philosophy helps them as a coping technique.



• A gentleman who is currently a Senior Lecturer of the Faculty of Management and Finance, of the University of Colombo, Sri Lanka says the following story of himself: I am Gunapala Ranaweerage, forty five years of age a senior lecturer of in Management Studies. I am from a very poor and backward family in the Hambanthota District. My parents had no money to spend on my education. Therefore I had to do my education while earning my living from the age of seventeen. While doing hard work, I felt that if I had enough money I would have not suffering this much. For this I thought the only way to get out of this misery is to have a good education and earn more and more money. I also had an inborn ability of doing things up to the end with what ever the difficulties.
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Fortunately, I have succeeded my hope and gradually became a ‘so called’ recognized person in this society. I used my whole skills to earn money. When the money flows towards me, I forgot my native culture and grabbed the western behaviour and tried to inculcate Western Thinking among others.



I remember those days, there were not a single word of Sinhala heard at my house. I have made the whole family of mine to follow myself. For my luxury life, I needed more and more money, so that I worked around the clock and all 365 days of the year for money.



All of a sudden I felt a severe headache, which I thought it will be over after taking some pain killers. I did so, but the pain was still continuing. So I went from doctor to doctor and spent vast amount of money and still I couldn’t do away with the ailment. It was very painful six years I spent. Gradually I became very aggressive and impatient with people. My life really become miserable and I made others life too miserable. Ultimately I was aggressive with my office staff and even with my family members. My life became sorrowful and meaningless though I had ample amount of money. The brain specialist I met at last diagnosed my sickness as chronic depression (mental disorder) and said there is no cure for that.



I thought this is my faith and made up my mind to accept what ever comes to me. At last by chance, I met a one of my university psychiatric professor who inquired my decease and found that is due to distress which has gone to its maximum level and led me to have the correct medicine which I never thought it would work. The medicine he suggested was not available with him and he asked me not to expect it from him. He only gave me a hint that I should follow Lord Buddha’s teaching (in his words ‘my dear friend, there are solutions for any type of pains in this world. Please find the Buddhist truth of
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happiness and get overcome your problem’) and to find the place and person who could teach it to me.



So I went to a famous venerable Buddhist monk who helped me in teaching a kind of meditation which did wonders to my mind/life and permanently cured my ailment within three months. In spite of my professional education, I never thought that Buddhist meditation has the power of stress reduction (rather making people really happy). Now it has proved to me that there is only one medicine for stress reduction and that is to follow the Buddhist meditation. This made me not only free of my sickness but also it made me a perfect man, a person not hurting others.



Researcher’s Interviews on several days.



• A retried engineer who was in the construction field says the following story:



I was a construction engineer of sixty years of age. My name is K. D. Newton. I was attached to government and semi government institutions for about thirty years. I have done lot of construction works where there were many workers were employed. The handling of labor in the construction field is very much difficult and it was always very stressful to me.



I remember those days when I go home after hard working with the people I didn’t like to talk even with my family members as I felt very tired which I couldn’t realized that this was due to stress. Only medicine I have to think of is alcohol. So gradually I became a drunkard which made me more and more stressful.
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I hate everything and felt that my life is miserable. My family members were also not happy with me. I felt sick and had to be in bed for a long time. A friend of mine came to see me and gave me a small book to read. As I had no idea what to do it compelled me to read this book. When I read through pages I realized that this is Buddha’s teachings that give advices for people like me to avoid alcohol and to live calm without a stress. I thought of following what it teaches me. Gradually I realized that I have so far gone in the wrong way, and I made my self corrected as per the Buddha’s teachings. Now I feel more peaceful and stress free mind. I must frankly say that Buddha’s teachings may help everybody to relive their stress and live happily with inner peace.



Researcher’s Interview Record



Sri Lankans had over 2550 years history as Buddhists, and people shaped their lives according to the Buddhist concepts. Therefore the intention of this research is to identify the possibility of using Buddhists concepts as stress reduction tool. Stress is common for every human being who lives in this world and also Buddhists philosophy is common for each and every person in this universe. So in near future not only for Sri Lankans’ but also for the western countries can use Buddhist concepts against the stress.
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6.3 Conclusion Stress occurs in many different circumstances, but is particularly strong when a person’s ability to control the demands of work is threatened. Insecurity about successful performance and fear of negative consequences resulting from performance failure may evoke powerful negative emotions of anxiety, anger and irritation. The stressful experience is intensified if no help is available from colleagues or supervisors at work. Therefore, social isolation and lack of cooperation increase the risk of prolonged stress at work. In the research study the case organization follows number of Buddhist practices as stress reduction of their employees. According to Singalovada sutta they treat their worker in well manner. The managing director to office assistant is keen to sever their clients. So stress free mentality will help the for successful customer service. Conversely, work tasks with a high degree of personal control and skill variety, and a work environment with supportive social relationships; contribute to workers’ well-being and health. When demands exceed one’s abilities and knowledge, but one is able to perceive this as an opportunity to work towards achieving a state of balance, a situation of learning and development may arise. The stress has to be managed by the manger in organizations in order to advocate the personnel productivity as well as the organizational productivity aligned with organizational goals and objectives .As a figurehead to promote the cost advantage it is obstinate that it require the multiple reductions of the cost as having healthier and productive workforce.
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Therefore the impact and the consequences of the stress has to be managed in the organizational context while improving the safety, employee work satisfaction, as well as overall employee quality of health and work/life balance. It is the responsibility and the role of the manger to be a change agent in handling the stress in the organizational framework to establish the balance required for the demanding environment with the superiors, peers and subordinates. The change is properly managed by the manager by understanding factors that leads to stress in the work place. On basis of this research, Mind concludes that while workplace stress is a huge occupational health problem, it is manageable. Moreover, it is clear that employers cannot afford to ignore it any longer.



Researcher urges understanding and openness to issues of mental health in the workplace. Equally important, we show that it makes better economic sense for organizations to support current employees than to have to recruit and train new ones, who, if the proper systems are not in place, will become stressed themselves.



In comparison to western countries, adoption of stress management is in its infancy in Sri Lanka. Most organizations, both in public and private sector, have minimal policies or standards in tackling organizational stress related issues. There are no well- known cases in the local legal scene where a case is based on a stress related issue. In personal stress management aspect, non –governmental organizations and religious organization sake the bulk of the structured stress management and stress coping guidance providers. The state participation and sponsorship in personal stress management is not a satisfactory level.
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Now the question may arise as to the appropriateness of introducing a programs based in what usually considered religion to multicultural and dynamic organizations. Indeed, introducing these practices as a Buddhist program would be inappropriate. For this reason, the researcher wishes to discuss the possibility of pulling these practices out of the usual religious context and adopting it to the multicultural context. The Buddhism is an organized religion practiced by as a theistic religion. Buddha’s original teachings were close to philosophy than a religion.



At the work unit level, work overload, poor supervision, and inadequate training were the top ranking stressors. The crucial distinction between job stress and stress focuses on prevention. Removing or ameliorating stressors in the workplace is associated with alleviation of the stress, whereas with mental ill health this may not be the case. The Buddhist philosophy gives good prevention methods on those issues. Mindfulness creates more concentration to work. Metta (loving kindness) helps to train peaceful work force.



As the selected case context is involving with high value things such as Jewelery, valuable metals, the Five Percepts give good self control for the workers. The doctrines like Nathakarana sutta and Singalovada sutta teaches the employees how to behave themselves in more achievable and wise. Managers can redesign their management pattern according to the Singalovada sutta and they can buildup strong relationship between workers and themselves.
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For some local private sector organizations, business survival has become the top most priority and in pursuing it most have created very stressful environments within them. The research context somehow reduced their employee stress level and turn over intentions and keep employees happily



by applying Buddhist teaching in there



management style. The previous researches done by other scholars and other text book notes also create new knowledge about Buddhism for stress management concluding this study the researcher found that there is possibility of using Buddhist concepts as stress management technique.
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Appendix A: Organization Hierarchy (head office)



Chairperson



Managing director



Director



Business consultant



General Manager



Show room manager



Business development manager



IT Manager



Production manager



Order Monitoring Manager



Financial controller



Maintenance Manager



Transport Manager



OMD Staff IT Staff



Assistant managers Sales staff



Senior Designer Designers



Repair Manager



Craft men Receiving staff



Craft men
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