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I am extremely glad to have been invited to deliver the
III T. A. Pai Memorial Lecture. Some of you who are present
here have known Mr. Pai for a longer period of time while a
few others have known him more intimately than I have had
the priviledge to do. First having met Mr. Pai in 1961 at Manipal
over the next twenty years till my last meeting with him on
the 16th of May 1981 at the Bajpe airport, I have had the
fortune of perceiving certain special attributes of his which made
me like, admire, respect and revere him.

Many people have talked' and written about Mr. Pai. He
has been referred to as a practical man, a builder, an out-
standing banker, the popular and successful chairman of the
LIC, and as an imaginative and enterprising Minister for Rail-
ways & Industries the country has seen. His biographer,

.Mr. Kamath projects him, in the main, as an innovative banker.
Two eminent speakers who have delivered this lecture before me
have highlighted his interest in banking and in rural develop-
ment. I neither feel competent nor claim to talk about Mr. Pai's
qualities in the world of finance though on several occasions I
have heard him speak on these issues. It is often said that there
are little known facts about wellknown people. I think that
while concentrating on his outstanding abilities as a financial
wizard what has been under-emphasised is Mr. Pai's deep com-
mitment for human values and his inborn interest and expertise
in the area of human resource administration. When all is said
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and done, be it banking, railways or industry in his total pers-
pective what mattered most to Mr. Pai were the people who
were involved and worked in these sectors and establishmento.
He was equally concerned, on the other hand, about the people
who were the supposed beneficiaries of the outcome of these
activities.

In going over some circumscribed and specialised aspects in
the field of human resource administration I would not only like
to place before you some contemporary issues as they concern
us in the Indian setting but would also like to integrate in the
account Mr. Pai's thinking on some of these. This is an occasion
to share with you all what he shared with me and thus pay
may humble tribute to him on this special day.

Orte may say that Mr. Pai was not an expert in the area
I have just referred to. Those who knew him closely would ap-
preciate the fact that his concern for fellow human beings -which
was spontaneous, natural, genuine and long lasting -was an in-
born gift. Further more in every day activity he was an astute
observer who took interest in every facet of life. Once something
came within the focus of his atwntion he not only continued
to scan that area continually and methodically but also started
reading and acquiring knowledge about it.

Let me cite an instance. In the late seventies when he had
ceased to be a cabinet minister but was continuing to be a
member of the Parliament he was made a member of the Parlia- .
mentary sub-committee which dealt with the mental health bill,
that had been introduced into the Rajya Sabha. At the initial
stage Mr. Paipointed out that though he was somewhat familiar
with the area of mental retardation because of his wife
Vasanthiji's obsessive involvement in the area, he knew com-
paratively less about mental health and illness and was even
more limited in his information about legislation concerning
mental illness. I had the privilege of giving him the first
brief in this area which happens to be one in which I am
professionally involved for nearly two decades and a half. Mr.
Pai was happy at a fairly long discussion we had. I presumed
that the interaction was what he was looking for to partici-
pate in the meetings of the committee to which he had been
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appointed. Approximately 6 months later I chanced to meet
Mr. Pai in the departure lounge of the Delhi airport. He was
going to Bangalore and so was I. At once he expressed a desire
that I sit along with him during the flight so that he could
clear some of his ideas about mental health legislation. What I
heard for the next 3 hours was an eye opener. Mr. Pai not only
understood the mental health legislation in India in its histori-
cal perspective but had also made a comparative study of this
area as it existed in several countries of the world. Within a
period of 6 months, I who introduced him to this area felt more
or less dominated by the immense amount of specialised know-
ledge he had acquired in the intervening period on the said
issue. Without getting into the usual pitfall of hero worship I
would not hesitate to say that he was so up-to-date in his
knowledge that he could have easily lead a full fledged academic
discussion on mental health legislation with anyone of the profes-
sors of Forensic psychiatry who came to him. A concrete situa-
tional reality had made him crystalise his views within a short
period of 6 months. Political changes that occured soon there-
after deprived him of the opportunity to contribute to the en-
actment of a humane mental health act which he had visualised
a loss the area of mental health in this country had to suffer
which it could hardly afford to. In the area of human resource
administration his perceptions were deep and thought provok-
ing, though he did not crystalise them the way he did it in
the area of mental health legislation. However, losing sight of
them would be a calamity like the one that occured to the
mental health act.

Mr. Pai always felt in any organisation or institution the
man who is working on the job -his work commitment, involve-
ment, and ethos - is more important than the buildings and equip-
ment possessed by the organisation. He firmly believed that it
is the morale and work commitment of the worker that always
contributed to the better quantity and quality of output. Once
when the union budget with a huge deficit was presented, Mr.
Pai who was no longer in the parliament was in an introspective
mood. He pointed out that if the investments made in our public
sector undertakings gave a very nominal return of five to eight
percent. the budget deficit would have been wiped out. His basic
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perplexity was in the difference in the functioning of the public
and the private sector undertakings. He pointed out that the
private sector undertakings always managed to achieve better
productivity and profits than the public sector undertakings. This
he attributed in the main to the better man management and
the involvement of people in what they did.

Despite the fact that many private sector undertakings have
been' criticised as bastions .of traditional, conservative and .un-
scientific means of man management Mr. Pai had a firm belief
that inspiteof these shortcomings in the private sector under-
takings, the management was characterised by a greater concern
for those who worked for them. Further, it was the type and
style of management which was socioculturally relevant to
those who have been born, brought up and lived in the Indian
set up. He had nothing against the principles of modem man~ge-
nient. In fact he always looked forward to pick and choose the
best from any set up anywhere in the' world. However, he found
it very difficult to go with the principles of man management
the way it has been uncritically imported from the American
setting. Whenever he talked about the Institutes of management
in this country,and he was a chairman of one of these, he felt'
concerned that the worthies that be in these Institutes should
be so very dependent on the ideas and thinking that is more
relevant to the American than. the Indian-society., Several times
he posed the question whether the ,principles that have been
laid down and methods that are advocated in the American
setting are of relevance at all in the Indian society,as a rural
agrarian society characterised by principles of joint living based
on cooperation and primary group relationships, from the
Western urbanised society characterised by nuclear living wherein
individual striving, competition and achievement orientation
are the cardinal and valued goals. He was emphatic that the
In<;lian society and the people of this country' are to be under-
stood in a different perspective, as India has a unique religious
tradition of its own. Most of the human values have their roots
in thereJigion to which the society adheres to. To him any enter-
prise could not and should- not be separated from the sociocul-
tural realities of the set up along with the values held by
the people in the said society. Many a times he pointed out
that unscientific man management as supposed to be practiced in
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our traditional private sector undertakings is a handicap but an
unimaginative, imported and transplanted "modern" management
system from the west without any concern or insight of our
sociocultural realities is a catastrophy.

Not only did Mr. Pai stress the importance of sociocultural
realities but he was particula~ that one must keep in focus
the predominentIy rural character of the Indian society. His
interest in rural development is weIlknown. He had a similar
conviction that in the area of management the needs of the rural
society, and the people who belong to and come from that
society have to be kept in focus. Between 1977 and 79, Mr. Pai
was nominated as the Chairman of the Review Committee of the
All India Institute of Medical Sciences. Within a short time he
understood the problems that are to be faced by premier Insti-
tute of medical education and research. During this period' when
he came across the often repeated statement that doctors must
make it a point to go to rural areas and work there, he came
out with an open question whether with the type of medical
education that we offer in this country can we prepare doctors
who understand the health problems in rural India and/or who
are equipped to go to the rural areas and work there. He was
very proud of the experience of his and that of the S)'l'ldicate
Bank in rural bank branches and the Pigmy deposit scheme and
repeatedly quoted these experiences to point 01lt how the focus
of attention is to be shifted if some of t~ programmes like
Primary Health Care etc. are to be a success. He had absolutely
no hesitation in pointing out that to develop a cadre of
efficient. empathic. resourcefut and capable officers it is neces-
sary to prepare them for their future role from the time of
their training- period itself. He believed it to' be so even while
one is bui1'ding a cadre in the area of human resouree adminis-
tration.

- - - ---- -~ -------
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In Mr. Pai one finds a gifted executive who was an asture
observer and a methodical and dedicated pursuer of knowledge.
He had deep faith in human beings and always emphasi~ed
tha t the potential within each individual and the hU)Jlan
resource potential collectively is to be tapped to the maximum
extent possible without causing distress to the iQdividual for
attaining maximum achievement and prodt,!ctivity.
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To-day, I would like to place before you some of the

cardinal issues in the area of work-stress.No doubt, that in

the area of Human resource administration there are other

areas which are more pervasive.My preferencefor a circums-

cribed specialised area is partly because of my own background

and interest but more so because of the growing importance of

the area. In our obsession with the twenty -first century

technology let us not neglect the importance of t~ human

resourceswhich can be subjected to unimaginable stress.If we

fail to do it, it will be the tyranny of the modem time for
productivity was attained even on slave labour wherein respect,
dignity and concern for the individual was lost sight of. We
would be repeating the sin against humanity through at a
different phase of history and with a different name and
pattern.

The Concept of Stress

I
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The word "Stress", was first used in the seventeenth
century to mean hardship, adversity or affliction. However, by
the late eighteenth century its use evolved to denote force,
pressure or strong effort, with reference to pri'marily to a person
or to a person's organs or mental' powers.

j

I

j
I

,

The idea that stress not only contributes to short term
discomfort, as implicit in the above definition, but it can also
contribute to long term ill-health can be found in the thought
of earlytwentiethcentury.In 1910,Sir William Osler noted
that angina pectoris was quite common among the Jewish
members of the business community and he attributed
this, in part, to their hectic speed of life: "having
an intense life, absorbed in his work, devoted to his pl'easures,
passionately devoted to hi's home, the nervous energy of the
Jew is taxed to the uttermost, and his system is subjected to
that stress and strain which seems to be basic factor in so

many cases of angina pectoris" (Osler, 1910). The reason why
the observations like that of Osler haVe to be noted with

respect are because they have been tlte source mm which
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later theories about stress were built and tested. Unfortunately,
the habit of respecting the observations of astute observers has
not been very common in the Indian set up and hence
probably an inability to develop socioculturaI'ly meaningful
indigenous theories and plans of action. This situation forces
one to accept concepts and theories which are irrelevent and
then go in for meaningless and ritualistic policy planning and
action.

Hans Selye(1956) was one of the first- to try to explain
the process of stress" related ilJness with his "general adapta"
tion syndrome" theory. In it he described three stages an
individual encounters in stressful situations:

1. The alarm reaction in which an initial shock phase
of lowered resistance is followed by countershock
during which the individual's defence mechanisms
become active.

Resistance, the stage of maximum adaptation and,
hopefu!ly, successful return to equilibrium.
If, the stressor continues or the defence does not
work, he will move on to the third stage.

E~anstion; when adaptive mechanisms collapse.

2.

3.

Since Selye first postulated the concept of environmental
stressor and bodily reaction, a great deal of empirical research
work has been undertaken in the field of life stress and more
recently, in the area of occupational or work stress. From the
growing research literature exploring work stress, it is felt that
available evidence can be organised into the simplistic model
shown in figure 1. Research indicates that depending on the
particular job and the organisation, one or some combination
of the sources of stress in this model, together with certain
personality traits, may be predictive of a variety of stress
manifestations which either be at the level of the individual
or the organisation.

I would like to draw your attention to figure 1. Stressors
from the various areas making their impact on the individual
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lead to, if the individuai's coping fails, not only to symptoms
in the individual but also to organisational symptoms. For the
purposes of simplification the figure does not show an possible
interactions. I need hardly add that individual symptoms like
raised blood pressure or excessive drinking may lead to organi-
sational symptoms like a,bsenteeism. On the other hand difficult
industrial relations, absenteeism or loss in the organisation may
lead to head aches and depression in the executives. In other
words, the interaction among these factors is highly complex
and interdependent. A change in one brings about changes in
the others.

Sources of St:res...

Six major sources of occupational stress deserve our
attention. They refer to:

I. Factors intrinsic to the job;
2. Role in the Organisation;
3. Career development;
4. Relationships at work;
5. Organisational structure and climate; and
6. Home: work interface.

'Factors intrinsic to the job: There are identified sources
of s~ress intrinsic to the job across a ariety of occupations.
They include:

I. Poor physical working conditions
2. Shift work
3. Work overload
? Physical danger
6. Person -Environment (P-E) 6t and job satisfaction.

In view of the fact that at present no data is available
from the Indian set up, I would like to cite and illustrate the
cardinal aspects on the basis of Western literatures and
research evidence. The {ask before us is to avoid the trap of
blindly accepting them in toto. What is required is to see:

I. Whether they are meaningful in the Indian set up or
some of them are of no consequence- to us.
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SOURCES OF
STRESS

1. INTRINSIC TO

THE JOB

2. ROLE IN THE
ORGANISATION

3. RELATIONSHIPS
AT WORK

4. CAREER
DEVELOPMENT

FIGURE 1

SYMPTOMS OF STRESS
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r. INDIVIDUAL SYMPTOMS

RAISED BLOOD
PRESSURE

CHEST PAINS/
HEAD ACHE

IRRITABILITY

DEPRESSED MOOD

EXCESS SMOKING/
DRINKING

DISEASE/MALADY

CORONARY HEART DISEASE

PSYCHOSOMATIC PROBLEMS

MENTAL ILLNESS

U II. ORGANISATIONAL
SYMPTOMS
HIGH ABSENTEEISM PROLONGED STRIKE
HIGH LABOUR TURNOVER
INDUSTRIAL-RELATIONS FREQUENT & SEVERE
DIFFICULTIES ACCIDENTS
POOR QUALITY
CONTROL

5. ORGANISATIONAL
STRUCTURE &
DEVELOPMENT

6. HOME: WORK
INTERFACE
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2. Whether there are any other source of work stress
which may not be of importance in the West but are
unique to our set up.

~

3. When some of the factors are common in both the
settings:
Whether quaHtatively their nature and impact is same
as in the West or tends to vary.

Poor physical conditions are found to enhance stress at
work. This is trU'e whether the set up is a simple Beedi
factory or a highly sophisticated and complex nuclear power
plant. In a study carried out by Kelly and Cooper (1981)
associated with casting in a steel manufacturing plant they
found poor physical conditions to be a major stressor. In th~
main they were physical aspects of noise, fumes and to a
lesser extent heat plus the social and psychological conse-
quences of isol'ation and ititerpersonal tension. A further
possible source of stress was seen to be in ,the lack of job
satisfaction particularly arising from the stressors above, and
partially endemic to the nature of liquid steel, in a continuous
process lasting a little o~r an hour. For seventy five percent
of this time cycle the casters were exposed to, and by the
nature of their task, unable to move away from very high
levels of noise - as high as 100 dB -and periodic and unpleasant
air pollution caused by the other workers and machines in
their proximity. These conditions necessitate the "\\,earing a ear
protection, in the form of ear muffs or cottonwool swabs which
effectively, in plant conditions, isolate the wearer from those
around him.

Physical working conditions are grossly neglected in the
Indian set up. Thie logic used is that any inv(;stment made in
improving them may not be worth the effort. One wonders
whether this is a case of being penny wise and pound foolish.
It seems worthwhile to empirically see whether the investment
made to improve the physical working conditions does le~d to
higher level of efficiency and greater amount of productivity
leading to better returns which would justify the inputs.

10
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Numerous occupational studies have found that shift work
is a commOn occupational stressor affecting neurophysiological
rhythms, such as metabolic rates, blood sugar levels, mental'
efficiency and work motivation, which may ultimately result in
strcss -related disease (Selye 1976). A study by Cobb and Rose
(1973) on air -traffic controllers -one of the most strenuous

occupations -found four times the prevalence of hypertension
and more mHd diabetes and peptic ulcers among subjects than
in their control group of second class airmen. Although
several factors were identified in this study as instrumental
in the causation of these stress -related maladies, a major
work. stressor isolated was shift work. Selye (1976) suggested
that shift -work becomes. physically less stressfull as individuals
can and often do habituate to the condition. Even so, being
"excluded from society" is a common complaint among shift
workers.

Shift system is of high concern to those of us in the
developing countries. To maximise the utilisation of limited
resources as also to "increase" production we do seek recourse
to shift work. We do it in educational establishments too. If
this increased utilisation has to be counter balanced by
human suffering then the whole concept would need a review.

French and Caplan (1972) see work overload as being either
quantitative -having too much to do -or as qualitative wherein
the difficulty level is too much. Certain behavioural malfunc-
tions have been associated with job overload (Cooper and
Marshall (1976). The French and Caplan (1972) study demons-
trated a relationship with quantitative overload and cigarette
smoking which is an important contributory factor in relation
to coronary heart disease. More important is the finding of
Margolis et aI' (1974) who in a sample of 1500 employees,
found that job overload was related to lower!ed self -esteem,
low work -motivation and high escapist drinking.

Studying stress among British police personnel, Cooper
et al (1982) found that work overload was common and a
major stressor among lower ranks. Many of them who showed
overt signs of depression, complained about heavy work load,
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long hours of work, as well as increased paper work, lack of
resources, a number of bureaucratic and outside obstacles and
a failure of the courts to prosecute oflJenders. In the Indian
set up this seems to be true not only with regard to the police
but several other work situations.

Closely related to the above is the job underload which
is associated with repetitive, routine, boring and understimu-
lating work environments. Cox (1980) demonstrated that this
is linked to ill-health. In certain jobs like police and army
patrolling, periods of boredom have to be accepted along with
the possibility that one's duties may be disrupted due to emer-
gency situations (Davidson 1980).

There are certain occupations which ,have been isolated as
high risk in terms of danger - police, soldiers, mine workers,
firemen etc. The knowledge of the possible risk involved creates
high stress but this is relieved if the employee feels adequately
trained and equipped to cope with emergency situations.

One high risk occupation is that of bomb disposal officers.
9 specific socio - behavioural characteristics were found to
differenciate the successful from the unsuccessful among them.
The successful officers had low level affiliation and affection
motivation, difficulty in forming and maintaining close personal
relationships, a tendency to be a non-conformist and relying
less on conventional values and judgements. They seemed to
be social isolates who preferred to work on their own and
with "things" rather than with people. The lack of concern
with social relationships and the potential to maintain "personal
distance" seem to lessen the inevitable tensions that arise as

colleagues are killed, maimed and injured in the course of the
bomb disposal! work.

Finally, a measure of job satisfaction and related vari-
ables which needs attention is the measure known as the

Person -Environment fit (Caplan 1983). It can be defined as an
interaction between an individual's psycho-social characteristics
and objective environmental work conditions. The approach
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calculates the discrepancy between what an individua1 perceives
and derives from the work environment. Consequently a score
of P -E fit can be obtained by subtracting the amount/degree
of a job factor preferred by a person from the actual amount
in that same person's job environment. The "misfit" has stress
and this can result in problems like anxiety, depression, job
dissatisfaction and physiological maladies.

1 am tempted to quote here an incident Mr. Kamath cites
in his biography of Mr. .Pai (page 30). Mr. Kamath quotes one
Mr. Kini who had gone. to Mr. Upendra Pai with the son of
a school teacher for getting him a sum of Rs. 4/. for the
purpose of buying some .books. The boy had failed in the
matriculation examination and had no academic record worth
noting. Mr. Upendra Pai seemed to have brusquely refused
to give the money. Later in the evening he seemed to have
sent word that if the boy was -wilIing to go to Baroda: for a
ten months' gymnasium course he was willing to pay the fees
for the entire course at the rate of Rs. 40/- per month. a total
of Rs. 400/- !! That is the P - E theory being put into practice.

Role in the organisation

A person's role at work was at one time considered as
the main source of occupational stress. This induded role
ambiguity (Lack of clarity about one's job); role conflict
(Conflicting job demands) and responsibility for people. Cooper
and Marshall (1976) concluded that less physical occup~tions,
such as managerial, clerical and professional are more prone
to occupational stress related to role conflict. Kasl (1973)
concluded that role conflict & role ambiguity show a strong
correlation with components of job satisfaction.

The problems- that role conflict can generate we~e amply
demonstrated by Cooper et al (1978) in their study of dentists.
Those who considered themselves as an "inflictor of pain"
rather than as a "healer" had abnormally high diastolic blood
pressure. This is probably an indicator as to how essential it
is to clarify their role to people while they are under training.
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One hears a "lot of talk" in India about. "role -based"

stress. When .Kahn et al (1964) originally proposed the concepts
of role ambiguity and conflict, industrial society was enjoying
economic growth. In the west itself one questions whether
these concepts are valid when recession sets in for, as Levi
and Anderson (1975) point out, under conditions of recession
major concerns occur due to threat of redundancy and obsoles-
cence due to changing tech!lology. In other words there are
strong views in the West that what is considered as role stress
tends to change qualitatively depending on the broader environ-
mental changes. Highly competitive markets may also have
their impact. Thus, fear of mistakes, relationship with the
organisation, performance of superiors or even competition
within organisation for individual survival, may become high
pressure points.

It is to be accepted that for some people, a reduction in
"job clarity" (role ambiguity) may mean an increase in auto-
nomy and freedom while for others it may represent a. taxing
burden of ambiguity. Here. a search for clarity and resultant
dependence or an acceptance of autonomy based on lack of
role clarity are likely to be the outcome traits of early up-
bringing. sociocultural background and the personality of the
individual. Mr. Pai often used to muse that in the very same
situation one may perceive an unsurmountable problem while
another takes it as the opportunity and chal1enge of a life
time.

A study of managers by Cooper and Melhuish (1980)
showed that "relationship with the organisation"; "job insecu-
rity", and "poor organisational climate" were the stressors
that predicted lower performance among executives. They did
not find "role stress" to be important. On the other hand
"poor organisational relations" was no longer found to be the
preserve of blue-collar worker. A recent study by Alban-
Metcalfe and Nicholson (1984) showed that among British
managers "challenge", "creative. work" and "good quality
management" were valued as highly important, whereas
"clearly specified work roles" were considered as relatively
unimportant.
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What I want to plate before you is the fact that with
the passing of the time and the changes that have occured.
"role stress" has acquired a different meaning. The importance
of its impact is questioned in the very setting where the
concept was first evolved and was found to be of great
importance. That is why I pointed out that a great deal of
talk continues in the Indian setting about role stress. We seem
to stick to the imported concepts more than those who
evolved them. This is probably the place to reiterate that we
have to view management and evolve relevant principles and
practices on the basis of local needs. A point. as I putforth
in the very begining. Mr. Pai tried to drive home to all
concerned.

The degree of responsibility for people's life and safety
appears to be a potentially significant occupational stressor.
Grump (1930) and Kroes (1976) have demonstrated it among
air -traffic controllers and the police respectively.

Career Development

Sources of work stress are not only contingent on wider
societal change. but also subject to change within the
individual's career stage and development. Career development
research has identified at least three distinctive career stages
of establshment; advancement and maintenance (Hall. 1976).

The estabHshment stage refers to the early years of the
career when a young employee is looking for 'safety'. 'recog-
nition' and 'establishing oneself'. By the end of the fifth year,
the need for safety declines significantly and the employee goes
into the phase of advancement where one is concerned more
with 'moving up' than with 'fitting in' as was the case in the
initial stage. Once established there follows a levelling off
maintainance when one often adopts a guidance rol'e for new
organisational entrants (Hall 1976).

It is important to accept that different career stages may
emphasise different needs and different stressors. Even at the
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risk of being repetitive, I would like to reiterate that there
is a need to study the needs and perceived stressors of executives
and workers who are in different phases of career development
in this country. Importing American research findings and
theories would be our undoing as these irreleyant findings may
do more harm than good to our human resource administra-
tion.

As early as 1964, Hall and Nougain found that experiences
of the establishment stage affected an employees future
attitudes, expedations and performance. This is a
phase when one is particulady concerned with 'security' and
'relationships' particularly with the superiors. It is the phase
of 'reality shock' as the employee moves through a socialisation

. process by learning and acquiring the values and orientations
of th"e organisation. During the phase of advancement naturally
'promotion' and 'future plans' would dominate. Stable positive
relationships from support agencies -peers and subordinates-
have also been identified as crucial. Recent research has shown

that work: family interface is an area to be protected at this
phase as it is a potential stressor. As Cooper and Davidson
(1982) indicate preoccupation with the job during advancement
years is likely to have disruptive effect on family life.

It would be wrong to presume that because of the guidance
role many do take up during the maintenance phase the con-
cerned individuals are a satisfied group fupctioning at a high
level of efficiency. Career frustrations, fears of obsolescence and
negative organisational attitudes are known ,~Opreoccupy people
at this stage. The impact of underpromotion, over promotion,
status incongruance, thwarted ambition all make their presence
felt. Most do manage to keep all these as well contained secrets.
At what cost, is the question that should concern us.

Erikson et al (1972) were one of the earliest to demon-
strate in their large navy sample that s:atus congruency or the
degree to which there is job advancement is positively related
to military effectiveness and negatively related to the incidence
of psychiatric illness.

16"



One of the important areas in which Mr. Pai was deeply
involved was in the employment of women. Internationally it is
seen. that career development blockages are most notable among
women. Cooper and Davidson (1982) in a study of 700 female
managers at all levels of organisational hierarchy and from seve-
ral companies found that women suffered more than men on a
range of organisational stressors but the most damaging to their
job satisfaction and health were the ones associated with career
development. Inadequate training, more favoured professional
treatment to male colleagues, lack of delegation of powers and sex
discrimination in promotion were named. Is it not high time
that we in India came to know our women employees and exe-
cutives better as more and more women join the employm;nt
market and contribute to national productivity? Nothing can be
more unscientific than to presume tha~ working Indian women
have the same needs and perceive the same stressors as their
American and/or British counterparts do.

The employment of women should not be viewed only as a
boon. Many psychologists claim that dual-career family develop-
ment'is the primary culprit of the very large increase in the
divorce rate over the last decade in the United States and COW1-

tries in Western Europe (Cooper & Davidson 1982). The prob-
lems women'.s employment creates for the male worker are
enromous. For example, male managers are expected, as part of
their job, to be readily available for job transfers. To a large
extent a manager's promotional prospects depend on his availabi.
lity and willingness to accept promotional moves. Male managers
have accepted promotional moves in the past without much of
family discussion. They were available for rapid deployment.
Gradually these issues have started creating maioI' obstacles for
both bread winners in the family. We are already seeing this
happen throughout the country in the Banking sector. Tran,;-
fers-in fact anticipated transfers-are a major source of stress to
many employees. In the earlier days the banks -with their
'unscientific indegenous methods' of management -empathised
with the few cases of this nature tha't came to it's notice. With

the eonrmous expansion that has occured since the last decade
and a half and btireacuracy being all pervasive very few facili-
ties are available to help either of the dual-career members of the
family unit.
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TheWork-Famuy Relationship
The relationship between work and family is usually viewed

in terms of the family as the 'social support' team. As Paht and
Pahl (1982) suggest in their book 'Managers and Their Wives',
most male managers under normal circumstances find home a.
refuge from the competitive and demanding environment of
work, a place where they can find support and comfort. Gowler
and Legge (1975) have stressed the importance of the managerial
spouce, coining the term 'hidden contract'. Handy (1975) endor-
ses this view, suggesting the necessity of the family to career
success..

Three general hypotheses have been proposed to explain the
work - family relationship:

1. Spillover, where the events of one environment affect the
other.

2. Compensation, where the individual attempts to compen-
sate in one environment for what is lacking in the other,
and

3. Where the two environments are said to be independent.

All tbe three seem to be meaningful in different situations.
However, as Evans and Bartolome (1980) found the largest pro-
portion of their sample described their own circumstances as one
of unindirectional spillover from the work to the home environ-
ment. As the British Institute of Management (1974) survey en-
titled "The Management Threshold" illustrated, at the very best
of times young managers, for example, face the inevitable con-
flict between organisational and family demands dl,1ring the
early build up to their careers. The young executives fear of job
Joss, blocked ambition, work overload etc. have an impact on
the family.-During a crisis period the problems increase in geo-
metrical proportions as the executives strive to cope with their
basic economic and security needs. The tensions executives bring
with them into their fami1y do ..affect the wife and the home
environment in a way that may not meet their "sanctuary" ex-
pectations. Spillover into family life seems to occur mainly from
negative work feelings.
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With the above background information one cannot escape
facing some of the pertinent questions in the Indian set up.
First, is there a relationship between career stage and the work:
Family relationship? Second, How do Indian women -gainfuBy
employed as well as the full time housewife -perceive the work-
home interface? and thirdly how does the joint family set-up - or

. whatever is left of joint family philosophy -play its part in the
Indian set up?

Social Support

Research has shown that social support from superiors, col-
leagues and family can reduce both perceived stress and psycho-
10gical strains. According to Payne (1980) relationships at work -
support from one's colleagues, boss and subordinates -have a
direct bearings on work stress. Caplan (1975) found that strong
social support from peers relieved. job Strain and also served to
control the effect of job stress on cortisone, blood pressure and
glucose and the number of cigarettes smoked. French et al
(1972) showed that for air-traffic controllers, greater help and
social support was provided by friends and colleagues than by
supervisors. Generally it has been seen that support from col-
leagues produces the most consistent relationships- more consis-
tent than the one prod4~ed by family support. Probably herein
lies the answer as to why in most of the establishments the trade
unions and associ~tions have a greater control over the emplo-
yees than the welfare departments. In the former friends and
peers are active while in the latter it is the organisational
hierarchy:

Cooper and Melhuish (1980) in a study of 196 very senior
male executives found that the executives' relationships at work
were central to their increased risk of high blood pressure. They
were particularly vulnerable to the stress of poor relationships
\vith subordinates and colleagues, lack of personal support at
home and work and to the conflicts between their own values

- and those of the organisation.

There is no unanimity as to the mechanism of support. Some
authors argue that support plays only an additive role in counter-
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balancing the stressful situation while others suggest an intera-
ctive role, such that support can mitigate or buffer the impact of
stress.

Indian Concept

In the beginning I spoke about Selye's conceptualisation of
stress. I would like to conclude by pointing out that even in con-
ccptua:ising and defining stress we do not have to seek western
thinking. Ancient Indian. thought is rich in systematic theoretical
postulations about stress.

Rao (1983) deals with the concept of stress in Indian
thought. Tracing it back to the samkhya and yoga systems, he
points out that there are two sanskrit words 'Klesa' and 'Oukha'
which approximate stress. The word Klesa comes from the root
Khis which means to 'torment', 'cause pain' or 'to afflict'. The
Klesas are not mental processes but are a set of 'hindering load'
on our mental process. They produce agitations which act as
restrictions or hindrances.

The samkhya - yoga explains that the fundamental non-
cognition which leads to phenomenological stress is avidya.
This avidya leads to asmita (self-appraisal), raga (object ap-
praisal), dvesha (threat appraisal) and abhinivesa (coping orien-
tation). These three appraisals namely, those concerning the self,
object and the threat are used for reality testing. Faulty evalua-
tions in either or all of these can cause stress and torment. The
samkhya system postulates that the feeling of dukh or stress is
experienced by the individual in the course of his interaction
with the world around him. There are three types of stresses
which samkhya speaks of: personal (adhyatmik) situational (adhi-
bhoutik) and environmental (adhidaivik). The personal stresses
can again be of two types, namely, physiological and psychologi-
cal (or mental). The physiological stresses are born out of
imbalances between the three fundamental physiologic consti-
tuents, namely vata, pitta and kaph. The psychological stresses -
are caused by emotional states of lust, hatred, greed, fear, jealousy
and depression. The situational stresses are usually caused by
'unwholesome interpersonal transactions' which might include

- - ~.-
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conflicts, competitiveness, aggression etc. The third type of
stresses namely the environmental stresses are occasioned by
natural calamities.

The abhinivesa indicates the commencement of coping by
arranging the behaviours in a proper response sequence. Looking
back at the concepts of asmita, raga and dvesha we find that
they clearly indicate the 'increasing relevance of transactional
cognitive processes to life-situations' and also the increasing role
of 'energy-dynamics'. When we look at self-appraisal we find
that the situation is purely congnitive, looking at object-appraisal
we find that intentionality is mainly cognitive with less energy
mobilisation. However, in threat appraisal the condition of alarm
is characterised by cognitive processes combining energy mobili-
sation. It also involves emotions and other organic changes. The

- abhinivesa is supposedly non-specific just as the fundamental
klesa, the avidya is non-specific. The term avidya which literally
means non-cognition is opposite of correct self appraisal and the
encounters between the self and the object. The klesa as stresses
has been defined to operate at four different modes. The first
is prosupta or dormant. Given the right type of conditions any
mental pro£ess can become a stressor. The analogy is given of a
seed which can flower into a tree provided the facilitating con-
ditions are present. The second is tonu or tenuous denoting
comparatively weak stressors which are held in check by more
powerful stressors. They are present but without sufficient inten-
sity and urgency. The third stressors are vichchinna or inter-
cepted; these lack continuity due to conflict with competing res-
ponses. Their demand character is high but they alternate
between the levels of high operation to 'dormant'. Naturally.
they surrender their stressor value when in dormant stage. The
fourth mode is udera or operative stressors. These are potent
stress responses which have found full expression in clearly
observable behavioural modes. They have overcome the weak-
ness of the first three modes. The above given model proposed
in the 'yoga-sutra' is a comprehensive one incorporating cogni-
tive structuring, affective or emotional stages and adaptive reac-
tions. It also presents the concept of 'Kriya-Yoga' which is aimed
at reducing the 'number and intensity of stressors' and to faci-
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l.tate related conservation of mental energy devoid of tension
which is designated as simadhi-bhavana.

In the Indian thought, it is now apparent, that due atten-
tion has been paid to the problem of stress. The system is
acalytica\ and helps an individual understand his own stresses
and specially the roots of these stresses. Probably this paradigm
is more meaningful for the study of stress in India.

I

i

,
I
I

I

[ have gone over the cardinal stressors due to which work
s~lress is experienced by employees at different levels of the
organisatiol1al hirerarchy and who are passing through different
phases of career development. These range from poor physical
conditions under which the job is to be carried out; the
experienced role stress, to the work; home interface. Work
stress is not restricted to any single occupationat group. It is'
experienced, as we saw by steel workers; policemen; defence
personnel; dentists; traffic controllers; mine workers and so on-
in other words by those working in every occupational setting.
The influence of socio - cultural factors on work stress becomes
evident when we find aspects like social supports do exert an
influence in mitigating work stress. If there is a work: family
interface these cannot but be influenced by the sociocultural
factors because the family is basically a social institution with
its unique structural and functional characteristics in each
society. It is thus clear that when we think in terms of work
stress we have to keep in focus the sociocultural realities. In
a setting like that of our country where the population comes
mainly from the rural areas we have to consider the whole issue
with special concern to the rural population. Though many
might not have come across it, ancient Indian thought has rich
contributions to make in understanding stress and stress
management.

I
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I
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There is hardly any doubt that for better productivity and
also to get the maximum work contribution from an individual
without his experiencing much distress we have to understand I
this area better. Unfortunately in our country work in this I
area is more or less non-existent which has made one rely on

- J
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concepts borrowed from outside which cannot be accepted as
relevant and utilitarian. A begining is to be made. It would
be in the fitness of things that the Institute of Management
which bears the name of Mr. T. A. Pai shows a lead in this
area. That would indeed be a fitting tribute to the man who
was a born and gifted human resource administrator.

23



I

I

I

- ---- ~- ---- -- --- -- ---

REFERENCES-
I
I

I
I
I

I
I

Alban-Metcalfe, B., and Nicholson, N. (1984)
The Career Development of British Male and Female Managers.
London: British Institute of Management.

Baettie, R.T:, Darlington, T.G., & Cripps, M. (1974)
The Management Threshold.
British Institute of Management, Paper OPN II

Caplan, RD. (1972)
Organisational stress and individual strain: A social psychological study
of risk factors in coronory heart disease among administrators, engineers
and scientists.
Dissretation Abstract International, 32, 6706B - 6707 B.

I

I

I
I

jCaplan, R.D. (1983)
Person-Environment fit: Past, present and future.
In Cooper, C.L. (Ed) Stress Research: Issues for the Eighties.
New York, Wiley.

Caplan, R.D., Cobb, S., French, J.R.P. Or)., Van Hadson, Rand
Pinneau ,S.R. Or). (1975)
Job Demands and Worker Health.
Washington; NISH; US Govt. Printing office.

Cobb, S. and Rox, R.H. (1973)
Hypertension, peptic ulcer and diabetes in air traffic controllers.
J. Aust. Med Assoc, 224,489.

Cooper, C.L. (1982) "-
Personality characteristics of successful bomb disposal officers.
J. Occup Med. 24,653.

Cooper, C.L., and Davidson, M.T. (1982)
High Pressure: Working Lives of Women Managers.
Fontana Paper Back. j

I

,

,

Cooper, C.L., Davidson, M.J. and Robinson, P. (1982)
Stress in the Police Service.
J. Occup Med. 24,30.

Cooper, C.L., Mallinger, M., and Kahn, R. (1978).
Identifying sources of occupational stress among dentists.
J. Occup Psycho!, 51,227.

24



Cooper, C.L. and Marshall, J. (1976).
Occupational sources 'of stress.
A review of literature relating to coronoryheart disease and mental, ill;
J. Occup Psychol, 49, 11.

Cooper, C.L. ,and Melhuish, A. (1980),
Occupational stress and managers.
J. Occup Med. 22,588.

Cox, I. (1980).
Repetitive work. In Cooper C.L. and Payne, R. (Eds)
Current Concerns in Occupational Stress.
New York. John Wiley.

Crump, J.H., Cooper, C.L., and Smith, J.M. (1980)
Investigating Occupational Stres-s:
A methodological approach.
J. Occup Behav, 1, 191.

Davidson, M.J., and Veno, A. (1980).
Stress and the Policeman. In Cooper, C.L. and Marshall, J. (Eds)
White Collar and Professional Stress.
London. John Wiley.

Erikson, J.M., Pugh, W.M., and Gunderson, K.E. (1972)
Status congruency as a prediction. of job satisfaction and life stress.
J. Appl Psychol, 56,523.

Evans, P., and Bartolome, F. (1984)
The changing picture of relationship between career and family.
J. of Occupational Behaviour,S, 9.

French, J., and Caplan, R. (1972).
Organisational stress and individual strain.
In Marrow, A.). (Ed.), The Failure Of Success.
NY Amacon.

Gowler, D., and Legge, K. (1975).
Stress and external relationships: The hidden contract.
In Gowler, D.and Legge, K.(Eds.L Managerial Stress.
Aldershot, Hants: Gowler Publishing.

Hall, D .T. (1976).
Careers in Organisations.
NY. Good year.

"25



I

r

I

I.

,

I

I

-- - --- --

Hall, O. T., and Nougain, K. (1964).
An examination of Maslow's Need Hierarchy in an organisational settIng.
Oragnisational Behaviour and Human Performance, 3, 12.

Handy ,C. (1975).
Difficulties of Combining family and career.
The Times: London. 22nd September. p 16 (cited by Cooper, C.L.).

Kahn, R.L., Wolfe, O.M., Quinn, R.P, Snock, J.D.,
and Rosenthal, R.A. (1964).
Organisational Stress.
NY Wiley.

Kamath, M. V. (1983).
The Innovative Baner: TA Pai -His life and times.
Manipal, TA Pai Memorial Committee..

Kasl, S. V. (1973).
Mental Health and work environment. An examination of the evidence.
J. Occup. Med. 24, 653.

Kelly, M., and Cooper, C. L. (1981).
Stress among blue collar workers.
Employee Relations. 3,6.

Kroes, W. H. (1976).
Society's Victim: The Policeman. An analysis of job.
stress in policing.
NY. Charles. C. Thomas.

Levi, L., and Anderson, L. (1975).
Psychosocial Stress: Population, Environment and Quality of Life.
NY. Wiley.

Margolis, B.L., Kores, W.H., and Quinn, R.P. (1974)
Job stess: an unlisted occupational hazard.
J. Occup. Med. 16, 654.

Osler, W. (1910).
The Lumleian lecture on angina pectoris.
The Lancet: 696.700., 839-844., 947.977.

Pahl, J.M., and Pahl, R.E. (1981).
Managers and Their Wives.
London, Allen Lane.

26

-- --- -~--- - ----



Payne, R. (1980).
Oragnisational stress and Social support.
In Cooper, C.L., and Payne, R. (Eds.) Current
in Occupational Stress.
NY. John Wiley.

Concerns

Rao, S.K.R. (1983).
The conception of stress .in Indian thought.
NIMHANS Journal, 1,115.

Selye, H. (1946).
The general adaptation syndrome and the disease of adaptation.
1. Clinical Endocrinology, 6,117.

Selye, H .(1976).
Stress in Health and Disease.
London, Butter worth.

27


