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ABSTRACT
Purpose-
Workincapacityandworkabsencearerapidlygrowingandleadtohighcostsforhealthsystemsbutals
ofororganisations,thereforemanagementstrategiesandmethodsmustbecriticallyprovedandchan
ged.
Aims(s)—
Theaimofthisarticleistorevealpossiblestrategiesformanagersandleaderswhichareappropriatetol
owerworkincapacityandworkabsence.
Design/methodology/approach — To achieve the aspired aim, the theoretical literature is
analysedand connect-ed with a literature review focusing on prevention of work incapacity and

work absence.Findings—
Preventionprograms,communicationandanadequateworkingculturecanlowerworkincapacitya
ndworkabsence.

Limitationsofthestudy—
Becauseofthesmallstudysizethisstudyisonlyconsideredasabaseforfurtherresearch.
Practicalimplications—
ManagersandLeadershavethepowertolowerworkincapacityandworkabsence,buttheymustchan
getheirbehavioursandmethods.

Originality/value—Strategiesagainstgrowingtrends

KEY WORDS management, leadership, work incapacity, work absence, cost reduction

INTRODUCTION
Crucialproblemsfororganisationsarisewhenaconsiderablenumberofstaffmembersisabsentfromworkand
mustbepaidforsickleave.Then,organisationsandmanagersarenotonlyfacedwithhighcostsbutalsowiththeriskof
missingcompletiondeadlinesinhighlycom-petitivemarkets.

The present study focuses on the causes and consequences of work incapacity with a particular accent on
theimportantfieldofpsychichealthdiseasesandinvestigatesinwhichwayworkinabilitycanbepreventedorreducedbym
anagementstrategies.

Even though 2017 German health report displayed a slight decline of employees’ sick-ness rate from 4,1
percentin2015t03,9percentin2016,thequoteofpeopleconcernedamountedto44,6percentin2016(Storm2017). T
hemainreasongivenforleavingjobsin2011,attheEU-
28levelwasownillnessordisability(EUROSTAT2018).Thesefiguresrevealtheessentialeconomicimpactrelatedwi
thworkincapacity.
Asamatteroffact,thereexistconsiderabledifferencesinspecificprevalenceinage,countryincomelevels,sex,andenviro
nmentalfactors(WHO2010).Althoughthemainfactorsofreducingworkincapacityseemtobefearoflosingwork,h
ighmotivationforworkandgoodworkingconditionswhereasdecreasingunemployment,highworkloadandabadw
orkingat-
mospherearenegativefactors(Storm2017).Torevealpossiblewaystoreduceworkincapacity,thisresearchanalysesth
epresentsituationwiththefocusoninfluencesduetomanagementstrategies. The study is based on analytics of
the current status in relation to predicted future de-velopments of the
labormarket,suchasdigitalisation,industry4.0andlabourmarket4.0. Workinabilityimpactstheprofitabilityoforg
anisations. Toavoiddemotivationandstressofstaff-
members,themanagementisrequiredtodevelopstrategicmethods. Theeffectivenessoforgani-
sationssubstantiallydependsonthemanagement’screativedecision-

www.ijceronline.com Open Access Journal Page 159



Human Resource Management strategies and methods reducing work in capacity

makingtoachieveexternalandinternalparticipation,commitmentandcoordinationofresources(Dess2007). TheE
urope-anCommissionhasfocusedtheproblemsconnectedwithworkincapacityin2010andpresentedthereport,

“Modernising and Activating Measures Relating to Work Incapacity” (w. p). This pub-lication was supported by
theEuropeanCommunityProgrammeforEmploymentandSocialSol-
idarityandshowsthesignificanceofthistopic(EuropeanCommission2010).

Modern scientific leadership/management literature and research are focusing on how managers and
leadersmust change their methods and behaviours to achieve excellency and suc-cess. Actually, avoiding or
reducing workincapacity of employees is one central method to re-duce costs and to achieve better business
results. Leadershipmethodsandapproachesarebroad-
lydiscussedineconomyandsocialsciences.Practiceknowledgedemonstratesthatcooperationbetweentheacting
personsleadstohighqualityintransformation(ARGO-Studie2009).
Literaturesourcesconfirmtheinfluenceofmanagement/leadershipmethodsonworkincapacityandfocusond efini
ngwhatmanagementstrategiesarepreferable.

Based on relevance, the following research questions are set within this article:Researchquestionl.:
Thefirstresearchquestionaimsatdeterminingthemostrelevantdiseasesreferringtoworkincapacityanditscostsfor
organisationsandnationaleconomy:

Whichdiseasescausethe most expensesdue towork inability forthe employers andthe social systems4
Researchquestion2:

The second research question is focusing on the analysis of work place conditions which impact mental
andbehaviouraldiseases:
Whatcharacteristicsoftheworkplacehaveanimpactonworkincapacityduetomen-
talandbehaviouraldiseases4

Researchquestion3:
Afterspecificworkplaceconditionshavebeenidentified,thenextresearchquestionfocusesontheimpactofmanage
ment/leadership styles on work incapacity due to psy-chic illnesses. Therefore, the research question
isformulatedasfollows:
Whatfactorsofmanagement/leadershipareincreasingworkincapacityandwhatfac-torsarereducingit4
Researchquestion4:
Thefourthresearchquestionfocusesonpossiblemeasurestobetakenbytheemployerandthepoliticalsystemtopreve
ntorreduceworkincapacity.

Which measures can be established to prevent or reduce work incapacity due to psychic illnesses by
theemployeranditsmanagementandthepoliticalsystem4

To answer the research questions, the following methods are applied: A theoretical framework is worked
outwhichservesasabaseforanonlineliteraturereviewonworkinginca-
pacityinparticularduetopsychicillnesses.Management/leadershipstrategieswhichresultinareductionofworkin
abilityaretoberevealed.

Thisarticleconsistsoffivechapterswhicharediscussedbelow.

Figurel.WayofResearch

Chapter 1 - Chapter 2 -
Introduction Theoretical Review Chapter 3 -
- Research Questions B - Disability/work incapacity — MEthOdO'Dg&t
- Way of Research - Conseguences of work
inability.

|

Chapter 4 -
Research Results Chapter 5-
- Results of Review -_— Conclusion

- Answers to Research Questions
ARt s
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. Inchapterl,therelevanceofthearticleisshown;researchquestionsarebeingdevelopedandtheresearchme
thodsincluding the structure of the article arepresented.
. Chapter2containsthetheoreticalframeworkofworkincapacity,itsimpactonorganisa-

tionsandeconomy, furthermore,theliteraturesourcesaboutorganisationsandmanage-
ment/leadershipareanalysed.

. Chapter3presentstheresearchmethodology.

. Chapter4focusesontheanalysisandtheresults,andtheresearchquestionsarean-swered.
. Inchapter5,theconclusionofthisworkisdrawn.

1 THEORETICALREVIEW

Thetheoreticalframeworkofthisarticlefocusesontheonehandontheeconomicim-
pactofworkincapacityandpaidsickleaveonorganisations,ontheotherhandonmanagementstrategiesandmethod
ssupposedtoreduceworkinability.

1.1 DISABILITY/DISEASE
Disabilitycanbedefinedasapartofthehumancondition.Disabilitycanbeduetomanydifferentphysicalorpsychic
diseases; it can occur temporarily or result in a permanent impair-ment (WHO 2011).Very often it
goesalongwithinabilitytowork.
Tablelpresentstheprevalenceofmoderateandseveredisability,byregion,sex,andage:

Tablel:Estimatedprevalenceofmoderateandseveredisability,byregion,sex,andage,global-ly

L&L'Tr:*n: disahbility

15-59 vears  [A6 2.2 5.3 2.6 27 2.5 2.9 2.4

> 60 years 4.5 .9 15.7 B2 1.9 ] 1= e

15-59 years 18 2.5 ] 2.6 3.1 2.7 g0 2.4

> 60 years 10.5 0 7.9 e 3.2 .2 3.0 0.3

S
15-59 years L7 2.3 ] 2.6 2.9 2.7 2.0 2.4
> 60 years .2 .5 6.9 B2 126 V.2 24 [RERN]
> 15 years o5 Bs L] .4 K0 .6 B9 hd
Al ages 2.9 B.2 B0 (2.6 2.9 5.0 B 7
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> 60 years k5.9 {aN | 521 | 7.2 1.9 53.1 6.4
Females
15-59 vears  |15.7 126 2.6 14.9 18.0 13.7 17.3 13.3
> 60 years 6.3 374 54.3 3.6 G0, 1 11.1 .4 }7.0
All people
15-59 vears  [14.9 12.4 19.1 | .3 16.3 14.% 15.5 13.7
60 years 16.1 36.8 53.3 L3 58.8 .4 53.7 6.7
15 years 19.4 183 220 18.3 21.1 19.5 191 18.1
.\“.lb‘t‘h 15,03 154 15.3 143 16.0 16.4 140 15.0

Source:WHO02010:30.

Onlysurpassedinnumberbymusculoskeletaldisorders,inGermany”shealthsystemasinotherindustrialized
nations psychic and mental diseases are known to lead to inability to work in the majority of casesat least
temporarily (Storm 2017), then resulting in a lack of in-come, social contact and sense of purpose
(RoyalCollege of Psychiatrists 2010). The following illustration shows the severe and multifaceted
consequences ofmentalillnessworkedoutbytheRoyalCollegeofPsychiatrists.

Figure2.MentallllnessandConsequences

Consequences

of mental illness

Source:ownillustrationbasedonRoyalCollegeofPsychiatrists2010:13-17

The overall economic burden for society due to mental disorders can be split into direct costs

(paymentsmade)and indirect costs (resources lost). The following tableshows the types of measurable
costs:

Table2:Typesofcostsmeasurable

\Direct costs 'reatment and service Social welfare administration
(payments made) fees/payments Public and private criminal

justice svstem Transporiation

Indirect costs Morbidity costs (in terms of value of Value of family caregivers' time
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resources lost)

lost productivity) Mortality costs

Source:ownillustrationbasedonWHO2003:14
The WHO summarises the economic burden of mental disorders differentiated through sufferers, family
andfriends,employers,andsocietyaccordingtocarecosts,productivitycostsandothercosts(WHO?2003).

Table3:Overalleconomicburdenofmentaldisorders

Care costs Productivity costs Other costs
) ) Work Anguish/
. I'reatment and service o o
Sufferers i disability; suffering; treatment
fees/payments . ) . .
lost earnings side-effects; suicide
Family and Informal - N Anguish;
o I'ime off work ) ) )
friends caregiving isolation; stigma
) Contribution to Reduced
Employers o
treatment and care productivity
Provision of mental -
Loss of lives. untreated
. health care and general Reduced )
Society . o . illnesses (unmet needs);
medical care (taxation/insur- productivity . )
social exclusion
ance)

Source:ownillustrationbasedonWHO2003:14

The following table shows a classification of the broad spectrum of mental diseases ac-cording to ICD
10(InternationalClassificationofDiseases)-
Codechapter,whichoffersabasefordiagnosticassessment.(Krollner&Krollner2018)

Table4:ICD-CodeL.ist

F-Class

FO0-F09 Organic, including symptomalic mental disorders

Flo-riy Mental and behavioural disorders due to psychotropic substances
F20-r29 ischizophrenia, schizotypal and delusional disorders

F30-r39 Affective disorders

F40-r4s INeurotic, stress, and somatoform disorders

F50-F59 Behavioural problems with physical disorders and factors
Fei)-Faw [Personality and behavioural disorders

Fro-F79 [ntelligence Disorder

FRO-F8Y IDevelopmental Disorders

F90-F98 Behavioural and emotional disorders beginning with childhood and adolescence
Fag-Fag Unspecified mental disorders

Source:ownillustrationbasedonKrollner&Krollner2018:w.p.

1.2 DEFINITIONOFWORKINCAPACITY

SwissInsuranceMed

icine(SIM)definesworkincapacityasanimpairmentofbody,mentalorpsychichealththataff

ectsinpartorfulltheabilitytoworkwithintheoccupationorpreviousfunctions(SIM2013). Thepreviousjob cannot
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be fulfilled or executed only in a re-stricted way under the risk that health-status is exacerbated andthat the
individual itself or third parties are endangered. Work incapacity is stated by doctors. For the
assessmentofworkinca-pacity,thegivenrestrictionsinrelationtothepreviousjob-
requirementsareoflegalrelevance.

The status of an employee’s illness is expressed in percent and numbers how many peo-ple in a workforce
havebeenillduringanaveragecalendarday. Thestatusofemployee’sillnessisswayedbymanyfactorsondifferentstages.
Therefore,thedecreaseinthestatusofanem-ployee’sillnesscannotberadicallyforcedbyspecificmeasures.
Factors which impact the rate of sick leave are developments of national economy and the
employmentsituation. The sick leave ratio increases in a so-called worker’s job market with high
employment. Vice versa
theamountofsickleavesdecreasesinapooreconomicsituation. Then,membersofstaffmayexperienceredundancy
especially those who are considered as low per-formers because of illnesses. These observations indicate
thatworkincapacityisnotonlydeter-minedbymedicalfactsbutalsobysocialcontext.

Moreover, in the last decades the labor market is undergoing a fundamental change from industrial jobs
toservice jobs. This shift changes the work place profiles from physical heavy work to more differentiated jobs,
thusreducing sick leave due to somatic illnesses. Statistics show that white-collar workers have a lower rate
of thickleavethanblue-collarworkers(DAK2016).

Companies’ internal factors which impact the status of employee’s illness are e.g. the in-creasing stress
ofcompetitionand simultaneously a reduction of theworkforce in the service sectors. (DAK 2016).

Figure2.Absenceofwork

Illness / treatment at
a health resort
— Inability to work occupational illness
Other absentism
Absence of work — other incapacities Accident

work incapacity [

—  Hidden absence

Organisational
controlled absence

Source:ownillustrationbasedonSchnabel1997:5

Otherwise,rationalisationandreductionofworkforceconcernsmostlyelderstaff-
membersandcontributeto the so-called “healthy-worker-effect”. Moreover, the status of em-ployee’s illness
receives rather high attentionfromthemanagement.
Thus,workforce-motivation,workforceclimateandleadership-stylesareanalysede.g.byround-tablediscussions
and questionnaires. Measures of corporate health management foster the decrease of the sick
leaverate(DAK2016).Furthermore,people’shealthawarenessischangingaswellashealthrisks.
Therefore,thedecreaseofthesickleaveratiocanonlybeunderstoodinamultidimen-
sionalapproach(DAK?2016).Inthatrespect,psychicandmentaldisordersplayamajorrole.

1.3 OCCURRENCEOFWORKINCAPACITY

Health is defined by the WHO (World Health Organization) as “...a state of complete physical, mental
andsocialwell-
beingandnotmerelytheabsenceofdiseaseorinfirmity.”(WHO2001:1).Especiallyinmodernsocietiesagrowingreleva
nce isattributed tomental healthproblems (WHO2004).

Psychic illness has grown steadily in recent years and according to Friedrich Ebert Stiftung, changes in
theworking environment have influenced this development. High job re-quirements paired with low esteem
for thework effort bring about a substantial risk for psychic illnesses (Jobelius 2010). From 1990 to 2008, in
Germany daysof absence due to mental dis-eases have grown from 2.75 percent to 10.6 percent, which
leads to 41 million daysof absence and to production losses of 3.9 bn. Euro (Jobelius 2010). The likelihood
of experiencing a men-taldisease during one’s lifetime has grown to 30 percent. The early retirement rate
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due to psychic illnesses has alsogrown from 1993 to 2008 from 15.4 percent to 36.5 percent (Jobelius 2010).
Especially in service jobs, social andhealth professions, psychic diseases have grown strongly. Mental illness
in the staff of call-centres has a doubledrateincontrasttotheaverage(Jobelius2010).
Althoughthesefindingsarewidelysharedtherearealsocontrastingpositions.

The Max-Planck-InstitutflrPsychiatrie (2015) stated based on the results of a newer study, promoted
byBavarianemployers”association,thattheycouldnotconfirmanincreaseofpsychicdiseasesinthelasttenyears,al
though this does not correspond with the figures of health insurance funds and pension insurance funds
(Max-Planck-InstitutfirPsychiatrie 2015). To this, Max-Planck-Institut (2015) argues that mainly the
assessment
ofpsychicdiseasesinthoseinstitutions,andinthemedicalfieldingeneral,haschanged.Moreover,theMaxPlanckin
stitut came to the conclusion that psychic illness is rather associated with biographical and per-sonal
problemsandlesswithworkplaceconditions.

The following illustrations displays a twelve-month prevalence rate of psychic diseases at the actual
surveyperiod (green line) in contrast to that of ten years before (blue line) based on the same cohort and
equal surveymethod(Max-Planck-InstitutfurPsychiatrie2015).

Figure3.Diagnosesofpsychicdiseasesinaten-yearcomparison

Diagnoses of psychic diseases in the Max-
Planck-Study in a ten years comparison in %

o
- b s T il -

P

=== Diagnoses 10 years before (W4) Diagnoses of actual research

Source:Max-Planck-InstitutfirPsychiatrie2015:13

The monitored prevalence rates of psychic diseases are compared with the expectations according to
otherepidemiologystudiesinGermanyandEurope.

Max-Planck-
InstitutfirPsychiatriefocusedthelifetimeprevalenceofpsychicproblemsofstudyparticipants, whichareonthejob
andtheimpactofwork-incapacitytimes,whichisshowninthenextillustration.(Max-Planck-InstitutfiirPsychiatrie
2015) It was found that espe-cially depression, anxiety disorders and bipolar disorders
areresponsibleforjobabsence.
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Figured.Relationbetweenlifetimeoccurrenceofpsychicillnessesandjobabsence

Source:ownillustrationbasedonMax-Planck-InstitutfirPsychiatrie2015:17

The research of SchweizerischesGesundheitsobservatorium found that within the work-ing population
15percent of the subgroup of young women and 8 percent of the subgroup of young men experience
depressivesymptoms, though the general health status of Swiss inhabit-ants is improving steadily.
Moreover, dorsal pain iswidely spread in this age group, which is often caused by both physical and
psychical (depressive) factors(SchweizerischesGesund-heitsobservatorium2015).

Obesity is also often correlated with mental health problems and impaired health feeling. 24 percent of
men,and15percentofwomen,areoverweight,thatfigurehasdoubledinlast20years(SchweizerischesGesundheits
observatorium 2015). Inthemiddleadultages,chronicdis-easesareincreasing.

14 CONSEQUENCESOFWORKINABILITY

Cost reports of the different forms of mental illnesses are not available, especially not for all regions
andsectors. However, research conducted by the United Kingdom’s Health Service (NHS) revealed the
relative andabsolute costs of healthcare for many disorders among them mental illnesses like psychosis and
neurosis. TheresultswerepublishedbyWHO(2003).

Figure5.NHSburdenofdisease

£ millon, 1992/93

Peychoss

Newrows

Duabetes
W ooaten
Brnast cancer
B outpaten
Prwrary care

Chasm

Heat Dnedse . Pharmacestcah

e Commurty hestth

Hypertenuc l - . . Socw vervom (aduity

e i — — e p— Sourte NS Eamcutive, 199

Source:WHO2003:17

The costs of work incapacity on the economy are enormous. The average length of work incapacity of
anemployee in Germany in 2016 was 17.2 days. Therefore, 674.5 million days of work incapacity occur in
2016 inGermany.Accordingtothesefacts,theBundesanstaltfiir Ar-
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beitsschutzundArbeitsmedizinvaluestheaggregated economic costs of paid sick leave at 75 billion € and a
decline of 133 billion € of the national gross value(BundesanstaltfiirArbeitss-chutzundArbeitsmedizin 2018).

Figure6.Medicalconditionsforwhichresourcesshouldnotbecut

Diabetes Alzheimer's disease

Rheumatism
D —

AIDS

Myocardial
infarction a

Source: Trautmann,Rehm&Wittchen2016:1.246

According to that report, 165 million of people in the EU are affected by mental disor-ders, which
suggeststhatmorethan50percentofthegeneralpopulationinmiddle-andhigh-
incomecountries“willsufferfromatleastone mental disorder at some point in their lives.” (Tra-utmann,
Rehm&Wittchen 2016: 1.245). In contrast
tothat,asshownintheillustrationabove,only22.7percentofrespondentsexpressedthattheydonotwantcutbacksin
the healthcare budget for mental disorders. This fact shows that people do not consider mental disorders
asimportantas forexample cancer,aids, and diabetes(Trautmann, Rehm&Wittchen2016).

Figure7Casesinpercentanddaysofworkabsentinpercent

Inability to work Inability to work
cases days

ooy o I -
4-7 Days [ .
S - —| -

58 85
15-21 Days -
8 ' 5.9
23-28 Days
29 l &5
29-42 Days
ability to work i s

(> 42 Days) -

30 40 50

Sharein%

Source:Meyer,Maisuradze&Schenkel2019:424

A study which assessed the economic costs of serious mental illness was conducted by Insel (2008).
Thisstudy focused on U.S. public policy and revealed that in 2006, health costs reached 16 percent of the
nation’s

grossdomesticproduct,whichwasgrowingupto20percentin2016. Thementaldisorderscontributeto6.2percentof
thenation’shealthcarespending(Insel2008).

2 MANAGEMENTANDLEADERSHIP
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Thissectorofthearticledealswiththeroleofmanagementandleadershipinorganisations.Majororganisationsare
characterised by high complexity, insecurity, ambivalence and speed. Moreover, the demographic
change,digitalisation,andtechnologyenhancementrelatedwithnewlifestyles.Significantchangesintheworking
culturedemand the development of new work de-signs (Petry 2016). New frameworks and methods for
managers areessential to achieve organi-sational success (Wirtz 2003). The effectiveness of organisations
is related to themanagement’s strategic decision-making. The handling of paid sick leave is one of the day-
to-day managementtasks.

2.1 ORGANISATION
Organisationsaresystemsofindividuals,whichaimtoachieveformulatedtargets(Schimak2001).Organisationsa
reindividualnetworksandfurthermoregroupsorsocialentities,basedoncooperationframeworks, to achieve
long-term goals for organisational survival (Petzold 1998). Therefore, organisations arepatterns of
relationships with common goals, and the organisational structure divides, organises, and
coordinatesorganisationalactivities(Drumaux2007).
Environmentalaspectsinfluenceorganisations’behaviourand®...theformalstructuresofmanyorganisationsin  post-
industrial society [...] dramatically reflects the myths of their institutional environments instead of
thedemandsoftheirworkactivities.”(Meyer&Rowan1977:341).

2.2 MANAGEMENTVSLEADERSHIP
Psychologydescribesmanagementasaprocess,whichinfluencesindividualstoachieveaims(Haslam2001). There
exist some approaches, which try to define management in a holistic way. One of these definitions is
presentedby Weibler who argues that management is based on social strate-gies, which directs employees to
change their
ownbehaviour(Weibler2016). AmorestrategicaldefinitionofmanagementwaspresentedbyFelfe(2009),whodescribe
dmanagementasasteer-ingfunctionfocusingontheaimsoftheorganisation.Managerscanpromotestrategiesonlyif
they are able to comprehend the complex reality and therefore, Schein (2011) underlines that managers
mustcreatesituationsinwhichstaffmembersaremotivatedtogivemutualsupport.

In consequence of the discussed factors, successful managers must not confine them-selves to administrative
andexecutivetasksbutbeyondthatshouldimplementaphilosophyofleadershipintheiractivities (ForumguteFihrun

g

w.D)whichcouldbesummarizedasfollows:

1 Flexibilityanddiversity

2 Processcompetenceanddevelopmentalaims

3 Self-organisingnetworks

4, Abilityofcooperation

5. Individualcoaching

6 Abilitytomotivatefollowers

7 Self-determinationandself-estimation

8. Paradigmschangeinleadershipculture

Thefollowingtable(Table5)givesashortoverviewoftheresearchandliteratureofleadership.
Figurel.Theconceptualframeworkofthisstudy.

iile Year  [Source

From Transactional to Transformational Leadership: Learnifl 990 |(Bass)

to Share the Vision

Public l.eadership in Times of Crisis: Mission Impossible? 2003 | Boin & Hart)

l.eadership, Past, Present, and Future 004 [ Antonakis, Siaithela) &

L S S B
LDUTKRT)

[.eadership and Spirituality (200G

[ntegrating leadership development and succession planning2007  (Groves)

Shared Leadership as a Future Leadership Style- 2005 fAndréas & Lindstrém)

top-down manager be an obstacle?
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will the idea of the traditional

Shared Leadership: Is it Time for a Change? 2010 [Kocolowsky]

The New Leadership Genre. A Qualitative Study of the Pracf2011  fHyldelund & Fogtmann)

tional, Servant and Charismatic Leadership in a Danish Con

Leadership without Domination? Toward Restoring the Hur2011 Evans)
\Yorld

Shattering the Glass Ceiling. An Analytical Approach to Ady2012  {Dyrchs & Strack)

into Leadership Roles

Steve Jobs And Modern Leadership 2012 [Toma & Marinescu)

New emerging leadership theories and styles 2014 {Sajjadi, Mehrpour, &
[Karimkhani)

Future Trends in Leadership Development 2014 |(Petrie)

[.eadership Role in Certain Phases of Knowledge Manageme| 1015 CMicied

The digital emperor has no clothes. Are business leaders reag 2016 | (Lacy, Smith, & Cooper)

 world of radical transparency?
Source:ownillustration

LeadershipisdefinedbyRost(1993)as*“Leadershipisaninfluencerelationshipamongleadersandcollaboratorswhointe
ndrealchangesthatreflecttheirmutualpurposes.”(p.102).Rost’sdefinitionsuggeststhatleadership 'spurposeisnot
onlytoachievespecificorganisationalgoals,moreoverithastoaffectorganisationalchange. Thus,organisational
change is connected with leading staff (Rost 1993). Based on these considerations, it can be stated
thatthereisadif-
ferentiationbetweenoperationalmanagementandleadership,whichisshowninthefollowingtable:

Table6:ManagementandLeadership

Management ILeadership
kregime and consistency) IChange and movement)
° Planning and budgeting ° Direction orientation
o Setting agendas ° Creating visions
o Setting time guidelines * Explaining the big picture
° Resources allocation ° Work out of strategies
o Organization and staffing o Positioning people together
° Giving structure ° Communication aims
o Job assignment o Generate negotiated
o Establishing of rules and processes environmental agreement
d
Foster and establish teams and coalitions
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° Controlling and problem solving o Motivation and inspiration
° Set intensives . Inspire to provoke energies
° Aspire creative solutions o Empowering of staff

° Set corrective measures . Satisfy unfulfilled needs

Source:ownillustrationbasedonNorthouse2006:10

As a consequence of enormous developments like digitalisation, complexity of work, and new
workinggenerations, organisations are facing profound changes in their processes (Walenta&Kirchler 2011).
Globalisation,shorter product life cycles, and technological changes demand new and flexible organisational
structures and
highlyqualifiedandmotivatedstaff(Wischer2005).Achievingmotivationofstaffisacriticalfactorofsuccess(Kirch
ler2011)andacentralelementofcompetitiveness(Martin2006).
AccordingtoWerle(2009),thefollowingtrendsintheleadershipdevelopmentcanbeidentified:Shareholder-
thinkingistransformedtoenvironmentallysustainablevaluecreation. Internationalisationandtheimplementationof
geographically distant work sites is growing, and new skills and expertise are essential. Furthermore,
communicationasacorefactorforsuccess-
fulbusiness,mustbecultivatedbytheleadingexecutives.(KienbaumStudie2017).

New leadership styles must consider that employees expect more self-determination and valuation,
andautonomousactingisgainingmoreandmoreimportance. Thesocialresponsibilitywithintheorganisationsisals
oofgrowingrelevance(Monitorw.D).Thecorrelationbetweenjob-
satisfactionandleadershipbehaviourisshownintable2-7.

Table7:Job-satisfactionandleadershipbehaviour

oh-satisfaction and leadership behaviour

ILeadership behaviour ob-satisfaction in %
Germany |[EU-27

Giving support Seldom nornone  f6.9 .o
Rometimes, often,  F3.2 HED
i always

Giving feedback N 740 7.1
Vs 5.4 R7.0

Giving valuation M RS 6.3
Wes 11.0 B0

Is good in problem solving N . 1 h5.4
Yes B39 H0

Is a good promoter and planner Mo R ke
Vs 1.5 R0

Involves people in decision making [ 7 5.7 F2.1
Yes 253 P14

Source:ownillustrationbasedonHammermann&Stettes2013:107

Conventionalmanagementapproaches(“commandandcontrol”)weredevelopedinsta-bletimes(Seliger

w. D.), whereas post-industrial society demands more horizontal than vertical leadership styles
consideringemployee sdevelopmenttomoreindependencyandindividualism(Seligerw.D.).Therefore,theform
ercharacteristicsofmanagementareshiftingtoambivalentandparadoxpicturesandarelikeleadershipwithoutleading
(Gebhardt,Hofmann&Roehl2015).

www.ijceronline.com Open Access Journal Page 170



Human Resource Management strategies and methods reducing work in capacity

The following illustration shows classical management approaches, which are criticised to some extent
becausetheyaresimplifiedmodels,basedonafewfactorsandhypotheticconstructs(Myers2010).
Figure8.Classicalapproachesofmanagementandleadership
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Source:ownillustrationbasedonLippold2015:25
Studiesrevealedthat78percentoffirm’sreportpracticeopeninnovationandthatnofirmsinthesampleobjected a
practice of innovation. Furthermore, inbound innovation practices are more commonly preferred compared
tooutbound practices (Chesbrough&Brunswicker 2013). Practices used in organisations to foster
innovation arecustomerco-
creation,informalnetworking,anduniversitygrants.Outboundpracticesarejointventures,donations,andspin-
offs. Astudyconductedtorevealtheeffectsofleadershipstyles(intercept, transformationalstyle/convertible, lightsituati
onal/contingency,democratic/participativestyle)oninnovationshowsinitsresults(Abdolmalekietal.2013) that
“innovation is a function of leadership compo-nents”. (p. 1.981). Moreover, an exploratory factor
analysisrevealedtwoleadershipstyles,whichfosterinnovations:transformationalleadershipandconsiderationlea
dership(Wipulanu-
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sat,Panuwatwanich& Stewart2017).AccordingtoZuraik(2016), “innovationmanagementisasystematic, holisticappr
oach”(p.17)and,therefore,innovationleadershipmustlookbeyondtheboundariesofconventional leadershipstyle
s(Zuraik2016). Thechoiceofleadershipstyleisrelatedtoinnovationstagesandtypes.Hence, thereisnoclearanswerasto

whatleadershipstylesleadtoinnovation(Kestingetal.2015).

The results of a leadership survey show that self-confidence, trust, and continuous feed-back are the main
driversforteaminnovationprocesses.However,thereexistsaclearroleandfunctionallocationforinnovation. Thelais
sez-faire leadership style does not directly improve teamwork. Summarising, Kienbaum/StepStone (2018)
argued that
thefollowingthreeleadershipstylesfosterinnovation:ethicalleadership,strategicmanagement,andtransformatio
nalleader-ship.

2.3 HUMANRESOURCESMANAGEMENT

Human resources management (HRM) is an aggregated level of principles, fundamentals, and practices
inorganisationsanditsleaders,andistargetingallthemembersoftheorganisation,insumorsingular. Thus,HRMise
xecutedbyallpersonswhichareresponsibleleadersandfromstaff-membersoftheHRM-
department(Heimerl&Sichler 2012). The theoretical funda-ments of HRM are multifaceted and can be
classified in several viewpoints.Illustration2-9showsthedimensionsoftheresource-basedview:

Figure9.Dimensionsofstrategicmanagementwithinclusionofcomplexity

Configuration Complexity

Contingency approach approach

New theory

institutionalsm,

Source:ownillustrationbasedonColbert2004:352

2.4 DEFINITION

HRMisdescribedasthetotalityoftasksinanorganisation,whichfocusesonrecruit-
ment,management,andpersonaldevelopment(Bidenbender&Strutz1996). Theaimofasus-
tainableHRMisdividedintotwomaincategories,thestrategicalandthehuman/socialpart.Stra-

tegically, HRMisresponsiblefortheattractivenessandtheimageasemployer,thestabilityofpersonalresourcesand
theidentificationandcommitmentoftheworkforce.FocusingonthehumanandsocialaspectsofHR M, itsmaintask
saretoreducedaysofabsenceandillness,tolowerthenumberofworkaccidentsandfosteringthephysicalandpsychi
calhealthofthework-force.Moreover,HRMisresponsibleforstrengtheningtheexpertiseoftheworkforce -
membersthroughtrainingandfosteringthegeneraldevelopmentofproficiency. Moreover,teamdevelop-
mentandteamcohesionarefocusedupon(Olbert-Bock,Redzepi&Winistorfer2016).Job-
satisfactionisanessentialfactorfororganisationalsuccessandcanbedescribedasanequilibri-
umbetweenexpectations,requirements,andvaluesofteammembers(Fellner2012).Hoppock(1935)definedjob-
satisfactionasacombinationofpsychological,physiologicalandsituationalconditions. Toachievejob-
satisfaction,thefollowingfactorsmustbefulfilled:thejobmustbechallenging,thejobmustberelatedtothepsychica
ndphysicneedsoftheemployee,andthejobmustgiveafeelingofsuccess(Weinert1992).Furthermore,workmustof
ferpossibilitiestotheemployeestouseandenhancetheirskillsandgivethemafeelingofself-
worthandvaluation.Wagesshouldconsiderindividualproductivityandtheemployeesshouldhavepossibilitiesfor
self-development(Weinert1992).Therefore,inthefollowing
subchaptermanagementmethodsinthesectorofHRMarediscussed.
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2.5 MANAGEMENTMETHODS
ThefollowingHRMstrategiesaimatthereductionofdaysofabsenceandpaidthickleave:

1. Organisationalcultureandcodeofcontactmustbeanalysedandtheleewayfordecision-
makingshouldbeenlarged.

2. Analysingcausesofworkabsencebasedonstatistics(Schnabel1997),employeeinter-
viewsandemployeecoaching(Derr1995).

3. Improvementofworkingconditionsandpreventionofaccidents,amendingworkplacedesign,optimised
work-

time-conditions, and fairness of wages (Derr 1995), and moreo-ver job rotation (Derr 1995), job
enlargement(Derr 1995), job enrichment (Schnabel 1995) andpartially autonomous working teams (Derr
1995).

4, Thetechnicalandorganisationalworkplaceconditionscanbeoptimisedthroughnoisereduction,reductio
nof contaminant loads, air conditioning and adequate illumination (Derr 1995).

5. Through health fostering measures, employees are supported to maintain psychic, physic and
social goodhealth(Fick1993).

6. Optimisation of working atmosphere can be achieved when employees are involved in decision-
makingprocesses,orwhentheyarevaluedforhighperformance.Furthermore,leadersshouldattendspecialleaders
hipcoaching.(Derr1995).

3 METHODOLOGY

Based on the theoretical literature review, online research was conducted focusing on studies, papers,
andpractical result papers of management methods, dealing with the reduction of work incapacity by
managementstrategies. According to the restricted volume of this work, this research is not a systematic
review. It should
beconsideredasanexploratorystudytorevealpossiblemanagementprocedurestoreduceworkincapacityandgive
animpulseforfurtherre-search.

Thefollowingkeywordsandcombinationswereusedintheresearch:

1. EffectiveDisabilityManagement
2. Reducingworkincapacity

3. Managementworkincapacity
4. Studyworkincapacity

Overall,42studiesandpaperswerefound.Someofthemonsecondviewdidnotcorre-spondtotheresearchsubject
of thepresent paper. Othersshowed redundancy ata considerable extent.
Overall,15papers andstudies wereselected whichare listedinthe followingtable:

Table8:Selectedstudiesfocussingworkincapacityandmanagement
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v |

Year Source

Brooker,
2000 ‘ .
Effective Disability Management and Return to Work Practices: A./Hogg-Johnson, §.
learn from low back pain? 2001 (1O
(Code of practice 2001 | Bloch, F. 8., Prins, R.
Experts on the Manafement of Disability at the Workplace
Who returns to work and why? A Six ILO (International La-
Country Study on Work Incapacity and 2002 bour Office Geneva)
Reintegration S0 International Social Secu-
rity Assoclation
Managing disability in the workplace ;
) European
2009
L R R : - Commission
o returns to work and why? Evidence and policy implications fy
Y poticymp 2012 | Department of Health
ability and work reintegration study 2012 | Zivitere, M., Claidze, V.
Modernising and Activating Measures relating to Work Incapacity| 2012 | Gensby, U. etal.
Advice for employers on workplace adjustments for mental health 2013 | Loisel, P, Anema, |. (Eds).
3 | Angeloni, S,
Developing disability management in the workplace #il
2017 | Vornholt, K, et al.
: S .
'Workplace Disability Management Programs Promoting Return to 2017 | Davies etal
2018 (_ G {The Council of
Handbook of Work Disability. Prevention and Management State Governments)
w,D, | Verdi
Integrated Disability Management: An Interdisciplinary and Holis
Disability and employment-overview and highlights
Working Well. A Plan to reduce long-term sickness absence
Stay-at-Work/Return-to-Work
Arbreitsbedingte Gesundheitsgefahren und arbeitsbedingter Stress
Source:ownillustration
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4 RESEARCHRESULTS

In this chapter, firstly all the results of the review are presented and discussed followed by answering
theresearchquestions.

4.1 RESULTSOFREVIEW

Zivitere and Claidze propose to set the corporative aims of organisations more on social responsibility
todeterminetheorganisationalculture(Zivitere&Claidze2012)

Brooker et al. state that workplace climate is a key, which is based on joint labour-management
cooperationandespeciallyoncommunication(EuropeanCommission2009).

The European Commission states, “it is important to design individual work/benefit pack-ages.”
(EuropeanCommission2009:12).

Moreover, the European Commission proposes a holistic approach, which contains a broad social
consensusandensurestheinvolvementandcommitmentofthesocialpartnersandotherstakeholders(EuropeanCo
mmission 2009). Furthermore, people’s capabilities must be focused on so that personalised approaches
aregiven (European Commission 2009). Thus, the European Commission (2009) underlines that the
“nature ofincapacity is changing” (p. 37) and that mental health problems are the fastest growing subgroup
(EuropeanCommission2009)withregardtoabsenceofwork.
TheresultsofthesystematicreviewofGensbyetal.arelistedinthefollowingtable:

Table9:Factorsreducingworkinability

Organisational return to work policy
Offer of suitable work accommodation

Onsite physical rehabilitation services

WO

Tailored job modifications

Workplace assessment with job analysis

Corporate located return to work coordinators or disability case managers
Internal disability claim information system

Early contact and intervention

L

Joint labour and management commitment

10, Active employee participation

11. Transitional work opportunities

12. Education of workplace staff or case managers

13. Access to alternative placements

14, Preventive strategies to avoid disability occurrence

15. Revision of workplace roles

Source:Gensbyetal.2012:73-74

Angeloni argues that programs must reflect the complex interrelationships between work and health.
Forthat, it is essential that flexibility is assured in order to respond to the shifting work-force and market
changes(Angeloni2013).Moreover,socialresponsibilityisdemanded(An-geloni2013).

The Department of Health demands more proactive management activities regarding mental and
physicalhealth. Thus, not only reduction of sickness absence but also better staff engagement and higher
productivity canbeachieved.
Practicalexamplesofworkplaceadjustmentsarepresented,whichareshowninthefollowingtable:
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Table10:Practicalexamplesofworkplaceadjustments

1. Take a flexible approach to start/finish times and/or shift patterns
Allow use of paid or unpaid leave for medical appointments
S Phase the return to work, e.g., offering temporary part-time hours
Working hours or © eI ‘ C-g Olfering temy Yl ‘
Equal amount of break time, but in shorter, more frequent chunks
patterns Allow someone to arrange their annual leave so that is spaced regularly throughout
the year o )
5, Allow the possibility to work from home
7 Temporary reallocation of some tasks
1. Minimise noise—.g.,
providing private office/room dividers/partitions, reducing
Mhysical . - .
b pitch or volume of telephone ring tones
environment I S . . i .
2. Provide a quiet space for breaks away from the main workspace
5. Offer a reserved parking space
4, Allow for increased personal space
5. Move workstgtion— .
to ensure for example that someone does not have their back to
the door.
Support with work- |1, Increase frequency of supervision
load 2. Support someone to prioritise their work
3, Allow the individual to focus on a specific piece of work
i Consider job sharing
Support from 1. Provide a job coach
others 7, Provide a buddy or mentor
3, Provide mediation if there are difficulties between colleagues

Source:ownillustrationbasedonDepartmentofHealthw.D.:3

The Council of State Governments presented a 15-item guide of best practices. The most powerful
practisesare presented and discussed as followed: First, the commitment from the top management is
demanded, so thatwritten policies and procedures are developed, so that each new employee receives this
orientation paper. Afterrecovery from an illness, a return-to-work coordinator should be designated to
support the employee through thereturn-to-work process. Thus, training supervisors and managers are
responsible for the return-to-work process.Strong safety programs for prevention must be established. The
roles and responsibilities of all stake-holdersshouldbeclearlydefined(TheCouncilofStateGovernmentsw.D.).
ILO underlines that OHS (occupational health services) are essential for prevention be-cause they
adviseemployers, workers, and representatives “on the requirements for establishing and maintaining a safe and
healthyworking environment to facilitate optimal physical and mental health in relation to work.”
(International LabourOffice2002:7).

The study of International Social Security Association states that early intervention leads to better
outcomesin lowering work incapacity (International Social Security Association 2002). Flexibility helped
return-to-
workeffortsespeciallywhentemporaryorpermanentinterventionswereused(InternationalSocialSecurity Associ
ation2002).

TheresultsofDaviesetal.leadtorecommendationsforemployersandforthegovernment. Therecommendationsforempl
oyersaretostrengthenworkplacecultureandpracticesbecausetheyarevitalforimprovingtheidentificationwiththeor
ganisation(Daviesetal.2017).Opendialogueandsystematicallymonitoringofemployeesinregardto health,wellb
eingandsickness,trainingforthemanagersand“leadershiponhealthandwellbeingissuesfromseniormanagementhav
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eanimportantroletoplay”.,areessential.(Daviesetal2017:4).

4.2 RESEARCHQUESTIONSANSWERED

Research question 1: Which diseases are responsible for most expenses due to work ina-bility for
theemployersandthesocialsystem4
Mentaldiseasesarestronglygrowingandasthesediseasesaremostlylong-termoriented.Employersandthe
socialsystem mustinvest highcosts inpaid sickleave, medicalcareand ear-lyretirement pensions.

Research question 2: What characteristics of the work place have an impact on work in-capacity
bymentalandbehaviouraldiseases4

Environmental factors (illumination, noise, air conditioning, technical equipment) can arise work
incapacitydue to mental and behavioural diseases as well as time pressure and stress load. Furthermore,
convenient workorganisationlikepossibilitiesforjobrotationandenhance-
menthaveaprotectiveinfluence. Therelationshetweenworkplaceandconditionsofprivatelifeareofrelevancetom
entalhealthtoo.

Research question 3: What factors of management/leadership are increasing work inca-pacity and
whatfactorsarereducingit4

The results show that the main access points for reducing mental and behaviouraldiseas-es are a
welcomingorganisational culture, transparent communication and modern leadership styles and methods. A
fundamentalmanagement challenge is an appropriate personnel selection. Job requirements should match
with the skills andcapabilities of the future employee to avoid under- or overburdening from the beginning
(Derr 1995).
Themanagement/leadershipmustacteffectivelytofostercommunication,teamwork,mutualhelp,jobenrichment
andpersonal devel-opment. Other factors like security of work place, prevention of accidents increase the
employ-ee’s motivation and organisational identification (Rosenstiel 1992) and thus help to prevent men-
tal diseases.Work incapacity is increased by lacking participation and involvement as well as low
appreciation for workperformance(EuropeanCommision2009).

Research question 4: Which measures can be established to prevent or reduce work inca-pacity due
topsychic illnesses by theemployer and its managementand the politicalsystem4
Themanagement/leadershipstrategiesmentionedaboveareconsideredtopreventortoreduceworkincapacity. On
the other hand organisations need a political system which is aware of the
multidimensionalproblemsofworkincapacityinparticularduetomentalhealthproblemsandoffersasupportivele
gislative,socio-political and healthcare framework. Employers should adopt new strategies for managing
inability to work as
anintegralpartoftheemploymentpolicyandseethemasaprioritytask(InternationalLabourOffice2002).

CONCLUSION
Basedontheresearchresults,itcanbeconcludedthatthereductionofworkincapacityisacoremanagementtask,beca
useabsenceofworknegativelyaffectstheefficiencyoforganisa-tionsandsocietyasawhole.
Thefollowingstrategiesofmanagementcandiminishtheproblemofworkincapacity:

1. Creatinganappropriateworkingculture

2. Implicationofnewleadershipandmanagementstylesbasedonjobenrichment,transparency,andopenco
mmunication

3. Fostertrainingsandcoachingfocusingonteamworkandmutualhelp

4 Implementationofcasemanagementforemployeeswhoarepartiallyunabletoworkorreturningtotheirjo
b

5 Prevention—methodstofostersafetyatwork

6. Involvementofemployeesindecisionmaking

It is predictable that the ongoing change of postmodern labor conditions will even accel-erate in the
nextyears and will bring about a rising number of psychic health problems. The theme of the present paper
willconsequently gain in relevanceand needs to besupplemented by furtherresearch.
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