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CASE STUDY 1.

WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS

INTRODUCTION

❑ Work-life balance plays an increasing role in our society today. 

Organisational work-life balance practices aim at providing an equilibrium 

between employees' job responsibilities and their private life and interests in 

order to meet their own as well as the company's needs.

❑ The selection of collective work-life options such as flexitime arrangements 

and individual level agreements should be based on practical day-to-day 

business needs. Flexible working which includes flexitime, part-time 

working, compressed work-weeks, annualised hours, job-sharing and term-

time working is considered a practical solution to offering a healthy work-life 

balance. Leave schemes allowing for career breaks such as sabbaticals or 

to take time off for domestic crises, as well as child leave or study leave also 

fall under this category.

❑ It is important, that the organisational culture encourages employees to 

make individual requests and to communicate the importance of such 

measures to line management.

❑ Worries concerning the supervisor's reaction and the possible damage to the 

career often compete with employees' needs.



CASE STUDY 1.

WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS – cont.

THE ADVANTAGES OF WORK-LIFE BALANCE CAN BE:

‒ Improved productivity and quality of work,

‒ Improved engagement and morale,

‒ Reduced labour turnover,

‒ Reduced absenteeism,

‒ Improved utilisation of new hires,

‒ Increased retention.

❑ Besides the work-life balance, an important aspect is employees 

welfare. Employee welfare refers to a variety of services such as 

offering counselling on private problems, assistance with health-

related problems, services for retired employees, child-care facilities 

or social and sporting activities.

❑ In addition to the social argument, there is also the economic 

argument of employee welfare as a means of minimising decreased 

productivity, resulting in a better employer image which may increase 

commitment and the retention of key employees.
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WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS – cont.

❑ Traditionally, employee welfare is managed by the HR department, 

but it is more and more recognised that line management and 

supervisors are responsible for being aware of employees' personal 

problems which affect their work. Employee welfare can be provided 

via internal counselling services or so-called Employee Assistance 

Programmes. The latter are provided by external agencies offering 

counselling for example in the form of telephone services.

❑ Employees can discuss problems regarding stress, alcohol or drug 

abuse as well as marital, legal or financial problems or even have 

face-to-face arranged sessions with specialists. These services are 

confidential and can also extend to workplace seminars or training of 

management and HR staff.

❑ Studies show that the downtime of employees due to mental illness 

increased by 60% within seven years. The central psychological 

problem areas of employees and managers are stress, work-life 

balance, burnout and work holism. These extend to two dimensions: 

the degree of mental impairment (= intensity of mental illness) of a 

person and the degree of suggestibility by the company (= measures 

of support of the organisation).
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WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS – cont.

❑ According to the common opinion of construction managers, stress in 

site management is self-evident. Whether from the conditions of daily 

work such as heavy time pressure, fierce competition in the 

construction industry or because of the working requirements 

themselves, the work-life balance can be directly affected.

❑ Therefore, it is important to create measures to minimise the stress 

as well as to ensure a good balance between work and life 

components.

Two different forms of stress can be distinguished:

‒ ooccupational,

‒ private stress.

Due to the individuality of personal only, the occupational stress is 

discussed in this case study. The following chapters deal, according to 

the purpose of this case study, exclusively with work-related stress and 

the work-life balance of construction site managers.
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WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS – cont.

SURVEY OF SITE MANAGERS TO EVALUATE THEIR STRESS 

TRIGGERS AND STRESS MANAGEMENT:

STRESS TRIGGERS

Stressors such as cost and time pressures are fully common for the 

generality of the respondents and thus they belong to the usual daily 

work in construction projects.

Further interviews with site managers have shown that the disruptions of 

work through phone calls and e-mails are increasing and have become a 

significant stressor.

Unexpected disruptions in the construction processes and the high 

responsibility, also lead to increased stress.
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WORK-LIFE-BALANCE OF CONSTRUCTION SITE MANAGERS – cont.

SURVEY OF SITE MANAGERS TO EVALUATE THEIR STRESS 

TRIGGERS AND STRESS MANAGEMENT:

STRESS MANAGEMENT - STRESS PREVENTION

Considering the technical equipment of site managers, the study shows that 

the majority of the respondents are provided with modern technical tools for 

their daily work. This means that obsolete technology does not lead to 

frustration and stress.

96% of the respondent site managers confirm the statement "I schedule my 

tasks". Also for 89% of the respondents, a clear distribution of 

responsibilities with the site foreman exists. In most cases further 

departments like the work preparation department or the legal department 

help the construction site managers, so that a proper cooperation and work 

organisation can be ensured accordingly.

The organisation of work and thus the possibility to effectively respond to 

unexpected events can be interpreted positively according to the survey. 

Despite positive preventive measures, stress in  site management is not 

avoidable. This perhaps is caused by the work overload of site managers. 

The best preventive measures can only be effective if the workload is 

appropriate.
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SURVEY OF SITE MANAGERS TO EVALUATE THEIR STRESS 

TRIGGERS AND STRESS MANAGEMENT:

STRESS MANAGEMENT – COPING WITH STRESS

If stress situations occur, methods to cope with the stress must be applied. 

A list of manageable stress reducing measures was provided to the site 

managers in the context of the survey. It was the task of the respondents to 

assess these coping methods.

Coping with stress during the stress period, in contrast to stress prevention 

is not easy to interpret as positive or negative. It could be determined, that 

the site managers have no time for short breaks during their daily working 

period. Because of the project-specific working conditions it is not possible 

for the site managers to use offers like a cafeteria or a gym provided by the 

company.

However it must be noticed positively, that the perspective and the life 

attitude is assessed very positively by the surveyed construction site 

managers. If problems occur, the site managers get help from the 

supporting departments and colleagues like the site foreman or other site 

managers. These circumstances help to cope with the different stressors.
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SURVEY OF SITE MANAGERS TO EVALUATE THEIR STRESS 

TRIGGERS AND STRESS MANAGEMENT:

STRESS MANAGEMENT – STRESS REDUCTION

It is necessary to implement measures to create a balance between working 

time and private life as well as to reduce the proportion of stress. In the 

survey, a list of statements for leisure activities was created, which was 

evaluated by the site managers.

A clear tendency for assessing the methods of stress reduction is difficult to 

ascertain. Approximately 50% of the responded site managers are able to 

get rid of all stresses and to separate between working time and private 

time. Especially during the holiday period it is possible for them to focus on 

private matters.

Accordingly, the other half of the surveyed site managers are not able to 

separate and therefore, they think about the occupational work during their 

free time. This effect is further enhanced by the constant accessibility due to 

cell phones and emails. At this point, organisational and individual 

possibilities to improve this situation are necessary. For example, 

arrangements can be made, that phone calls and e-mails will no longer be 

forwarded after work to the mobile phones, but on the next working day.
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EVALUATION OF THE SATISFACTION OF THE CURRENT WORK-LIFE 

BALANCE OF SITE MANAGERS:

In view of the described stressors and the active stress management, is the 

question, how satisfied are the site managers with their current work-life 

situation.

According to the survey, 80% of the respondents rated their job satisfaction 

positively. However, the results also show, that about half of the construction 

managers takes contents of work home and a clear separation of work and 

private life is not achieved. This fact is reinforced by the lack of regular 

working hours. It leads to a deficit in recreational activities.

A satisfaction of the work-life balance is indicated by 50% of the 

construction site managers. Consequently, the other half of the respondents 

have not enough time available for activities with their family and friends. It 

can be noted positively, that the site managers know about this lack and 

they agree, that a change in the balance is deemed necessary.

Furthermore, it can be stated to be positive, that the issue of work-life 

balance in practice is becoming increasingly important and will improve the 

sensitivity of staff.
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EVALUATION OF THE SATISFACTION OF THE CURRENT WORK-LIFE 

BALANCE OF SITE MANAGERS – cont.:

For the vast majority of respondents their daily work complies exactly with 

the individual expectations of this profession. This means that the people, 

who have chosen the profession as a site manager, know exactly what they 

are getting into. Consequently, construction site managers regard 

themselves as a special professional group, who see the stress of their daily 

work as a challenge and motivation.

Site managers, who are 51 or more years old are less satisfied with their 

work-life balance than the younger. Thus, a clearly relationship between age 

and satisfaction with work-life balance is detectable. This could inter alia 

due to the fact that younger workers view the situation as a normal one 

because they have not yet noticed a change in the processes and 

organisation of the work during their professional career.
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EVALUATION OF THE SATISFACTION OF THE CURRENT WORK-LIFE 

BALANCE OF SITE MANAGERS – cont.:

The results show, that regardless of the age of the surveyed people, it is 

difficult for them to do a separation between professional and private 

matters. Especially for the 40-50 year-old site managers, a separation is 

often not possible. The reason for this lies in the fact, that this age group 

simultaneously deals with family development and career advancement. 

Younger professionals focus more on their professional career and older 

site managers concentrate more on private interests, so that in these age 

groups, a separation of private and occupational matters is more feasible.

Approximately 75% of the site managers older than 51 years have not 

enough time for leisure activities. The majority of the group of the 40-50 

year-old site managers achieve a balance and takes corresponding time for 

leisure activities.

It can be concluded that site managers older than 51 years are in the 

majority more dissatisfied with their situation, closely followed by the up-to-

39-year-old site managers group. Site managers in the range of 40 up-to 50 

years show up as the most balanced group, although their professional and 

private life cannot be clearly separated from each other
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IMPORTANCE OF MENTAL STRESS OF BLUE-COLLAR WORKERS

❑ The following contents are a result of a case study provided by the 

Institute of Construction Technologies and Management at TU 

Darmstadt. This case study makes a contribution to work and 

organisational psychology.

❑ The work psychology is concerned with the psychological analysis, 

evaluation and design of workplaces. The organisational psychology 

investigates the relationship of the working people themselves.

❑ The subject of this case study is an investigation on mental stress of 

blue-collar workers in the German construction industry. Statistics 

show an increase in illnesses and early retirements due to mental 

stress.
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MENTAL STRESS OF BLUE-COLLAR WORKERS IN THE CONSTRUCTION 

INDUSTRY – cont.

IMPORTANCE OF MENTAL STRESS OF BLUE-COLLAR WORKERS –

cont.:

❑ Because of the non-stationary manufacturing, a variety of environmental 

conditions, a high proportion of physical work and increasing time pressure 

the importance of psychological stress has a high sensitivity in the 

construction industry.

❑ Mental stress describes the sum of all detectable influences which come 

from the environment to the people and have a mental impact on them.

❑ Mental strains, however, are the immediate (not the long-term) effects of 

mental stress depending on the individual behaviours, momentary conditions 

and coping strategies.

❑ Thus, the relationship between mental stress and strain follows closely the 

Stress-Strain Concept to Rohmert and Rutenfranz.
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MENTAL STRESS OF BLUE-COLLAR WORKERS IN THE CONSTRUCTION 

INDUSTRY – cont.

REASONS FOR MENTAL STRESS OF BLUE-COLLAR WORKERS

❑ WORK OVERLOAD: Psychomental impacts of impairments of tasks and 

activities, equipment, work environment, (temporal) work organisation.

❑ LACK OF COMMUNICATION OR DIRECTION OF MANAGEMENT: 

Inadequate or missing of information between two or more people.

❑ WORKPLACE ENVIRONMENT: Uncomfortable or harmful environmental 

influences at work.

❑ PHYSICAL OR MENTAL VIOLENCE: Violent attack on a person or the 

social reputation of it.

❑ MOBBING: A mental stress that can occur in places where people come 

together and interact with each other
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MENTAL STRESS OF BLUE-COLLAR WORKERS IN THE CONSTRUCTION 

INDUSTRY – cont.

CONSEQUENCES OF MENTAL STRESS

❑ MENTAL FATIGUE: A deterioration of mental and physical functioning, which 

depends on a psychological bias.

❑ FATIGUE-LIKE CONDITIONS: Variety poor situations lead to a fatigue-like 

condition of the people. This is accompanied by: monotony conditions, 

decreased alertness and mental saturation.

❑ MONOTONY CONDITION: By prolonged and redundant tasks they get 

symptoms such as fatigue, performance decline, reducing the 

responsiveness and variations in heart rate.

❑ DECREASED ALERTNESS: Through a less variety of activities in the area 

of monitoring and control decreased ability to detect stimuli and signals.

❑ MENTAL SATURATION: People decline redundant tasks and activity without 

prospects. They react nervously and emotionally stressed.



INVESTIGATION:

As part of the research project, the mental stress of blue-collar workers in 

the construction industry was examined. The target of this research project 

was to verify the above-mentioned causes and consequences. The  task 

was to quantify the stress causes and make a statement on the current 

state of it.

DATA COLLECTION

The data collection was made in the form of an anonymous questionnaire. 

The questionnaire comprises the topics "type of stress", "effects of stress" 

and "coping with the stress." All questions were designed as closed 

questions with predetermined answers. Additionally anonymous "Personal 

Information" were interrogated with open answers. For the design of the 

questionnaire the so-called "SALSA-method" by Rimann / Udris was used.

The target group of the survey were blue-collar workers in the construction 

industry. The questionnaires were distributed to medium-sized German 

construction companies. During the selection-process of recipients it was 

considered, that the construction companies always employ their own blue-

collar workers and do not only use the blue-collar workers of sub-

contractors.

CASE STUDY 2.

MENTAL STRESS OF BLUE-COLLAR WORKERS IN THE CONSTRUCTION 

INDUSTRY – cont.



RESULTS:

First, the response capabilities of individual questions were decoded. For 

each response a number from 1 to 5 was assigned in analogy to a Likert 

scale. Likert scaling is a bipolar scaling method, measuring either a positive 

or negative response to a statement. If a statement is evaluated with 1 

point, this means, that the respondent completely agrees to the statement 

and 5 points means, that he completely disagrees. To assess the statistical 

reliability of the survey results, parameters such as the average value, 

variance, standard deviation and standard error were determined.

The average age of the respondents was approximately 45 years. The 

majority of respondents resided in a partnership; about half of them have at 

least one child. The majority of respondents are working in building in the 

construction industry and have an appropriate education. Nearly a third of 

the respondents had personal responsibilities as a ganger or foreman.

The answer to each question is given in the form of the average value. 

Furthermore, the standard error and the minimum and maximum values of 

the responses are recorded.
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INTERPRETATION:

When considering the thematic area "types of stress", two negative 

answered questions are particularly prominent. These relate mainly to the 

noise exposure at the workplace and the physical stress during the working 

process. In addition, the lack of feedback from supervisors was noted and a 

very high level of responsibility.

Less stressful is the relationship with colleagues as well as problems of job 

security, lack of skills and dealing with problems caused by private affairs. 

Considering the part "effects of stress" it is striking, that in general only 

minor impacts of stress can be specified. Only two minor rashes can be 

detected in the area of health and free time.

The topic "coping with stress" points to an abnormality in the form of 

communication with colleagues, friends and partners. This means, that the 

majority of the blue-collar workers rarely talk about their stresses in their 

occupational or private life. 
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MENTAL STRESS OF BLUE-COLLAR WORKERS IN THE CONSTRUCTION 
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CONCLUSION AND OUTLOOK:

It is observed, that the surveyed blue-collar workers are impacted by the 

workplace conditions (noise, dust, heavy physical work). These stresses 

affect both the physical and the mental areas which is symptomatic for work 

in the construction industry.

The skills in coping with different types of mental stresses like the high 

responsibility and the quality of feedback can be developed through 

professional development measures. It has to be mentioned, that there 

often is a very friendly relationship between employees working in the 

construction sector. Mobbing seems to have no major impact.

The topics of their own health and work-life balance have a high priority for 

the blue-collar workers. Through preventive measures, these requirements 

can be ensured.

In the area of coping with mental stress, an open communication 

atmosphere between blue-collar workers among each other and between 

the blue-collar workers and their supervisors should be enhanced.
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A Polish construction company after a period of crisis and downsizing 

regained its position on the market. However, it appeared that the company 

has started to struggle with meeting its clients demand.

The reason was as following: it lost the crucial part of its employees during 

this crisis period. Certain generation gaps appeared.

Most of people in their thirties and forties left the company as they were 

qualified and dynamic enough to find new jobs even though the labour

market was tough.

Those who stayed in the company were either very experienced employees 

who had worked in the firm for many years or unqualified youngsters.

To tackle the problem the company decided to encourage more experienced 

employees to share their knowledge and skills with younger people.
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A certain bonus system was part of the scheme. However, although 

financially encouraged, older employees did not want to teach 

youngsters willingly.

Part of the company’s well-established organisational culture was that 

new comers need some time to be treated on an equal basis and to be 

granted opportunity to perform more complicated tasks.

It was thought to be unfair that youngsters would enter “fast-track” with 

a possibility to develop.

Certain improvement was achieved by discussions with trade-unions, 

so they started to influence the crew to join the learning scheme.
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MOTIVATING PEOPLE TO SHARE THEIR KNOWLEDGE – cont.


