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I. INTRODUCTION

Well-being at work is one of the challenges for the companies of our century. When working on this subject, one immediately thinks about psychosocial risks which degrade our work conditions. The most famous of these is better known under the term of "stress" and has already been experienced by everyone at least once in their lives. Stress is subject to a serious ambivalence. At work, it is mostly criticized and is suffering under a lot of prejudice. Then, to avoid any problems, companies try to eradicate all possible sources of stress for their employees. However, in some other places, in sports for example, stress is perceived as a positive concept which can galvanize, boost and help outperforming. This duality led us to wonder if stress could not be used as a positive lever also in companies. We will try to demonstrate that in the following study.

II. THEORETICAL APPROACH A. A definition of Stress

The concept of stress comes from the study of mechanics: it is a pressure or a torsion applied to a material. Physicists usually study the resistance of a material to this stress and its repetition. Today, in English, but also in many other languages, the word "stress" has gained another definition: it is a reaction of our organism to an aggression. The French national institute for research and safety (INRS) defines stress at work as "an imbalance between what a person is asked to do at work and the resources given to him or her to do it". Stress at work has multiple causes. Most of the time it is a consequence of the environment and the relationships at work: for example, repetitive and exhaustive tasks, a lack of trust or a lack of empowerment, a noisy office, a lack of recognition, a frequent change of manager etc. [START_REF] Beunaiche | Le bien-être, a se travaille. 20 minutes[END_REF] Stress seems to be bad for us: it is a reaction that leads to rupture. In this report, we try to find out if stress can have positive effects, especially when it concerns our motivation. A lot of persons do not like to speak about good or bad stress but prefer to speak about pressure or arousal. The word "eustress" also exists to refer to a "positive stress". In our study, we will limit ourselves to the word "stress" and we will assume that it can be judged as negative as positive. This analysis is already felt by artists or sportsmen. Stage fright usually helps an artist or an athlete to perform better during his or her activity. Biologically, this is explained by the hormones (e.g. adrenaline) produced by the body to react to the state of tension. Could not we apply this to stress at work too? Yerkes and Dodson explain that small doses of stress on a limited period of time can help us reach a state of intense concentration resulting in higher performances. Yet, they insist on the fact that this state of tension has to be punctual and followed by quiet periods. The quiet periods are as important for the performance as the periods of stress. They are often followed by a period of high creativity. This analysis was corroborated by Patrick Légeron in his book Le stress au travail : un enjeu de santé (Stress at work: a health issue) [START_REF] Légeron | Le stress au travail : un enjeu de santé[END_REF]. He explains that stress is not an illness and that we can find an optimal level of stress that stimulates your performance rather than inhibits it.

C. Measuring well-being

Yerkes and Dodson presented a study linking stress and performance. We wanted to add to this analysis the idea of well-being at work. In the third paragraph of this report, we will explain how we linked well-being with stress and performance. Yet, before developing this model we faced a difficulty: how can one measure well-being? This is a very difficult task considering that well-being is a subjective notion. A group of researchers from the INSEE (French national institute for statistics and economic studies) tried to characterize happiness through indicators [START_REF] Rymarski | Mesurer le bonheur : un impossible chantier[END_REF]. These indicators are objective data sets that are easily measurable (wages, access to electricity and water, accommodation conditions etc.). Thanks to these criteria persons are categorized according to the values of their indicators and a ranking of the wellbeing of persons can be built. Some companies adopt this approach by handing out surveys to their employees [START_REF] Mandraut | L'Aquitaine mesure la qualité de vie au travail[END_REF]. These surveys are supposed to judge the quality of work life in their companies. Thanks to the results, managers can adapt their way of managing so as to improve the well-being of their teams. However even if these methods try to measure the well-being, setting an objective threshold between happiness and sadness on the values of the indicators is still a tricky task, as no one share the same needs regarding happiness. This shows that it remains difficult to judge the level of well-being of a person, but this is also true for the stress. In our study, we built a model quantifying and comparing stress, well-being and performance based on the perception of managers.

III. HOW DOES A MANAGER PERCIVE STRESS ?

Discoursing on the subject of stress and happiness appreciation is a long debate. To move forward, we decided to confront our bibliographical study to the reality thanks to everyday team managers. We have selected seven managers, from different fields and from different types of organizations (start-ups, small firms, large companies). We come to them with several specific questions about stress at work:

•

Have they experienced any situation where stress enabled them to motivate a collaborator? And on the opposite, a situation where stress harmed a collaborator's performance or well-being?

• Is there a threshold above which stress passes from motivating to inhibiting? • What are the major conditions that enable stress to be positive? • Can stress and well-being coexist? We will see later how managers can detect that a collaborator is experiencing stress. First, let's consider the interviewed managers' point of view about a positive impact of stress. All the managers we have interviewed have already had the occasion to use stress as a lever of management, even if some felt more reluctant to use it. They all agreed that stress enabled generating adrenaline which, depending on the amount, fostered employees' commitment. For this reason, some managers found it positive to be regularly challenged. It has also been pointed out that the volatility of today's world increases unforeseen events, last minute's tasks, changes which are all sources of additional stress. They admit, as well, the existence of a threshold above which stress effects become negative for the employee's performance. In that sense, they globally agreed with Yerkes and Dodson's bell curve about performance under stress. To ensure that stress remains in this positive zone, they have mentioned several conditions:

• Explaining the purpose of the task,

• Giving an exit-horizon of the stress time,

• Staying attentive to your collaborator, • Giving clear and reachable objectives,

• Ensuring that the task will develop the collaborator,

• Do not letting stress becoming a recurring situation • Do not systematically transferring the stress coming from your top managers, • Do not giving the impression that the task is undesired, • When there is too much stress, releasing some pressure to step back. From all these conditions, the most mentioned ones were about helping the collaborator to know how he or she will contribute most globally to the company effort, limiting the length of stressful periods, and, as a manager, supporting him or her in everyday tasks.

What about stress and well-being? The managers we interviewed pointed out that it was important to support the collaborators when they were experiencing stress, and especially to care about their wellbeing during this period. It is necessary to be attentive to everyone's level of resistance with stress. They mentioned some collaborators who were under-stimulated, inefficient, when they had a little level of stress, and happy when they were challenged with a certain level of stress. This led us to think about the relationship between stress and well-being. Indeed, Yerkes and Dodson established the impact of stress on an employee's performance but did not study the impact on his happiness. We consider that this dimension is as important. Even if a manager transfers the perfect amount of stress to his employee to make him as efficient as possible, it will not be a sustainable solution if this employee feels unhappy with it.

IV. STRESS WELLBEING AND PERFORMANCE MODEL (SWAP)

A. Wellness at work

We assume here two other hypotheses: every worker admits a level of stress at which its wellbeing is at its maximum, and every worker can be situated in one of the four zones of wellbeing. These four zones give an evaluation of the global mindset of the worker in his job. First, there is the comfort zone, which is the most appreciable state of mind where the worker enjoys accomplishing his tasks. Then comes the discomfort zones, which name is composed by opposition to the previous state of mind. Here, the worker is sometimes bored or irritated by what he or she is doing; there is no pleasure nor reluctance to do what he or she is Fig. 2. Evolution of the wellbeing of a worker according to the experienced stress level paid for. The third one is the state of uneasiness where the task turns clearly irritating, disappointing or even unbearable. If too much time is spent within this zone, the final stage is on threshold which is either, the burn-out or bore-out. The worker then becomes physically affected and cannot assume its duties anymore; which is a terrible failure for him but mostly for the manager. Giving these definitions, it is possible to describe the curve of wellbeing of a worker, according to the level of stress he or she is supporting. This curve is drawn on the following chart (Figure 2).

As one can notice, there is a very particular level of stress, s 1 , at which the wellbeing is maximized. When deriving from this point, two sides of the curve are possible. On the lefthand side, for low-stress levels, we slide the boredom slope. With the decrease in the difficulty of the requested tasks, the low intensity of working hours and the lack of responsibilities and challenges, the worker is abandoned to the idleness and the unpleasant feeling of being at work for nothing. It would be the same as if your manager would ask you to solve elementary school multiplications for hours leaving you on your own. The slope eventually leads to a bore-out form the worker. On the right-hand side, at high-stress levels, we are heading towards difficulties and constraints. The everincreasing expectations of the manager and the complex tasks he asks us to complete put more and more pressure on our shoulders. Deadlines shorten, the required skills are not often mastered, and tension rise between the members of the team. The situation then becomes irritating, workers are finally panic-stricken, leading, most of the time, to a well-known burn-out. It is then a challenge for a manager to identify the right amount of stress which maximizes wellbeing for its subalterns and most importantly the limits which should not be crossed. The objective is not to always let workers navigate within the comfort zone, a push on the limits, especially towards higher stress levels, is a medium of fast progression as long as it does not last forever.

B. Comparing wellbeing and performance

Now we have set all the needed hypotheses, the heart of the SWAP concept can be unveiled. The very significant meaning of the performance curve and the wellbeing curve stands out when there are both plotted on the same chart (Figure 3). Figure 3 represents what is called the Objective, which is the very aim of every manager. Indeed, in this configuration, there exists a single point where maximum wellbeing is reached as well as maximum performance.

Here, the worker enjoys its work while doing his best. It is important to mention that the maximum level of performance still depends on every individual, it can be as high as low, it is just the best the worker can do. When this configuration is encountered, we say the worker is centered. However, the centered worker is quite rare as the configuration is explained by a mathematical equality which is hardly true in real life. A blurrier definition would be when the comfort zone contains the peak of performance.

But what happens when the worker is not in the perfect situation, when the manager has not fulfilled (yet) his objective? From this point two opposite profiles can be derived.

The first case is called the unfit. It corresponds to a worker whose maximum of wellbeing is reached at lower stress level than the peak of efficiency, as Figure 4 shows. In this situation, when the worker is in a pleasant state of mind, meaning its comfort zone, he exhibits a quite low efficiency, and if the manager pushes the stress level a little bit higher, in order to reach a higher performance, he will finally drive its subaltern to depression or even burn-out. An example would be more impressive. Matthieu is a just-graduated student from the university joining a company for its first job. His expertise level is quite low in his new tasks and he mainly relies on the theoretical knowledge he has acquired during his curriculum. Indeed, for him, each task is a lot of stress and difficulties. He hardly assumes his responsibilities in the company as he was, quite recently, only working on academic cases. He is mostly inefficient: he often asks his co-worker to validate his work and cannot complete all the tasks his manager assigns, hence lowering his performance.

The second case is called the expert. Inversely, the stress level needed to make him happy is higher than the one maximizing his performance, like in Figure 5. This type of profile is more scarce and harder to deal with for managers. However, the insight we get in comparing thewellbeing curve and the performance curve helps us understand what leads to this behavior. In this case, most tasks are judged boring by the worker, especially those for which he or she is very efficient. Lets take another example. Victoria works for the same company at the same position for ten years now. She knows better than anyone the good practices and the tricks of the job and she masters perfectly any required skills. However, she quickly loses interest in the everyday tasks and is always asking for more complexity and unsolved cases. She likes to follow a lead and find alternative solutions which is time consuming and reduce her performance. Even if experts like Victoria are needed within a company, especially high-tech ones, they are only a few number and most of them have gone back to the first base of their job.

V. LEVERS

Now that we have seen the different profiles, let's see how we can help a manager to drive his colleagues to the ideal "centred" worker. In practice a manager can use some specific management levers. We have identified four different levers: stress, training, motivation and career evolution. These levers enable a manager to adapt his managing style to his colleagues according to their profiles.

A. Stress

In the SWAP Model, stress influences performance and well-being. Therefore, the manager may take actions to have his collaborators move along the plot by influencing his amount of stress. He could dose the stress applied on his colleagues. For example, if we consider an unfit profile presented in Figure 4. Applying more stress to this person will make him more efficient in his work, nevertheless it will lead him in his discomfort or uneasiness zone. On the contrary, if the manager limit stress, the unfit will be in his comfort zone but with a low efficiency. Thus, stress applied by a manager has various impacts on the results according to their strength. Managers can use it according the situation and the current needs, however they have to try to move their colleagues from an expert or unfit profile to a centred one. In practice, according to the managers interviewed, short deadlines, difficult and ambitious goals may be used to intensify stress while listening and support leads to reduce it. To give him the right amount of stress, the manager needs to know how much stress his or her collaborator already has. Therefore, he needs to be able to detect signs of stress. When interviewing some managers, we have asked them what were the signs that enabled them to know if their collaborators were experiencing stress. Below are the most frequent answers:

• Excessive and recurrent tiredness,

• Isolation,

• Floating work schedule,

• Doubts, fears,

• Decrease in engagement,

• Complaints,

• Denigration of the company.

B. Training: rising the co-worker's skills

We have seen that the unfit reach their discomfort zone with a low amount of stress, and thus are unhappy at their peak of performance. The role of the manager is to get them happy when they experience this amount of stress, so that they can be both very efficient and happy on the long-term. To do this, the manager can use the second lever, which is training. Indeed, if his collaborator gets training, he will be able to get more stress while staying in his comfort zone, because he will be more used to experience stressing moments. Thus his well-being curve will be shifted to the right (Figure 6), which allows him to have a zone where both efficiency and happiness coexist, whereas this zone did not exist before. It is important to note that the wellbeing curve cannot be shifted to the left as someone cannot loose, while working on a subject, the experience he or she has gained.

C. Motivation

When performing a task motivating him, a worker's wellbeing curve is located higher than for other persons. It implies that his maximum of happiness is greater than before (Figure 7). On the contrary, when performing a task which doesn't motivate him, a worker may never find his comfort zone, at any stress level, because his curve is very low on the wellbeing scale. Therefore, one lever for the manager to lead his subaltern to a better more comfortable working life is to motivate him so as to extend his comfort zone. 

D. Cycle in companies

If we combine the study of profiles and levers, we highlight a phenomenon observed today in companies: workers follow a cyclic path in the stress scale as shown in the following figure (Figure 8). At first, as for the youngster recently hired, when beginning a job, a worker has an unfit profile for his new position or his new task. After a certain time, more or less rapidly, depending on the training dynamic of the company, he will develop his skills and reach a centered state. He will be totally adapted to his mission: his performance level will match with his wellbeing level. Years pass by, his experience level rises and he begins to know his job and missions by heart. Now, our worker becomes more easily bored and, therefore, needs more stressing tasks (difficult and with a lot of responsibility) to feel at ease and happy: he has reached the expert profile. His efficiency is deteriorated by his desire of complexity. It is now interesting for him to find a new job and begin a new cycle. The comparison with reality is, in this case, striking. The match between the model (the cycle) and the observations made in companies strengthens our representation of stress, wellbeing and performance and the hypothesis used before. It comes as a justification to our reasoning. We have tried to explain, through this model, how performance and the wellbeing in achieving a task are closely linked through stress. However, it suffers under several limitations especially in the practical way of applying it. All the charts displayed are presented without any figure. This is mainly due to the difficulty to quantitatively measure wellbeing, stress and even performance.

A second strong limitation is the lack of time dependency in the presented model. Indeed, it is intuitively easy to understand that, time passing by, the motivation, if not renewed, is diminishing. The same reasoning can be applied to the wellbeing curve. With time, even without any special training, a worker gains experience on a specific task, shifting his wellbeing curve to the right.
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