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Abstract: Companies grow and survive today in an environneértompetition and many companies fight for their
survival. While the company efforts to be a goimgeern is understandable the employee attitudedeativergent
and defeatist. This is a serious problem and hawmpamies fight against this despondency is the aktiteme of this
article. “Attitude is everything” is a common qe@otn management development and employee traimiograms.
Employees on their own are interested to make thst but of their sojourn with the company and Idok
opportunities outside the company as well. Orgdiura need to ensure continuity of key employeesiévelopment
of the organization particularly in times of turbnte from the business environment. But how fas thitaken
seriously needs investigation and the main purpbdbis article is to explore ways and means ofroeming such
lackadaisical attitudes. Whereas Management isezard about providing a continuous congenial envirent for
employees for job satisfaction many job satisfac8arveys do not confirm positive results. Thishis management

dilemma of current business environment.

KEY WORDS: Divergent employee attitudes, Company efforts to survive and grow, overcoming
despondency, key employees, turbulence in the environment, organizational awareness and seriousness,
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1. INTODUCTION

In a professional workplace, bad attitude can &ffec
everyone and cause conflict among employees. In
some cases attitude problems are able to be igtgred
the majority of employees, and a productive empoye
with a slight attitude problem is not a distractigh
manager needs to learn how to identify escalating
attitude problems in the workplace to prevent them
from becoming a distraction. A fear of inadequaayg c
sometimes cause an attitude problem with the
employee who feels threatened. An employee may feel
that his skill set is not adequate enough to perfat

the same level as his co-workers, and this causes
conflict and an attitude problem that can become
pervasive. When people feel pressurized in many
different aspects of their life, they sometimesctea
non-productive ways. If an employee seems to be
having problems communicating with co-workers,
discuss with the employee and ask them why they are
being difficult. Try to avoid being confrontationdf

you offer the employee a sympathetic ear, you may
find that the problems stem from personal issuas th
have nothing to do with the workplace, but becagse
much time is spent at work the frustration boilgown

the form of a bad attitude. While you do not wamt t
try to get involved in an employee’s personal lifeu
may be able to help re-arrange some work
responsibilities while the employee attends to his
personal matters. You could even suggest some paid
time off if the employee has the vacation time, or
unpaid if they do not, to allow the employee time t
sort out his issues.

According to the article "Important of Ethical
Behavior in the Workplace" published by the Online
Ethics Center, the employer could be fostering @& ba
attitude by not enforcing rules of conduct evenly
throughout the company. If some people are allowed
to act a certain way while others get punishedtlier
same behavior without any explanation, then that
situation can result in a bad attitude from thesper
that feels they are being mistreated. Sometimes the
attitude problems in the workplace do not originate
with the employees, but rather they originate wfta
actions of management. When employees complain of
an uneven enforcement of the company rules, it is
important for management to listen to that complain
and make steps to change managerial behavior

2. OBJECTIVES
METHODOLOGY

AND RESERCH

The attitudes of employees are very important for
organizations to achieve their stated objectivehil&V
some attitudes of employees may originate from his
personal and domestic circumstances, there are
significantly many attitudinal problems of emplogee
arising out of his involvement in the organizatemd

his work thereof. However the impact of the sunaltot

of employee’s attitude to work is very important fo
employers. With this in mind the following objea
have been identified for this research work.

1. Analysis of environmental factors
which influence employees in shaping
their attitude towards work.
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2. Areview of inherent personality traits
which shapes employees attitudes.

3. How attitudes result in behavior in the
organizational context.

4. Understand the role of work place
surveys in helping employees to
contribute and remove negative
perceptions

5. How organizations in general can
improve employee motivation to work.

Employee attitude forms a major chunk of
organizational research and there is no dearth of
published literature of high quality. The researdhe

to make a detailed search of literature available i
print as well as in the web and electronic meditierA

a crucial survey of literature it was found that
adequate data can be compiled and collated for the
purpose of meeting the above objectives of the
research. The data so collected was analyzed
thoroughly to arrive at the conclusions.

REVIEW OF LITERATURE

Bad attitudes spread, which is why we need to addre
the issue quickly. Bad attitudes destroy employee
morale and cause organizational disturbances. One
rotten apple in the basket makes the entire lotlegho

in time if not detected early. Bad attitudes in the
workplace might include laziness, tardiness, rudgne
rumor mongering or any other attitude or activimptt
lowers overall morale. Negative attitudes couldibe

to personal problems. For example, an employee
might be having trouble at home that influences
his/her behavior at work. Bad attitudes also caulte
from workplace events, such as a firing, pay demea
or other small-business problems.

A single person's bad attitude can have a hugeteffe
on the operation of your business. For examplend
employee begins complaining, his discontent might
spread to other workers. Bad attitudes also cakléri
downward. A cranky manager can ruin the workplace
atmosphere for everyone he supervises. Negative
attitudes can have a detrimental effect on perfacaa
causing employees to become apathetic and
despondent. Mistakes might occur more often, and
output and Productivity will slow down. If your
customers encounter bad attitudes from your
employees, they won't come back. Customers don't
want to deal with rude representatives, and emgloye
apathy leads to project deadlines getting delayet a
incomplete fulfillment of orders. Monitoring the
performance of employees who deal directly with
customers might save some trouble, but a more
effective approach is to deal with the underlying
causes of the discontent to raise the morale of the
entire workplace.

Sometimes, one person is the clear cause of an
organization's problem. Other times, organizatisraa
whole must identify underlying causes for general
discontent. For example, if one Manager enforces
unreasonable deadlines for projects, meaning
employees must work overtime to meet expectations,
we can expect resentment to build. Though we should
expect the best from our employees, pushing them to
hard will test their loyalty and might be bad foorale

and employee retention. Other possible causes f ba
attitudes include employee perceptions concerrfieg t
financial health of the business, insufficient sop
from management or a feeling that hard work goes
unappreciated. Corporate and internal communicstion
for building employee morale is required.

Regular employee feedback is essential so that you
can stay ahead of the bumpy ride.. Act quickly and
decisively to nip negative attitudes in the budr Fo
example, if an employee consistently voices
unreasonable complaints, take that person aside for
private discussion. Try to come to an equitable
resolution but warn the employee you won't tolerate
negative influences in your business. Dealing with
systemic problems is more difficult but well worith

in the long run if it improves employee morale. Hig
morale has been shown to lead to better performance
and happier customers. For example, invite employee
feedback concerning workloads when determining
project deadlines.

The first step in turning around this potentially
harmful, but commonmanagement dilemma is to
clearly articulate to the employees that theirtuadie
and inability to positively contribute to the depaent

are performance hindrances equal to not performing
primary job responsibilities. They affect the
department's bottom line and overall effectiveniass
ways that are harder to measure, but nonethelegs dr
the department down. The following steps will help
ensure that you handle the situation successfully

*  Get the cooperation and concurrence of HR

department  before you have the
conversation with your negative employee.
They will advise you on needed

documentation, time frame and how your
organization's culture addresses these issues.

e Clearly articulate to your department that
you expect more than efficient individual
contributions by your staff. Rather, each
person is responsible for building a
respectful, collaborative team environment
that supports the department's productivity
and the company as a whole.
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* Directly point out the implications of the
staff member's negative behaviors to the
department's core goals, functions and
performance objectives.

* Do not describe the employee's problem as
an "attitude" problem. This is too subjective
and will in all likelihood be viewed as
personal dislike rather than a legitimate
performance  problem. Cite  specific
examples drawing the relationship between
the negative behavior and staff productivity
and morale.

* Refer this person to a Training Program that
will coax him out of a negative pattern of
behavior. Many organizations have
Employee Assistance Programs (EAPs) that
confidentially advise employees. By doing
this, you are identifying the behavior
problem, and also sending the message that
you want the person to change and are
willing to help in this process.

* Leave your own frustration at the door and
do not air it.. By the time many managers
finally confront a negative employee, they
have usually been picking up the pieces for
quite a while, helping other staff cope with
the negativity, even designing "work
realignment" to maintain peace.

Another helpful strategy is to rate, in employee
performance reviews, each staff ~member's
contribution to the overall functioning and morale

the department. This way, there's less chance steneo
will claim he is being singled out. Generalize this
expectation to all staff. Send and regularly reioéo

the message that how the group works with eachr othe
and how people support the overarching goals of the
department are as much performance variables as
meeting sales figures or project deadlines. Actress
Mae West was famous for saying, "It's not whatyt; sa
it's the way that | say it. It's not what | dos ithe way
that | do it." The truth is that the most succeksfu
people in organizations have always built good
relationships while being valuable contributorghteir
companies.

A McKinsey study concluded 59 percent of employees
would be "delighted" if managers dealt with problem
employees, but only 7 percent of those responding t
employee surveys believed their companies were
actually doing it. By talking to your negative
employee, you send the message to your department
that you are a strong manager up to the task, and
reinforce  the positive contributions of your
hardworking, positive staff.

Employers should not concern themselves with being
friends with their employees. In fact, doing so
promotes a dysfunctional workplace where roleslare
defined. This leads to power struggles, resentraedt
possibly stomach ulcers! Employers need to make it
clear that relationships with their staff membeit, w

in no way, resemble peer relationships. The
relationship between employer and employee works
best when the relationship is kind but formal as
opposed to friend-like and casual.

It is fine to express words of appreciation for
exceptional job performance from time to time, but
should not be routine. Compliments and words of
affirmation mean much more when they are earned.
There is a school of thought that for every crtigian
employee receives five positive pieces of feedback
should follow. Frankly, this practice is questioteaat
best. It's important that employees grasp the fabc
message employers are trying to convey. Minimize
emotional communication .Less is more when it
comes to emotional exchanges between employers and
staff. Consider this example of a corrective messag
delivered emotionally with a pleading tone: "l tgal
really need you to be on time from now on. | know i
hard with the traffic and all, but please try to &e
time." Now read the same message but delivered
unemotionally: "You have not demonstrated that ¢pein
on time is your priority. | expect you to correbiat
immediately." The second example is not harsh,
hostile or overly critical. It is simply an honest
observation with a clear directive. The first exéenp
puts the employer in the role of a child asking for
something from an adult. The second example
reinforces appropriate roles.

There’s no doubt that companies can benefit from
workplace surveys and questionnaires. A GTE survey
in the mid-1990s, for example, revealed that the
performance of its different billing operations, as
measured by the accuracy of bills sent out, wasetyo
tied to the leadership style of the unit managdersts
whose managers exercised a relatively high dedgree o
control made more mistakes than units with more
autonomous workforces. By encouraging changes in
leadership style through training sessions, disonss
groups, and videos, GTE was able to improve overall
billing accuracy by 22% in the year following the
survey and another 24% the year after. Unfortupatel
not all assessments produce such useful information
and some of the failures are spectacular. In 18897,
instance, United Parcel Service was hit by a costly
strike just ten months after receiving impressiarka

on its regular annual survey on worker morale.
Although the survey had found that overall employee
satisfaction was very high, it had failed to unaove
bitter complaints about the proliferation of pané
jobs within the company, a central issue during the
strike. In other cases where failure occurs,
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questionnaires themselves can cause the company’s
problems. Dayton Hudson Corporation, one of the
nation’s largest retailers, reached an out-of-court
settlement with a group of employees who had won an
injunction against the company’s use of a standadli
personality test that employees had viewed as an
invasion of privacy.

What makes the difference between a good workplace
survey and a bad one? The difference, quite sinply,
careful and informed design. Ask questions about
observable behavior rather than thoughts or matives
Include some items that can be independently eek;ifi
measure only behaviors that have a recognizedtdink
your company’s performance. Keep sections of the
survey unlabeled and uninterrupted by page breaks
and design sections to contain a similar number of
items, and questions a similar number of wordscéPla
questions about respondent demographics last in
employee surveys but first in performance appraisal
Avoid terms that have strong associations. Chahge t
wording in about one-third of questions so that the
desired answer is negative and avoid merging two
disconnected topics into one question. Create a
response scale with numbers at regularly spaced
intervals and words only at each end.; if possibss

a response scale that asks respondents to estamate
frequency. Use only one response scale that offiers
odd number of options and avoid questions that
require  rankings. Make workplace surveys
individually anonymous and demonstrate that they
remain so. In large organizations, make the
department the primary unit of analysis for company
surveys and lastly make sure that employees can
complete the survey in about 20 minutes.

Numbers Are Better than Words

iy hat ask respandents to chooss awardor
phrase that it helr attitude, But theresponse optons wil mean difrent hins o ifrent
paple, and it will be ificultto apply informative staistical tests to the resulting data

Please ratethis employee'seffectiveness in maintaining qualty standards.

0 Q 0 0 0

unacceptable doss notmest meets aureads fariaads
expectations apectations expectations expectations
Waldasigned surveys ack respondents t select a mumerical answer on a cantinuum between
0 welbun drstaoctword chaices, preferably a continuu m that Fequires stimating a fiequeny.
Theinclusion ofa*don’tknow" o “rot applicable” option &nhances response rats becase
ol kriows they can prowide atruthful answer rather than Just il in a meaningless one.

During the st year, my department has produced high-qualiy work.
000000 0 o
1 ) 3 4 5 b 1 o
never aways  applicable

Figure 1: Numbers Are Better than Words

The results of this kind of evaluation, howevere ar
notoriously unreliable because they are influenogd

a variety of extraneous factors. The biggest prokie
that each response option on the scale contains
different words, and so it is difficult to placeeth
responses on an evenly spaced mathematical
continuum in order to conduct statistical tests.
Although the labels may be in a plausible ordee, th
distance between each pair of classifications an th
continuum remains unknown. Therefore, it is difficu

to compare ratings on these scales from different
managers in different years or to compare ratings f
different departments, geographic regions, and even
seasons.

Many surveys, particularly those designed to assess
performance or leadership skill, ask respondents to
speculate about the character traits or ideas fudrot
individuals. While interest in the answers to those
questions is understandable, the company is uwlikel
to obtain the answers by asking the questions ttiirec
The best way around these problems is to ask
questions about specific, observable behavior and |
respondents draw on their own, firsthand, expegenc
This minimizes the potential for distortion.—at dea
responses could be tied to discrete events and
behaviors that could be tabulated, analyzed, and
discussed.

Clearly, if there is no relation between survey
responses and verifiable facts, something is amiss.
Conversely, verifiable responses allow you to reach
conclusions about the survey's validity, which is
particularly important if the survey measures
something new or unusual. In other assessments, one
consulting firm frequently also use respondentsate

the profitability of their units, which can then be
compared with actual profits. In addition to posing
questions with verifiable answers, asking qualiati
questions in a quantitative survey, although
counterintuitive, can provide a way to validate the
results. In an employee survey consultant analjaed
EDS in 2000, engaged independent, objective readers
to classify the topic and valence (positive, negator
neutral) of all written comments—45,000 of them.
Then examined the correlation between these
classifications and the quantitative data contaiimed
the survey ratings from all 66,000 respondents. The
tight correlation between ratings and comments in

each section of the survey—high ratings
accompanying positive comments—gave strong
evidence of the survey’s validity.

Well-Designed Surveys Produce Normal Results

Well-designed surveys generate data that follow the
normal bell curve: A small number of the resules li
near the low end of the scale, most are averagkaan
few are exceptional. Poorly designed surveys gémera
skewed data that depict overly high or low respsnse
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A sign at the auto parts store states: “The wrong
information will get you the wrong part...every tirhe.
Good surveys accurately home in on the problems the
company wants information about. They are designed
so that as many people as possible actually respond
And good survey design ensures that the spectrum of
responses is unbiased. Following the guidelines as
discussed above will make it more likely that the
information from your workplace survey will be
unbiased, representative, and useful.

Well-Designed Surveys
Produce Normal Results

Well-detigned surveys genarate data that follow the normal ball
curve: A small number of the results lie near the low end of the scale,
most are average, and a few are exceptional. Poorly designed surveys
generate skewed data that depict averly highor low responses,

wiel-designed survey

Question responsas

Figure 2: lllustration of poorly designed
Customer surveys

3. FINDINGSAND CONCLUSION

Business environment along with the organizational
internal environment are the two powerful influesice
on the members of the organization. The Employee is
but human, and so he has to contend with his family
and their demands on him. His expectations from the
company, is dependent on the fulfillment of his
personal needs to maintain his family and his self
actualization needs form the job. Since the
organization is not an isolated place, rather famfit,

his emotions are influenced by his interactionshwit
other members and peers. His innate personal psalit
are either reinforced or changed with the
organizational environment. His attitudes to wonkl a
leisure are influenced by his co-workers and the
supervisors. The macro environmental factors like
industry growth, government policies towards his
industry and the state if the economy as well agani
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environment like the competitive forces, work cudtu
and ethics in the company, co-worker and
management attitudes towards rewards and
recognition etc. have profound influence in shaping
his attitude towards work.

Habits like laziness, tardiness, rudeness, rumor
mongering can have a detrimental effect on the
individual and in turn on the team. So, inherent
personality traits like a cooperative outlook or a
complaining outlook will shape the employee att#ud
Problems arise out of his role clarity, organizatio
purpose, skill adequacy in completing his work,
supervisory and managerial help and assistance in
improving his performance and a host of company
factors like Trade union, rewards, management
recognition and response to his grievances etdt %o,

a combination of inherent personality traits and th
influence of environment in further shaping theratth
will determine the outcome — that is Employee it

to work.

Attitudes shape behavior — this is the organization
theory and practically so. Negative attitudes cawneh

a detrimental effect on performance, causing
employees to become apathetic and despondent.
Complaints if not heard and resolved my lead to
further deterioration. A small complaint like drinf
water not being available from the cooler at the eh
the shop floor if not attended promptly can be
escalated to a companywide tool down. A small
attitudinal change in supervisors to be more polite
towards workers and a lending an ear to their
problems, though no solution can be provided
immediately, can go a long way in improving the kvor
attitude.

Work place surveys and implementation of feedback
goes a long way in creating an employee motivatiion
work and perform better. Work place surveys help
organizations to have a firsthand knowledge of the
problems for workers so that creative solutions loan
designed and implemented. Various pitfalls in the
design of scales and evaluation methods have been
discussed in earlier pages. The relationship betwee
employer and employee works best when the
relationship is kind but formal as opposed to fiien
like and casual. It's important that employeesmthe
principal message employers are trying to convey.
Minimize emotional communication .Less is more
when it comes to emotional exchanges between
employers and staff. An honest observation with a
clear directive reinforces employee roles and tylari

Attitude survey gives a clear indication for
organizations the focus areas for improvement in
improving Employee motivation and help in
performance improvements. The management
dilemma of understanding clearly the employee needs
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and attitudinal
overcome by a good work place survey through a
competent and credible agency who have the
experience to handle the job. As already seen, the

problems will be by and large

dynamic nature of the business environment reqaires

clearly focused and identified strategy to overcome
motivational problems. Management dilemma, as the

word suggests is just an illusion and in philosophi
terms we can call it ‘Maya'.
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