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Abstract:- Emerging technologies have deep impact on 

employee relations in telecommunication field. The 

impact is Positive as well as negative on some aspects. 

Positive aspects of technological trends are manifold and 

the negative impact can be worked upon to make it 

sustainable. This paper focuses on emerging trends in 

technologies and impact on employee relations with 

respect to Indian market. Over the last years ergonomic 

problems have received growing attention due to their 

effects on industrial plants efficiency and productivity. 

Many theories, principles, methods and data relevant to 

the workstation design have been generated through 

ergonomics research. Job satisfaction has been treated as 

a dependent variable and occupational stress and 

motivation has been treated as an independent variable. 

Based on the literature review two hypothesis were 

formulated (1) there is no significant relationship exists 

between occupational stress and job satisfaction.(2) 

there is a significant relationship exists between job 

satisfaction and motivation. 

Keywords: Job Satisfaction, Motivation, Work Stress, 

Significant. 

Introduction : 

Happy employees are not productive employees. 

We hear these conflicting statements made by HR 

professionals and managers in organizations. There is 

confusion and debate among practitioners on the topic of 

employee attitudes and job satisfaction even at a time 

when employees are increasingly important for 

organizational success and competitiveness. Therefore, 

the purpose of this article is to provide greater 

understanding of the research on this topic and give 

recommendations related to the major practitioner 

knowledge gaps. As indicated indirectly in a study of HR 

professionals (Rynes, Colbert, & Brown, 2002), as well as 

based on our experience, the major practitioner 

knowledge gaps in this area are: (1) the causes of 

employee attitudes, (2) the results of positive or negative 

job satisfaction, and (3) how to measure and influence 

employee attitudes. Within each gap area, we provide a 

review of the scientific research and recommendations 

for practitioners related to the research findings. In the 

final section, additional recommendations for enhancing 

organizational practice in the area of employee attitudes 

and job satisfaction are described, along with 

suggestions for evaluating the implemented practices. 

Before beginning, we should describe what we mean by 

employee attitudes and job satisfaction. Employees have 

attitudes or viewpoints about many aspects of their jobs, 

their careers, and their organizations. How-ever, from 

the perspective of research and practice, the most focal 

employee attitude is job satisfaction. Thus, we often 

refer to employee attitudes broadly in this article, 

although much of our specific focus will concern job 

satisfaction. The most-used research definition of job 

satisfaction is by Locke (1976), who defined it as a 

pleasurable or positive emotional state resulting from 

the appraisal of one‘s job or job experiences‖ (p. 1304). 

Implicit in Locke‘s definition is the importance of both 

affect, or feeling, and cognition, or thinking. When we 

think, we have feelings about what we think. Conversely, 

when we have feelings, we think about what we feel. 

Cognition and affect are thus inextricably linked, in our 

psychology and even in our biology. Thus, when 

evaluating our jobs, as when we assess most anything 

important to us, both thinking and feeling are involved. 

Gap 1 The Causes of Employee Attitudes 

The first major practitioner knowledge gap we 

will address is the causes of employee attitudes and job 

satisfaction. In general, HR practitioners understand the 

importance of the work situation as a cause of employee 

attitudes, and it is an area HR can help influence through 

organizational programs and management practices. 

However, in the past two decades, there have been 
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significant research gains in understanding dispositional 

and cultural influences on job satisfaction as well, which 

is not yet well understood by practitioners. In addition, 

one of the most important areas of the work situation to 

influence job satisfaction the work itself is often 

overlooked by practitioners when addressing job 

satisfaction. Dispositional Influences Several innovative 

studies have shown the influences of a person‘s 

disposition on job satisfaction. One of the first studies in 

this area (Staw & Ross, 1985) demonstrated that a 

person‘s job satisfaction scores have stability over time, 

even when he or she changes jobs or companies. In a 

related study, childhood temperament was found to be 

statistically related to adult job satisfaction up to 40 

years later (Staw, Bell, & Clausen, 1986). Evidence even 

indicates that the job satisfaction of identical twins 

reared apart is statistically similar (see Arvey, Bouchard, 

Segal, & Abraham, 1989). Although this literature has 

had its critics (e.g., Davis-Blake & Pfeffer, 1989), an 

accumulating body of evidence indicates that differences 

in job satisfaction across employees can be traced, in 

part, to differences in their disposition or temperament 

(House, Shane, & Herold, 1996). Despite its contributions 

to our understanding of the causes of job satisfaction, 

one of the limitations in this literature is that it is not yet 

informative as to how exactly dispositions affect job 

satisfaction (Erez,1994). Therefore, researchers have 

begun to explore the psychological processes that 

underlie dispositional causes of job satisfaction. For 

example, Weiss and Cropanzano (1996) suggest that 

disposition may influence the experience of emotionally 

significant events at work, which in turn influences job 

satisfaction. Similarly, Brief (1998) and Motowidlo 

(1996) have developed theoretical models in an attempt 

to better understand the relationship between 

dispositions and job satisfaction. Continuing this 

theoretical development, Judge and his colleagues (Judge 

& Bono, 2001; Judge, Locke, Durham, & Kluger, 1998) 

found that a key personality trait, core self- evaluation, 

correlates with (is statistically related to) employee job 

satisfaction. They also found that one of the primary 

causes of the relationship was through the perception of 

the job itself. Thus, it appears that the most important 

situational effect on job satisfaction—the job itself is 

linked to what may be the most important personality 

trait to predict job satisfaction core self evaluation. 

Evidence also indicates that some other personality 

traits, such as extraversion and conscientiousness, can 

also influence job satisfaction (Judge, Heller, & Mount, 

2002). These various research findings indicate that 

there is in fact a relationship between disposition or 

personality and job satisfaction. Even though 

organizations cannot directly impact employee 

personality, the use of sound selection methods and a 

good match between employees and jobs will ensure 

people are selected and placed into jobs most 

appropriate for them, which, in turn, will help enhance 

their job satisfaction. Cultural Influences In terms of 

other influences on employee attitudes, there is also a 

small, but growing body of research on the influences of 

culture or country on employee attitudes and job 

satisfaction. The continued globalization of organizations 

poses new challenges for HR practitioners, and the 

available research on cross- cultural organizational and 

human resources issues can help them better 

understand and guide practice (Erez, 1994; House, 1995; 

Triandis, 1994). The most cited cross-cultural work on 

employee attitudes is that of Hofstede (1980, 1985). He 

conducted research on employee attitude data in 67 

countries and found that the data grouped into four 

major dimensions and that countries systematically 

varied along these dimensions.  

 The four cross-cultural dimensions are: (1) 

individualism-collectivism; (2) uncertainty avoidance 

versus risk taking; (3) power distance, or the extent to 

which power is unequally distributed; and (4) 

masculinity/femininity, more recently called 

achievement orientation. For example, the United States 

was found to be high on individualism, low on power 

distance, and low on uncertainty avoidance (thus high on 

risk taking), whereas Mexico was high on collectivism, 

high on power distance, and high on uncertainty 

avoidance. The four dimensions have been a useful 

framework for understanding cross-cultural differences 

in employee attitudes, as well as recognizing the 

importance of cultural causes of employee attitudes. 

More recent analyses have shown that country/culture is 

as strong a predictor of employee attitudes as the type of 

job a person has (Saari, 2000; Saari & Erez, 2002; Saari & 

Schneider, 2001). There have been numerous 

replications of Hofstede‘s research (reviewed by 

Sondergaard, 1994). The importance of culture has also 

been found in how employees are viewed and valued 

across countries/cultures (Jackson, 2002) countries 

systematically vary on the extent to which they view 

employees in instrumental versus humanistic ways. In 

terms of practical recommendations, an awareness of 

and  whenever possible, adjustments to cultural factors 

that influence employee attitudes and measurement are 

important for HR practitioners as employee attitude 

surveys increasingly cross national boundaries. Work 
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Situation Influences As discussed earlier, the work 

situation also matters in terms of job satisfaction and 

organization impact. Contrary to some commonly held 

practitioner beliefs, the most notable situational 

influence on job satisfaction is the nature of the work 

itself often called intrinsic job characteristics.‖ Research 

studies across many years, organizations, and types of 

jobs show that when employees are asked to evaluate 

different facets of their job such as supervision, pay, 

promotion opportunities, coworkers, and so forth, the 

nature of the work itself generally emerges as the most 

important job facet (Judge & Church, 2000; Jurgensen, 

1978). This is not to say that well-designed 

compensation programs or effective supervision are 

unimportant; rather, it is that much can be done to 

influence job satisfaction by ensuring work is as 

interesting and challenging as possible. Unfortunately, 

some managers think employees are most desirous of 

pay to the exclusion of other job attributes such as 

interesting work. For example, in a study examining the 

importance of job attributes, employees ranked 

interesting work as the most important job attribute and 

good wages ranked fifth, whereas when it came to what 

managers thought employees wanted, good wages 

ranked first while interesting work ranked fifth (Kovach, 

1995). Of all the major job satisfaction areas, satisfaction 

with the nature of the work itself which includes job 

challenge, autonomy, variety, and scope best predicts 

overall job satisfaction, as well as other important 

outcomes like employee retention (e.g., Fried & Ferris, 

1987; Parisi & Weiner, 1999; Weiner, 2000). Thus, to 

understand what causes people to be satisfied with their 

jobs, the nature of the work itself is one of the first places 

for practitioners to focus on. 

Gap 2 The Results of Positive or Negative Job 

Satisfaction 

A second major practitioner knowledge gap is in 

the area of understanding the consequences of job 

satisfaction. We hear debates and confusion about 

whether satisfied employees are productive employees, 

and HR practitioners rightfully struggle as they must 

reduce costs and are concerned about the effects on job 

satisfaction and, in turn, the impact on performance and 

other outcomes. The focus of our discussion in this 

section is on job satisfaction, because this is the 

employee attitude that is most often related to 

organizational outcomes. Other employee attitudes, such 

as organizational commitment, have been studied as 

well, although they have similar relationships to 

outcomes as job satisfaction. Job Satisfaction and Job 

Performance The study of the relationship between job 

satisfaction and job performance has a controversial 

history. The Hawthorne studies, conducted in the 1930s, 

are often credited with making researchers aware of the 

effects of employee attitudes on performance. Shortly 

after the Hawthorne studies, researchers began taking a 

critical look at the notion that a happy worker is a 

productive worker. Most of the earlier reviews of the 

literature suggested a weak and somewhat inconsistent 

relationship between job satisfaction and performance. 

A review of the literature in 1985 suggested that the 

statistical correlation between job satisfaction and 

performance was about .17 (Iaffaldano & Muchinsky, 

1985). Thus, these authors concluded that the presumed 

relationship between job satisfaction and performance 

was a management fad‖ and illusory. This study had an 

important impact on researchers, and in some cases on 

organizations, with some managers and HR practitioners 

concluding that the relationship between job satisfaction 

and performance was trivial. However, further research 

does not agree with this conclusion. Organ (1988) 

suggests that the failure to find a strong relationship 

between job satisfaction and performance is due to the 

narrow means often used to define job performance. 

 Organ argued that when performance is defined 

to include important behaviors not generally reflected in 

performance appraisals, such as organizational 

citizenship behaviors, its relationship with job 

satisfaction improves. Research tends to support Organ‘s 

proposition in that job satisfaction correlates with 

organizational citizenship behaviors (Organ & Ryan, 

1995). In addition, in a more recent and comprehensive 

review of 301 studies, Judge, Thoresen, Bono, and Patton 

(2001) found that when the correlations are 

appropriately corrected (for sampling and measurement 

errors), the average correlation between job satisfaction 

and job performance is a higher .30. In addition, the 

relationship between job satisfaction and performance 

was found to be even higher for complex (e.g., 

professional) jobs than for less complex jobs. Thus, 

contrary to earlier reviews, it does appear that job 

satisfaction is, in fact, predictive of performance, and the 

relationship is even stronger for professional jobs. 

 Job Satisfaction and Life Satisfaction An 

emerging area of study is the interplay between job and 

life satisfaction. Researchers have speculated that there 

are three possible forms of the relationship between job 

satisfaction and life satisfaction: (1) spillover, where job 

experiences spill over into non work life and vice versa; 

(2) segmentation, where job and life experiences are 

separated and have little to do with one another; and (3) 
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compensation, where an individual seeks to compensate 

for a dissatisfying job by seeking fulfillment and 

happiness in his or her non work life and vice versa. 

Judge and Watanabe (1994) argued that these different 

models may exist for different individuals and were able 

to classify individuals into the three groups. On the basis 

of a national sample of U.S. workers, they found 68% 

were the spillover group, 20% in the segmentation 

group, and 12% in the compensation group. Thus, the 

spillover model, whereby job satisfaction spills into life 

satisfaction and vice versa, appears to characterize most 

U.S. employees. Consistent with the spillover model, a 

review of the research literature indicated that job and 

life satisfaction are correlated (average true score 

correlation: .44; Tait, Padgett, & Baldwin, 1989). Since a 

job is significant part of one‘s life, the relationship 

between job satisfaction and life satisfaction makes 

sense one‘s  job experiences spill over into one‘s life. 

However, it also seems possible the causality could go 

the other way a happy or unhappy life spills over into 

one‘s job experiences and evaluations. In fact, the 

research suggests that the relationship between job and 

life satisfaction is reciprocal job satisfaction does affect 

life satisfaction, but life satisfaction also affects job 

satisfactionm(Judge & Watanabe, 1994). Also in support 

of a spillover model for job and life satisfaction, the 

research literature shows a consistent relationship 

between job satisfaction and depression (Thomas & 

Ganster, 1995). One might speculate on the possibility 

that the relationship is simply due to personality traits 

that cause both low job satisfaction and depression. 

  

However, to counter this, there is evidence that 

job loss and other work events are in fact associated 

with depression (Wheaton, 1990). Thus, this research 

suggests that dissatisfaction resulting from one‘s job can 

spill over into one‘s psychological well-being. Based on 

this research, one conclusion is that organizations only 

have so much control over a person‘s job satisfaction, 

because for many people, their job satisfaction is a result, 

in part, of spillover of their life satisfaction. However, 

continuing to take actions to address low job satisfaction 

is not only important for organizational effectiveness, 

but by not doing so, organizations can cause spillover of 

employees‘ low job satisfaction into their life satisfaction 

and well-being. Job Satisfaction and Withdrawal 

Behaviors Numerous studies have shown that 

dissatisfied employees are more likely to quit their jobs 

or be absent than satisfied employees (e.g., Hackett & 

Guion, 1985; Hulin, Roznowski, & Hachiya, 1985; Kohler 

& Mathieu, 1993). Job satisfaction shows correlations 

with turnover and absenteeism in the –.25 range. Job 

dissatisfaction also appears to be related to other 

withdrawal behaviors, including lateness, unionization, 

grievances, drug abuse, and decision to retire. Hulin et al. 

(1985) have argued that these individual withdrawal 

behaviors are all manifestations of job adaptation‖ and 

have proposed that these individual behaviors be 

grouped together. Because the occurrence of most single 

withdrawal behaviors is quite low, looking at a variety of 

these behaviors improves the ability for showing the 

relationship between job attitudes and withdrawal 

behaviors (Hulin, 1991). Rather than predicting isolated 

behaviors, withdrawal research and applied practice 

would do better, as this model suggests, to study 

patterns in withdrawal behaviors such as turnover, 

absenteeism, lateness, decision to retire, etc. together. 

Several studies have supported this, showing that when 

various withdrawal behaviors are grouped together, job 

satisfaction better predicts these behavioral groupings 

than the individual behaviors. Based on the research that 

shows job satisfaction predicts withdrawal behaviors 

like turnover and absenteeism, researchers have been 

able to statistically measure the financial impact of 

employee attitudes on organizations (e.g., Cascio, 1986; 

Mirvis & Lawler, 1977). Using these methods can be a 

powerful way for practitioners to reveal the costs of low 

job satisfaction and the value of improved employee 

attitudes on such outcomes as absenteeism and 

retention. 

Gap 3 How To Measure and Influence Employee 

Attitudes 

The third major practitioner knowledge gap is in 

the area of how to measure and influence employee 

attitudes. There are a number of possible methods for 

measuring employee attitudes, such as conducting focus 

groups, interviewing employees, or carrying out 

employee surveys. Of these methods, the most accurate 

measure is a well-constructed employee attitude survey. 

Thus, we first provide an overview of the major research 

on employee attitude surveys. To positively influence 

employee attitudes, understanding of some of the 

research already discussed is important. In addition, 

knowledge of important considerations for analyzing 

employee survey results is essential for taking 

appropriate steps to improve attitudes. Finally, 

practitioners often use survey feedback discussion 

meetings as a means for acting on employee attitude 

surveys the final part of this section addresses research 

related to this topic and the most important ways to 

support action. Employee Attitude Surveys Two major 
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research areas on employee attitude surveys are 

discussed below: employee attitude measures used in 

research and facet versus global measures. The areas 

discussed are not meant to provide knowledge of all 

relevant considerations for designing employee surveys, 

but rather provide background on the research and an 

overview of some major areas of study. In the research 

literature, the two most extensively validated employee 

attitude survey measures are the Job Descriptive Index 

(JDI; Smith, Kendall, & Hulin, 1969) and the Minnesota 

Satisfaction Questionnaire (MSQ; Weiss, Dawis, England, 

& Lofquist, 1967). The JDI assesses satisfaction with five 

different job areas: pay, promotion, coworkers, 

supervision, and the work itself. The JDI is reliable and 

has an impressive array of validation evidence. The MSQ 

has the advantage of versatility long and short forms are 

available, as well as faceted and overall measures. 

Another measure used in job satisfaction research (e.g., 

Judge, Erez, Bono, & Thoresen, in press) is an updated 

and reliable five-item version of an earlier scale by 

Brayfield and Rothe (1951). All of these measures have 

led to greater scientific understanding of employee 

attitudes, and their greatest value may be for research 

purposes, yet these measures may be useful for 

practitioners as well.   

In practice, organizations often wish to obtain a 

more detailed assessment of employee attitudes and/or 

customize their surveys to assess issues unique to their 

firm. There are two additional issues with measuring 

employee attitudes that have been researched and 

provide potentially useful knowledge for practitioners. 

First, measures of job satisfaction can be faceted (such as 

the JDI) whereby they measure various dimensions of 

the job while others are global or measure a single, 

overall feeling toward the job. An example of a global 

measure is Overall, how satisfied are you with your job?‖ 

If a measure is facet-based, overall job satisfaction is 

typically defined as a sum of the facets. Scarpello and 

Campbell (1983) found that individual questions about 

various aspects of the job did not correlate well with a 

global measure of overall job satisfaction. However, if 

one uses job satisfaction facet scores based on groups of 

questions on the same facet or dimension rather than 

individual questions to predict an independent measure 

of overall job satisfaction, the relationship is 

considerably higher. As has been noted elsewhere (e.g., 

Judge & Hulin, 1993), job satisfaction facets are 

sufficiently related to suggest that they are measuring a 

common construct overall job satisfaction. Second, while 

most job satisfaction researchers have assumed that 

overall, singleitem measures are unreliable and 

therefore should not be used, this view has not gone 

unchallenged. Wanous, Reichers, and Hudy (1997) found 

that the reliability of single item measures of job 

satisfaction is .67. For the G. M. Faces scale, another 

single-item measure of job satisfaction that asks 

individuals to check one of five faces that best describes 

their overall satisfaction (Kunin, 1955), the reliability 

was estimated to be .66. Therefore, respectable levels of 

reliability can be obtained with an overall measure of job 

satisfaction, although these levels are somewhat lower 

than most multiple-item measures of job satisfaction. 

Based on the research reviewed, there is support for 

measuring job satisfaction with either a global 

satisfaction question or by summing scores on various 

aspects of the job. Therefore, in terms of practice, by 

measuring facets of job satisfaction, organizations can 

obtain a complete picture of their specific strengths and 

weaknesses related to employee job satisfaction and use 

those facet scores for an overall satisfaction measure, or 

they can reliably use overall satisfaction questions for 

that purpose.   

Analyzing and Interpreting Survey Results for 

Action Effective analysis and interpretation of employee 

attitude survey data is necessary in order to understand 

the results and, in turn, take appropriate actions to 

improve employee attitudes and job satisfaction. 

Research on employee attitude measurement and 

statistical analyses is a key contribution of the field of 

psychology (e.g., Edwards, 2001; Macey, 1996). 

Highlights of the research on survey analyses and the 

most important issues for HR practitioners to consider 

are reviewed below. The Use of Norms. Ratings made by 

employees on survey questions can systematically vary 

and vary widely no matter what company they work for. 

For example, ratings of pay are typically low and ratings 

of workgroup cooperation are typically rated very high. 

Similar systematic variations are found when comparing 

survey data for many companies across countries. For 

example, Switzerland tends to have some of the highest 

ratings, Italy some of the lowest. Therefore, it is helpful 

when interpreting survey data to know how the survey 

results compare to industry norms or country norms. 

Survey norms are descriptive statistics that are compiled 

from data on the same survey questions from a number 

of companies and are obtained by joining a consortium. 

Comparability of the companies, company size, and 

number of companies are important factors in the value 

of the norms (Morris & LoVerde, 1993). In addition, the 

professionalism in the norms process and the age of the 
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norms will affect their relevance and accuracy (Bracken, 

1992; R. H. Johnson, 1996). If survey norms are not an 

option, overall company or unit results can serve as 

internal norms, although they encourage an inward 

focus and potentially internal competition. Actions 

determined through normed-based comparisons can be 

strong drivers of change and help focus a company 

externally to other companies and the competition. 

Comparisons and Numerical Accuracy Comparing data is 

one of the most useful survey analysis techniques, such 

as described above for using norms to compare a 

company‘s survey results to other companies. 

Comparisons for the same organization or unit over time 

with a trended survey are also valuable to measure 

progress. At the same time, comparisons must be done 

with professional care, taking into account measurement 

issues (Cascio, 1986). This is one of the major areas of 

practitioner misinterpretation in our experience. Of 

particular concern are organizations using unreliable 

survey data, based on low numbers of survey 

respondents and/or department size, to compare 

departments/managers or to inappropriately measure 

change over time. In general, the lower the number, the 

greater the effects of random error on data, like the 

differences between flipping a coin 10 times versus 

1,000 times.   

Thus, comparisons of groups or departments with 

small numbers generally should not be done, especially 

when the survey is a sample survey and designed to 

provide data only at higher levels. Even for surveys of all 

employees that provide survey results to each 

manager/department, numerical accuracy is still of 

concern and comparisons across time or between 

managers should be avoided data at the workgroup level 

is best provided to each manager for department 

feedback and local actions. To avoid these measurement 

issues, it is helpful to have a lower limit on the 

organization size and/or number of respondents needed 

to create reports for comparisons (most organizations 

we have worked with set this at a maximum margin of 

error of plus/minus 9 percentage points, which is 

generally around 100 respondents). Numerical accuracy 

and appropriate comparisons are especially important 

when using survey data for performance targets and 

employment- related decisions. Global Considerations 

for organizations operating in more than one country, 

understanding survey data by country is also valuable. 

for improving employee attitudes. However, making 

comparisons across countries is another type of analysis 

that should be conducted with caution. As stated earlier, 

there are country/cultural influences on employee 

attitudes, and the use of country norms is preferable.

  

 In other words, comparisons are best made 

against an appropriate country norm rather than 

comparing one country‘s survey results to another 

country‘s results. In addition to cultural factors, 

linguistic factors across countries can affect survey 

results (Ryan, Chan, Ployhart, & Slade, 1999). Concepts 

such as employee recognition can have different 

meanings due to different cultural meanings (Hui, 1990; 

Hui & Triandis, 1985), and this can affect the equivalence 

of the measurements of employee attitudes across 

countries. To help minimize linguistic and other issues, 

professional translations, back translations (translations 

back into English then checked against the original 

English), and country reviews are recommended. Other 

guidance on administrative and practical issues when 

conducting a multinational employee attitude survey is 

also available (e.g., S. R. Johnson, 1996). Linking 

Employee Attitudes to Business Measures. One of the 

newest areas of research that assists with identifying 

important areas for survey action is to statistically link 

employee attitudes to business outcomes. This research 

is an extension of the research discussed earlier that 

correlated job satisfaction with job performance. 

Schneider and his colleagues carried out the 

groundbreaking studies in this area, showing how 

employee attitudes about various human resources 

practices correlated with customer satisfaction 

measures, thus indicating key levers to improve 

customer satisfaction. For example, they found that 

when employees reported higher satisfaction with work 

facilitation and career development, customers reported 

higher service quality (Schneider & Bowen, 1985). Other 

researchers (e.g., Wiley, 1996) have developed linkage 

models that identify the organizational practices as rated 

by employee attitude surveys that relate to high levels of 

organizational performance. In addition, a variety of 

studies have shown how employee attitudes are 

predictive of important financial performance measures, 

such as market share (e.g., Ashworth, Higgs, Schneider, 

Shepherd, & Carr, 1995; Colihan & Saari, 2000; Harter, 

Schmidt, & Hayes, 2002).   

Linkage research can be done in any organization 

where there is some way to group enough survey data 

such as in stores, branches, districts, and even countries 

and then correlate it with financial and/or customer data 

for the same groups. This type of survey measurement 

and analysis helps practitioners demonstrate the impact 
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of employee attitudes on the business, as well as identify 

key levers for action. Survey Feedback and Action 

Employee surveys, used effectively, can be catalysts for 

improving employee attitudes and producing 

organizational change. This statement is based on two 

important assumptions, both supported by research 

already reviewed in this article: first, that employee 

attitudes affect behavior and second, that employee 

attitudes are important levers of organizational 

performance. Survey feedback and action help support 

and drive organizational change, and the ability to 

manage change‖ is evaluated by line managers as the 

most important competency for HR professionals 

(Ulrich, Brockbank, Yeung, & Lake, 1995).   

There are many variations of survey feedback and 

action, though an important research finding is that 

participation in feedback sessions alone will not result in 

change and this is often where organizations fall short. 

In fact, Rynes et al. (2002) found that one of the highest 

percentages of HR professionals responding contrary to 

the research facts was to the statement Ensuring 

employees participate in decision making is more 

important for improving organizational performance 

than setting performance goals. Extensive research does 

not support this statement, yet 82% of HR professionals 

marked it as true. In fact, actual action, not just 

involvement in survey feedback discussions and the 

development of plans, is critical for an employee survey 

to result in improved performance. Feedback sessions 

that result in concrete goals and resulting actions have 

the most impact. This is supported by extensive research 

on goal setting theory, which shows that having specific 

goals is a major factor for motivation and performance 

(Locke, Feren, McCaleb, Shaw, & Denny, 1980; Locke & 

Latham, 2002). How To Close the Gaps and Evaluate the 

Effectiveness of Practice Throughout this article, as we 

discussed the relevant research for each of the three 

knowledge gaps, we provided suggestions for closing the 

gaps. In this section, we offer some final suggestions, as 

well as ideas for evaluating the effectiveness of 

implemented practices. One important way to close the 

gap between research and practice is to be better 

informed about the research. Given the demands on HR 

practitioners‘ time, this is a difficult task, yet one that is 

increasingly expected of HR professionals.   

Today, organizations need more from HR than 

someone to administer the tactical aspects of an 

employee survey and to check that managers are holding 

feedback discussions and have action plans. 

Organizations need HR practitioners who know how to 

develop effective and research-based employee attitude 

measures, understand and derive valuable insights from 

the data, and use the results to improve employee 

attitudes and job performance and help lead 

organizational change. There are many excellent and 

emerging ways to gain this knowledge professional HR 

organizations (e.g., the Society for Human Resource 

Management) are increasingly offering ways to get 

summarized research information, and new ways to gain 

knowledge through online and other methods are 

emerging. Another suggestion relates to improving 

knowledge of basic statistics. The need to measure, 

understand, and improve employee attitudes is essential 

for organizations of today. Yet, without the numeric 

comfort needed to fully understand and discuss 

employee attitude measurements, what they mean, and 

how they relate to other business measures, HR cannot 

be at the table to assist with achieving this goal. In terms 

of evaluating the practices discussed in this article, the 

most rigorous and defensible methods are to apply 

return on investment (ROI) principles. These involve 

defining the objectives of a program such as assess 

employee attitudes that predict organizational 

performance and improve employee attitudes and job 

satisfaction and then evaluating, through appropriate 

research designs and measurements, whether these 

objectives were met.   

Approaches for carrying out ROI and cost-based 

evaluations are described in the literature (e.g., Cascio, 

1986). These evaluation approaches are the most 

rigorous, yet can be resource- and time-intensive. In 

terms of more straightforward suggestions for 

evaluating the practices implemented, we offer the 

following questions that HR practitioners can ask 

themselves: Do we have an employee attitude survey 

that measures areas important for employee job 

satisfaction as well as organizational success?. How do 

we know this and make this case to line management?. Is 

the survey routinely used as part of decision making?. Is 

the survey a respected source of information about the 

people side of the business?. Am I at the table with line 

management using the survey insights for needed action 

and organizational change?. Can I discuss these 

measures in light of other key business measures?. These 

may be new evaluation criteria for many HR 

professionals who have traditionally evaluated 

themselves in areas such as attitude survey response 

rates, timeliness of action plans submitted by managers, 

and the number of reports distributed. In the end, the 

evaluation of the practices implemented should consider 
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these two important points: Are measures of employee 

attitude used as important information for the business? 

Ultimately, do employee attitudes and job satisfaction 

move in the desired direction? 

Important Role of SHRM India :(Society for Human 

Resource Management) SHRM India is dedicated to 

helping deal with future people challenges by 

advancing the HR profession through its expertise 

and body of knowledge and supporting the HR 

profession by offering solutions and problem-solving 

related to contemporary issues. 

Given the renewed interest in Industrial Relations 

as a discipline, in the light of the recent events and in 

alignment with our vision, we have collaborated with 

our Panel of Experts to advance and break new ground 

in this area of HR. The key objectives of this initiative are 

to: 

1. Provide thought leadership and business value  

2. Raise the bar for the profession 

 3.  e the   Voice of the  rofession‘ for all 

 4. Focus on strategic issues in Industrial Relations 

Top three issues in Employee Relations today  

1. Legislation and Compliance  

2. Contract Labor 

3. Sustainability 

Challenges faced by organizations in the area of 

Employee Relations 

Despite the progress made in the past, various 

issues and challenges have surfaced in this area of 

practice that have made it difficult for organizations to 

function seamlessly. Of these, issues, which have a 

critical business imperative, are as follows: 1. There is a 

pressing need to bring reforms in Labor Laws in order to 

create a progressive environment. 2. Efforts are needed 

to enhance integration of the workforce with business. 3. 

It is essential to create and sustain an organizational 

climate that optimizes overall growth and enables 

harmonious employee relations. This in turn will 

promote and sustain industrial growth by improving 

workforce employability and generating greater 

employment. 

Challenges specific to implementing potential 

solutions on the three identified issues 

 1. Employee Legislation and Compliance 

• Standing Order formation and amendments is a 

cumbersome process. It needs Government intervention 

and time to revisit the applicability of the Act. 

• State legislations, amendment of statements and 

regulations have made the process of compliance 

burdensome. 

• Re defining   Workman‘ under the Industrial 

Disputes Act, given changes in general industry 

conditions and increased availability of opportunities, is 

critical. 

• Redefining minimum wages, which should be 

closer to fair wages and provide an employee with a 

respectable standard of living, are important to human 

resource development. 

•  ayment of  onus Act 1961 requires attention 

and immediate amendment as it seems to have outlived 

its purpose. The wage ceiling for computing the bonus is 

far below the required level. The Minimum Wages Act 

provides payments for longevity of service rather than 

for being productive. 

• Legislations are created in isolation and have a 

huge requirement for administrative compliance. Many 

of them duplicate existing law barring minor differences 

in format. In many cases, the excessive burden to ensure 

ongoing compliance is leading to harassment by the 

labor department. 

2. Contract Labor 

• Flexibility provided by the law with regard to 

contract labor is being misused by employers, both in 

the public and private sector, as a source of cheap or low 

cost labor. 

• Despite provision in the statute and the principle 

of Equal Wages for Equal Work, contract labor is being 

exploited at very low wages, often the bare minimum. 

• Lack of flexibility to ramp down the permanent 

workforce, as it is not conducive to good employee 

relations, and other allied causes are forcing employers 

to use this alternative rather than employing people 

directly, especially since contract labor does not enjoy 

the privilege of strong protection under the law. 
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3. Sustainability 

• Industrial Relations is no longer viewed as an 

attractive profession for practitioners. Young 

professionals are less inclined to make their career in 

this area of specialization thereby creating a vacuum of 

talent, unlike the early to mid-80s. 

• Most corporations, shackled by the lack of 

flexibility in the law, are adopting a   play safe‘ approach 

by not hiring direct employees and maintaining the 

status quo. Compounded by political and economic 

uncertainty, this has a direct and significant impact on 

business expansion and employee relations. 

Potential solutions to address the top three issues After 

the Expert Panel Discussion, the Subject Matter Experts 

provided their inputs on the potential solutions to the 

top three issues:  

1. Employee Legislation and Compliance 

• Amend Industrial Employment Standing Orders 

(IESO) Act to suit current business realities by including 

a process for certification and workplace flexibilities, 

such as increase or decrease manpower, including 

during closure or transfer of the establishment. 

• Simplify and reduce administrative burden of 

returns, registers and displays. 

• Amend  rovident Fund ( F) applicability from 

the date of joining - including for contract and casual 

employees and reduce administrative burden with no 

benefit. Create a central permanent number so that there 

is no need to transfer the accumulated PF when an 

individual changes employment. 

• Enforce strict compliance of social security and 

minimum standards of living. 

• Clarify Labor Law provisions for international 

workers. 

• Enhance exemplary punishment including de-

recognition or de-registration of parties engaged in 

violence. 

• Implement recommendations of the Second 

National Commission on Labor. 

• Replicate SEZ models in other areas. 

• Take effective steps to prevent and arrest 

polarization of industrial peace and employee relations. 

• Make alternative provisions of Union and 

Association in lieu of the Trade Union for employees who 

are not workmen. 

2. Contract Labor 

• Create a nation-wide policy for uniformity in 

approach to contract labor. 

• Evolve a code of conduct for employers engaging 

contract labor. Actively promote and 

regulate ethical and conscientious contract labor 

practices on the part of employers. 

• Effective implementation of legal provisions 

through government machinery to ensure that the 

contractor and the principal employer provide proper 

working conditions, as provided to the regular employee 

of the principal employer, without any discrimination. 

• Equal and fair remuneration for contract workers 

at par with permanent employees doing same or similar 

work and make fair wages the minimum standard. 

• Replicate the UK model of TU E [The Transfer of 

Undertakings (Protection of Employment)] model – 

which regulates the continuation of contract workers 

even if the contractor changes. This could provide some 

protection to contract workmen. 

• Increase the safety net by introducing a provision 

for the permanency of a contract worker after a certain 

duration of continued service. 

•  romote entrepreneurial skills, ventures and 

small and medium enterprises, where a direct and fixed 

term contract should have different provisions and 

treatment. 

3. Sustainability 

• Create a sense of well-being to give back and help 

others in order to bring personal satisfaction among 

employees. This satisfaction is potentially 

transformational for individuals and increases loyalty 

and motivation in the workplace. 

•  rovide opportunities to get to know different 

organizational environments, varied work content and 

different styles of leadership, all of which are useful for 

an individual‘s personal development. 
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• Enable employees to immerse in new working 

groups, bring employees from different departments 

together to improve the basis for teamwork and 

collaboration. 

• Volunteering enhances personal skills, including 

leadership, coaching, listening and handling conflict. 

These skills are relevant in the workplace and contribute 

to improved relations, performance and productivity. 

• Volunteering also helps employees gain personal 

benefits that contribute to their own potential 

employability. Data reflects that employees who have 

demonstrated social consciousness and experienced 

involvement with non-profit organizations are more 

attractive to prospective employers. 

Employee Attitude Surveys 

Two major research areas on employee attitude 

surveys are discussed below: employee attitude 

measures used in research and facet versus global 

measures. The areas discussed are not meant to provide 

knowledge of all relevant considerations for designing 

employee surveys, but rather provide background on the 

research and an overview of some major areas of study. 

In the research literature, the two most extensively 

validated employee attitude survey measures are the Job 

Descriptive Index (JDI; Smith, Kendall, & Hulin, 1969) 

and the Minnesota Satisfaction Questionnaire (MSQ; 

Weiss, Dawis, England, & Lofquist, 1967). The JDI 

assesses satisfaction with five different job areas: pay, 

promotion, coworkers, supervision, and the work itself. 

The JDI is reliable and has an impressive array of 

validation evidence. The MSQ has the advantage of 

versatility—long and short forms are available, as well 

as faceted and overall measures. Another measure used 

in job satisfaction research (e.g., Judge, Erez, Bono, & 

Thoresen, in press) is an updated and reliable five-item 

version of an earlier scale by Brayfield and Rothe (1951). 

All of these measures have led to greater scientific 

understanding of employee attitudes, and their greatest 

value may be for research purposes, yet these measures 

may be useful for practitioners as well. In practice, 

organizations often wish to obtain a more detailed 

assessment of employee attitudes and/or customize 

their surveys to assess issues unique to their firm. There 

are two additional issues with measuring employee 

attitudes that have been researched and provide 

potentially useful knowledge for practitioners. First, 

measures of job satisfaction can be faceted (such as the 

JDI) whereby they measure various dimensions of the 

job while others are global or measure a single, overall 

feeling toward the job. An example of a global measure is  

Overall, how satisfied are you with your job?‖ If a 

measure is facet-based, overall job satisfaction is 

typically defined as a sum of the facets. Scarpello and 

Campbell (1983) found that individual questions about 

various aspects of the job did not correlate well with a 

global measure of overall job satisfaction. However, if 

one uses job satisfaction facet scores based on groups of 

questions on the same facet or dimension rather than 

individual questions to predict an independent measure 

of overall job satisfaction, the relationship is 

considerably higher. As has been noted else where (e.g., 

Judge & Hulin, 1993), job satisfaction facets are 

sufficiently related to suggest that they are measuring a 

common construct overall job satisfaction. Second, while 

most job satisfaction researchers have assumed that 

overall, single item measures are unreliable and 

therefore should not be used, this view has not gone 

unchallenged. Wanous, Reichers, and Hudy (1997) found 

that the reliability of single item measures of job 

satisfaction is .67. For the G. M. Faces scale, another 

single-item measure of job satisfaction that asks 

individuals to check one of five faces that best describes 

their overall satisfaction (Kunin, 1955), the reliability 

was estimated to be .66. Therefore, respectable levels of 

reliability can be obtained with an overall measure of job 

satisfaction, although these levels are somewhat lower 

than most multiple-item measures of job satisfaction. 

Based on the research reviewed, there is support for 

measuring job satisfaction with either a global 

satisfaction question or by summing scores on various 

aspects of the job.  Therefore, in terms of practice, 

by measuring facets of job satisfaction, organizations can 

obtain a complete picture of their specific strengths and 

weaknesses related to employee job satisfaction and use 

those facet scores for an overall satisfaction measure, or 

they can reliably use overall satisfaction questions for 

that purpose. 

Analyzing and Interpreting Survey Results for Action 

Effective analysis and interpretation of employee 

attitude survey data is necessary in order to understand 

the results and, in turn, take appropriate actions to 

improve employee attitudes and job satisfaction. 

Research on employee attitude measurement and 

statistical analyses is a key contribution of the field of 

psychology (e.g., Edwards, 2001; Macey, 1996). 

Highlights of the research on survey analyses and the 

most important issues for HR practitioners to consider 

are reviewed below. The Use of Norms. Ratings made by 
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employees on survey questions can systematically vary 

and vary widely no matter what company they work for. 

For example, ratings of pay are typically low and ratings 

of workgroup cooperation are typically rated very high. 

Similar systematic variations are found when comparing 

survey data for many companies across countries. For 

example, Switzerland tends to have some of the highest 

ratings, Italy some of the lowest. Therefore, it is helpful 

when interpreting survey data to know how the survey 

results compare to industry norms or country norms. 

Survey norms are descriptive statistics that are compiled 

from data on the same survey questions from a number 

of companies and are obtained by joining a consortium. 

Comparability of the companies, company size, and 

number of companies are important factors in the value 

of the norms (Morris & LoVerde, 1993). In addition, the 

professionalism in the norms process and the age of the 

norms will affect their relevance and accuracy (Bracken, 

1992; R. H. Johnson, 1996). If survey norms are not an 

option, overall company or unit results can serve as 

internal norms, although they encourage an inward 

focus and potentially internal competition. Actions 

determined through normed-based comparisons can be 

strong drivers of change and help focus a company 

externally to other companies and the competition. 

Comparisons and Numerical Accuracy. Comparing data 

is one of the most useful survey analysis techniques, 

such as described above for using norms to compare a 

company‘s survey results to other companies. 

Comparisons for the same organization or unit over time 

with a trended survey are also valuable to measure 

progress. At the same time, comparisons must be done 

with professional care, taking into account measurement 

issues (Cascio, 1986). This is one of the major areas of 

practitioner misinterpretation in our experience. Of 

particular concern are organizations using unreliable 

survey data, based on low numbers of survey 

respondents and/or department size, to compare 

departments/managers or to inappropriately measure 

change over time. In general, the lower the number, the 

greater the effects of random error on data, like the 

differences between flipping a coin 10 times versus 

1,000 times. Thus, comparisons of groups or 

departments with small numbers generally should not 

be done, especially when the survey is a sample survey 

and designed to provide data only at higher levels.  

Even for surveys of all employees that provide 

survey results to each manager/department, numerical 

accuracy is still of concern and comparisons across time 

or between managers should be avoided data at the 

workgroup level is best provided to each manager for 

department feedback and local actions. To avoid these 

measurement issues, it is helpful to have a lower limit on 

the organization size and/or number of respondents 

needed to create reports for comparisons (most 

organizations we have worked with set this at a 

maximum margin of error of plus/minus 9 percentage 

points, which is generally around 100 respondents). 

Numerical accuracy and appropriate comparisons are 

especially important when using survey data for 

performance targets and employment- related decisions. 

Global Considerations for organizations operating in 

more than one country, understanding survey data by 

country is also valuable for improving employee 

attitudes. However, making comparisons across 

countries is another type of analysis that should be 

conducted with caution.  

As stated earlier, there are country/cultural 

influences on employee attitudes, and the use of country 

norms is preferable. In other words, comparisons are 

best made against an appropriate country norm rather 

than comparing one country‘s survey results to another 

country‘s results. In addition to cultural factors, 

linguistic factors across countries can affect survey 

results (Ryan, Chan, Ployhart, & Slade, 1999). Concepts 

such as employee recognition‖—can have different 

meanings due to different cultural meanings (Hui, 1990; 

Hui & Triandis, 1985), and this can affect the equivalence 

of the measurements of employee attitudes across 

countries. To help minimize linguistic and other issues, 

professional translations, back translations (translations 

back into English then checked against the original 

English), and country reviews are recommended. Other 

guidance on administrative and practical issues when 

conducting a multinational employee attitude survey is 

also available (e.g., S. R. Johnson, 1996). 

Linking Employee Attitudes to Business Measures 

One of the newest areas of research that assists 

with identifying important areas for survey action is to 

statistically link employee attitudes to business 

outcomes. This research is an extension of the research 

discussed earlier that correlated job satisfaction with job 

performance. Schneider and his colleagues carried out 

the groundbreaking studies in this area, showing how 

employee attitudes about various human resources 

practices correlated with customer satisfaction 

measures, thus indicating key levers to improve 

customer satisfaction. For example, they found that 

when employees reported higher satisfaction with work 
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facilitation and career development, customers reported 

higher service quality (Schneider & Bowen, 1985). Other 

researchers (e.g., Wiley, 1996) have developed linkage 

models that identify the organizational practices as rated 

by employee attitude surveys that relate to high levels of 

organizational performance. In addition, a variety of 

studies have shown how employee attitudes are 

predictive of important financial performance measures, 

such as market share (e.g., Ashworth, Higgs, Schneider, 

Shepherd, & Carr, 1995; Colihan & Saari, 2000; Harter, 

Schmidt, & Hayes, 2002). Linkage research can be done 

in any organization where there is some way to group 

enough survey data such as in stores, branches, districts, 

and even countries and then correlate it with financial 

and/or customer data for the same groups. This type of 

survey measurement and analysis helps practitioners 

demonstrate the impact of employee attitudes on the 

business, as well as identify key levers for action. 

Survey Feedback and Action 

Employee surveys, used effectively, can be 

catalysts for improving employee attittudes and 

producing organizational change. This statement is 

based on two important assumptions, both supported by 

research already reviewed in this article: first, that 

employee attitudes affect behavior and second, that 

employee attitudes are important levers of 

organizational performance. Survey feedback and action 

help support and drive organizational change, and the 

ability to manage change‖ is evaluated by line managers 

as the most important competency for HR professionals 

(Ulrich, Brockbank, Yeung, & Lake, 1995). There are 

many variations of survey feedback and action, though 

an important research finding is that participation in 

feedback sessions alone will not result in change and this 

is often where organizations fall short. In fact, Rynes et 

al. (2002) found that one of the highest percentages of 

HR professionals responding contrary to the research 

facts was to the statement Ensuring employees 

participate in decision making is more important for 

improving organizational performance than setting 

performance goals. Extensive research does not support 

this statement, yet 82% of HR professionals marked it as 

true.  

In fact, actual action, not just involvement in 

survey feedback discussions and the development of 

plans, is critical for an employee survey to result in 

improved performance. Feedback sessions that result in 

concrete goals and result-ing actions have the most 

impact. This is supported by extensive research on goal-

setting theory, which shows that having specific goals is 

a major factor for motivation and performance (Locke, 

Feren, McCaleb, Shaw, & Denny, 1980; Locke & Latham, 

2002). 

How To Close the Gaps and Evaluate the Effectiveness 

of Practice 

Throughout this article, as we discussed the 

relevant research for each of the three knowledge gaps, 

we provided suggestions for closing the gaps. In this 

section, we offer some final suggestions, as well as ideas 

for evaluating the effectiveness of implemented 

practices. One important way to close the gap between 

research and practice is to be better informed about the 

research. Given the demands on HR practitioners time, 

this is a difficult task, yet one that is increasingly 

expected of HR professionals. Today, organizations need 

more from HR than someone to administer the tactical 

aspects of an employee survey and to check that 

managers are holding feedback discussions and have 

action plans. Organizations need HR practitioners who 

know how to develop effective and research-based 

employee attitude measures, understand and derive 

valuable insights from the data, and use the results to 

improve employee attitudes and job performance and 

help lead organizational change. There are many 

excellent and emerging ways to gain this knowledge 

professional HR organizations (e.g., the Society for 

Human Resource Management) are increasingly offering 

ways to get summarized research information, and new 

ways to gain knowledge through online and other 

methods are emerging. Another suggestion relates to 

improving knowledge of basic statistics.  

The need to measure, understand, and improve 

employee attitudes is essential for organizations of 

today. Yet, without the numeric comfort needed to fully 

understand and discuss employee attitude 

measurements, what they mean, and how they relate to 

other business measures, HR cannot be at the table to 

assist with achieving this goal. In terms of evaluating the 

practices discussed in this article, the most rigorous and 

defensible methods are to apply return on investment 

(ROI) principles. These involve defining the objectives of 

a program such as assess employee attitudes that predict 

organizational performance and improve employee 

attitudes and job satisfaction and then evaluating, 

through appropriate research designs and 

measurements, whether these objectives were met. 

Approaches for carrying out ROI and cost-based 

evaluations are described in the literature (e.g., Cascio, 
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1986). These evaluation approaches are the most 

rigorous, yet can be resource and time intensive. In 

terms of more straightforward suggestions for 

evaluating the practices implemented, we offer the 

following questions that HR practitioners can ask 

themselves: Do we have an employee attitude survey 

that measures areas important for employee job 

satisfaction as well as organizational success?. How do 

we know this and make this case to line management?. Is 

the survey routinely used as part of decision making?. Is 

the survey a respected source of information about the 

people side of the business?. Am I at the table with line 

management using the survey insights for needed action 

and organizational change?. Can I discuss these 

measures in light of other key business measures?. These 

may be new evaluation criteria for many HR 

professionals who have traditionally evaluated 

themselves in areas such as attitude survey response 

rates, timeliness of action plans submitted by managers, 

and the number of reports distributed.  

In the end, the evaluation of the practices 

implemented should consider these two important 

points: Are measures of employee attitude used as 

important information for the business? Ultimately, do 

employee attitudes and job satisfaction move in the 

desired direction? 

Conclusions : 

Engagement is an idea whose time has come. In 

one sense, it offers managers a framework for 

monitoring a range of indicators including employee 

attitudes and behaviors of the state of the employment 

relationship. But, beyond that, it represents an aspiration 

that employees should understand, identify with and 

commit themselves to the objectives of the organization 

they work for. What does this mean for employee 

relations specialists? It means being more strategic and 

seeing the   bigger picture.  

It means being familiar with a wide range of 

techniques and skills, including mediation and 

communications. But, ultimately, it may also mean 

asserting more strongly the employee interest and 

agenda. This may not fit well with a management culture 

still based on   command and control it‘s a genuinely 

transformational message. But without some significant 

progress in this direction, both high-performance 

working and strategic business partnering are unlikely 

to succeed. 
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