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Values and attitudes are very important aspects and play key roles in moulding an individual's
behaviour and this in turn will be visible in the organisational behaviour. They also very often
influence an individual's perceptions and even help in shaping one's personality, Values and attitudes
also help in identifying individual differences that affect behaviour.

Although while trying to understand individual differences that atfect behaviour, one cannot
ignore that at times behaviour can be a reflection of the interaction between the person and
situation. For instance, here is a story of a ship that was lost on the high seas. On board the ship
were an optimist and a pessimist. The pessimist felt he was being honest when he announced that
the ship would sink that day. Whereas, the optimist expressed that it was one way of viewing it
as an experience of freedom (at sea) and that they will definitely sight land either today or
tomorrow. The people aboard the ship started loving the optimist and hating the pessimist. Finally,
one day when they could not bear it anymore, they threw the pessimist overboard.

However, the optimist continued with his positive attitude and-announcement of sighting land
soon. Days and nights passed without any sight of land. Then one evening, irritated, the people
aboard threw the optimist overboard as well. The moral of the story — *“It is always preferable
to be realistic”. As seen from the above story, sometimes the demands of the situation may be so
overwhelming that individual differences may seem relatively unimportant and similar behaviour
is visible. When the Twin Towers at the WTC in New York, caught fire, on 9th September 2001
every employee of the different companies, housed in the buildings was trying to free and escape.

Thus though the debate still continues about the relative importance of situational versus personal
determinants of behaviour, taking an interactive perspective, it can be said that it is the combination of
both the person and situation which will help to understand individual behaviour in organisations.

NEGATIVE
ATTITUDE

Value System

When we talk of well-known corporate personalities such as Kumaramangalam Birla (Chair
person of the A.V. Birla Group), Azim H. Premji (Chair Person, Wipro Group) and so on, it will
indicate that these personalities have in them certain imbedded values, and attitudes which have
helped them to lead such mammoth organisations.
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Thus in this chapter we have tried to understand the importance of values (along with cultural

variations in values) and the nature, dimensions and certain work related attitudes which affect the
individual behaviour at the work place.

A quote: “Managers have to embrace a very different management philosophy, grounded in
an alternative set of assumptions about both individuals and institutions. This philosophy leads
to some very different beliefs about the role of the company in society, about the relationship
berween employers and employees and about the functions of management. It posits a very different
moral contract between the individual, the company and society."?

Values can be said to be a specific mode of conduct or end state of existence, which is personally
or socially preferable to an opposite or converse mode of conduct or end state of existence.”

From the above statement it can be said that values embody an element of judgment. It can
be referred to as a representation of an individual's contention of what is good or bad, correct or
incorrect, preferable or not preferable. Values possess both the content and intensity characteristics.
The content attribute signifies that a mode of conduct or end state of existence is important.
Whereas, the intensity attribute communicates how important it is. Each one of us has made a
ranking of (individual) values in terms of their intensity and this comprises of our value system.
We can identify this system by noting the relative importance one attaches to different values such
as honesty, hard work, self respect, equality and so on. Box 4.1 reveals some of the values
believed in, by some of our corporate personalities.

Box 4.1 : Wealthy and wise, but heir Hnl--.u--||1|ru'r|1t

 Bill Gates, resolve o not pass on all his wealth 1o his kids doesn't gel well with the
| '“"“"‘“"“"“"’*’“f’“"?"‘ﬂﬁﬁ%e e o T 318 co o il

mmimﬂ‘ privllagéc[ 1V
ﬂﬂmiﬁn'ﬂwﬁh{ﬁuﬁﬂaﬁaﬁwﬁy - comfor
. are being brought up with J lue sy:
*';and most often lmunaaqﬂanﬁ % iﬁmﬁh&m& of
ta his sons &nﬁ vﬁlat‘if get thum %,%&lt

- e armmm nd
Diractur. Mahindtawand%ahkﬂra. he
that yieh:ia similar buiiafan"rha b ast.
can afford. From there or ife
arnultonﬁ! ‘support to achieve one's dreams." ¥
 Says consultant quhia”trlst and pesrdmﬂ'letaniat Dr. :
m"?‘ﬁﬂﬂtﬂd}fﬁi‘ﬂ'ﬁﬁ_i&. =
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[.S'aurt.'c: B‘angaium Tfme.s. The Times of India, Bangalore, 16 November 2002 p. 6)
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The answers_we express in_response to certain questions given below will suggest the
importance of values.

+ Is it wrong to practise gender bias while selecting candidates for jobs?

+ Is it right to include politics while practising business? Or should business practices be free
of politics?

+ Is it wrong to be over ambitious?

No doubt, if these questions are posed to different people, their responses may also vary
depending upon their individual perception about what comprises their value system.

While on the issue of values it is to be noted:
* Values are long lasting and enduring and also tend to be more or less stable.

» Values are installed in our system which we derive from our ‘‘significant others” like
parents, elders, teachers etc.

Right from our childhood, we are taught and told about certain behaviours which are
acceptable (or desirable) and those which are not approved of or undesirable. Like —

“Always be honest and speak the truth” (desirable).
“Always pay respect to our elders”
“Do not hit the neighbourhood child”

* The imbibing of values is absolute i.e., the learning of values is not taught in a particular
degree — we are not told to be a little honest. But the value of honesty is taught in an
absolute sense and this process of learning re-inforces values and ensures their stability
and endurance,

Importance and Relevance of Values

Values form a very important aspect of organisational behaviour because:

(a) They essentially lay the foundation of our understanding of other individual determinants
such as attitudes and motivation. For instance, an individual who joins an organisation,
comes with certain pre-conceived ideas of what “ought to be” and what “ought not to be”.
These 1deas are all based on values with connotations of what is right and what i1s not and
our behaviours will be in accordance to what is acceptable or desirable. And they tend to
mitigate neutrality and rationality.*

(b) It would be apt to say that values influence attitudes and behaviour. For example, one may
join an organisation based on the belief that promotion is awarded based on one’s performance,
whereas, promotion based on seniority is not correct. But on learning after joining the
organisation that promotion is given based on seniority and not performance is going to
result in disappointment, further leading to job dissatisfaction. The person may also take
a decision of not going to put in more efforts on the job -as the outcome may not
be favourable (promotion) and there will be no gain for him. The person's attitudes and

behaviour would have been different had his/her values matched with that of the organisational
values.
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(c) Understanding of values, today, is all the more necessary in order fo have a re-examination
of the established work values which are referred to as the cornerstones of current management
revolution existing across the world.” Box 4.2 talks of Satyen Parikh's belief in values which
helps him to hold his employees together as a team and family.

(d) Cultural differences in values is more visible, today especially since the world has become
a global village with individuals willing to work anywhere and with anyone (or everyone).
So managers have to be capable of working with persons with different cultural exposures.
Moreover, since values vary across cultures, an understanding of them can help them in
knowing and predicting behaviour of employees.

Geert Hofstede had conducted a survey among 116,000 IBM employees in 40 countries to
understand their work related values.® He discovered that managers and employees varied on five
value parameters of national cultures, These are briefly given in Table 4.1 below.

Table 4.1 : Value Dimensions of DilTerent National Cultures

Value Dimension
« Power distance @

] :
i A
o o o
i

«  Collectivism Versus:

- tndlviﬂuaﬁsm
*  Quantity of Life - Countries lik& ds, | " ' ow score,
=4 varaua_kqua}ﬂy:uf . Germanyetc., shﬂwad high scores, wh w score'can be ¢
villfe ? et hlgh qua’lity nf life. '
. Uncartainty :
avoidance _indicating pﬁ{;’lpla with.a high "levél ut amdaty. ' ; i
S _nervousness, stress, etc.
haUiHeg : Hicdapidgs RO S e J.-,’@‘*&* :
sehP ng Tarm Versus : Guuntrias ﬂﬁ%ﬂﬂ the U.S., Frams lndu Sl o
Short Term  low score indicating a short term orie ritaf‘l%'
Orientation ~_emphasising respact for tra fulfill «p‘jﬁligat:un and
BOION: i oo i il R T o

A recent corollary to Hofstede's work has indicated the relevance of many of the original
findings even today, and that some changes are definitely taking place in certain cultural values.
For instance:

* Mexico is slowly shifting emphasis from collectivism to individualism.
* In the U.S., values have shifted from the quantity of life to the quality of life.

The reasons for such changes could be because of an increasing number of women
and younger employees entering the workforce. Thus it may be apt to say that though
cultural values are in the broad sense stable and enduring, they may change over a period
of time.
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Box 4.2 : 1 Thought it was Time for a New Challenge
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(Source: Financial Times, Bangalore, Thursday, 3 October, 2002)
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Milton Rokeach through his Rokeach Value Survey (RVS) has worked out two basic sets of

values, with each set consisting of 18 individualitems. These are:

(a) Terminal Values : Desirable end states of existence or goals that a person wishes to attain

during his/her lifetime.

(b) Instrumental Values : Preferable models of behaviour or means of attaining the terminal
values. A list of these values as per his RVS is given below:

Lable 4.2 : Milton Rokeach's Sets of Values as per RVS
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(Source: Rokeach M., ‘The Nature of Human Values', Free Press, New York, 1973, p. 6)
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There are also other studies which have confirmed that RVS values are different for different
groups. In fact a research study actually made a comparison between corporate executives, members
of the steel workers union members and members of a communist activity group.’

John R. Schermerhorn has categorised values as in Table 4.3.

iF
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(Source: John R. Schermerhorn; er, al.,, Managing Organisational Behavior, New York, John Wiley & Sons,
1985, p. 101)

Meaning of Attitudes

Attitudes are another type of individual differences that affects the behaviour of a person. In
a simple way attitudes can be referred to as evaluative statements which may either be favourable
or unfavourable regarding people, objects or events. Attitudes are reflections about how one feels
about someone or something.

Attitudes can be defined as relatively lasting feelings, beliefs and behavmurﬂf tendencies
directed towards specific people, groups, ideas, issues or objects.”

Usually attitudes reflect an individual's background and experiences. The attitude is formed
due to the strong influence of significant people in a person's life like elders, parents, friends and
members of social and work groups.

Nature and Dimensions of Attitudes

Attitudes are often used to describe people and explain their behaviour. When people make
statements such as “I like her attitude” or say “Our sales persons are able to meet their target
because they have positive attitude” — they are clearly referring to attitudes.

If one studies the following statements with reference to attitudes it will be easy to understand
its (attitudes) nature and dimensions.

* Attitude is a continuous tendency to feel and behave in a specific way towards some
object. (For instance, Gopal hates working overtime. This means Gopal has a negative
attitude towards overtime).

* Every person holds attitudes towards an object/person, irrespective of their status and
intelligence. Ramu likes his work (positive attitude) while his boss does not like working
with Ramu (negative attitude).
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* Attitudes tend to continue unless something is done to change them. (For instance, if
Gopal gets compensatory time off after an overtime assignment or if he gets extra pay
for working overtime, then he may change his attitude towards overtime).

* Attitudes generally can fall anywhere along a continuum between extremely favourable
to extremely unfavourable. (May be presently Gopal's attitude is moderately unfavourable
“but when given compensatory off or given extra payment, his attitude may change to
extremely positive).

* Artitudes are aimed at some object about which the person has some associated feelings
(sometimes this is referred to as “affect”) and beliefs. (In Gopal's case the object is
“overtime™).

Thus attitudes are unique to the individual and also affect their behaviour. When one makes
biased evaluative statements such as, “He is from a poor family and is likely to have stolen the
money which is lost”. This statement is made in prejudice and accusing a person without evidence
can also be a prejudiced attitude. Before one seeks the reasons for formation of attitudes it may
be understood that some evidence has pointed to genetic influences on the attitudes that people
develop.

S 5.-:333;35:?:

E '“-

Typés of Job Attitudes

A person can have several attitudes but in Organisational Behaviour we are more interested
in understanding the job related attitudes. Such job related attitudes will reveal about the positive
or negative evaluations that employees possess about the various aspects of their work environment.
In Organisational Behaviour there are three work related attitudes, namely — job satisfaction, job
involvement and organisational commitment.

Job Satisfaction

Job satisfaction is all about how one feels about (or towards) one's job. An employee who
expresses satisfaction is said to have a positive attitude towards the job, unlike a dissatisfied
employee who has a negative attitude towards the job. A person having negative attitude shows
a personality disposition which is inclined to experience nervousness, tension, worry, upset and
distress, whereas those with positive attitude will feel happy with themselves, others and their
work.

Jub Invelvement

This refers to the extent to which an individual identifies psychologically with his or her job
and will try to perform the job to the best of his or her ability. A higher level of job involvement
results in a display of positive disposition towards his/her job, subordinates, colleagues, superiors
and derive a pleasurable and positive attitudes from performing their job. Higher degree of job
involvement also ensures lesser rate of absenteeism and lower labour turnover.
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Job involvement

Organisational Commitment

This can be visible in how the employee has identified (in thought and action) with the
organisation, its goals and vision and is also proud to be a part of the organisation. An employee
with a high degree of organisational commitment will possess a sense of well-being towards the

organisation and take pleasure and be effectively engaged in his work and achieving the firms’
goals.

Figure 4.1 : Components and Types of Attitudes

Emotional . Job satisfaction
Informational COMPONENTS TYPES Job involvement
Behavioural Organisational

commitment
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Components of Attitudes

Attitudes can be broken down into three components — emotional, informational and
behavioural. It is said that these three components do not exist or function separately. This is because
‘an attitude’ represents the interplay of an individual’s affective, cognitive and behavioural tendencies
with regard to something which could be — another person or group or event or even an issue.’

(a) Emotional component of attitude is with reference to a person’s feelings or affect about an
object which may be either positive, negative or neutral. The emotional component is given
a lot of emphasis in Organisational Behaviour especially in relation to job satisfaction. When
we talk of work related behaviour, the emotions expressed by employees can be:

* Positive when the production manager completes manufacturing of the desired number of
units 1n time.

* Negative 1n case of a police constable.
* Neutral in case of a bureaucrat working in the secretariat.

(b) The informational component of attitude will include all the beliefs the person may have
about the person or object. For instance, the sales manager may believe that his sales team
should be able to meet the monthly target of Rs. 4 lakhs worth of products, even though in
reality, with the combined efforts of all the members team may be able to meet a target of
Rs. 2.75 — Rs. 3 lakhs only. Thus it may be noted that the information which the sales
manager has about his teams, capability to perform, though not exact, is indicative of his
attitude towards achieving the target.

(¢) The behavioural component of attitude refers to the person's tendency to behave in a particular

manner towards the object or person. For instance, in the above example, the sales manager
may put pressure on his team members to meet the target of Rs. 4 lakhs (per month).

Of the three components of attitudes, we are only able to observe and see the behavioural
component of an individual. One cannot see other people's feelings (or emotions) nor the
informational component. These two components can only be derived at. Let us refer to the above
example once again. We have presumed that the sales manager pressurizes his team to meet the
target of Rs. 4 lakhs (per month), then two conclusions can be drawn—

* Firstly, the sales manager feels very strongly about his team achieving the monthly target.

* Secondly, the sales manager believes that achieving the sales target of Rs. 4 lakhs is
necessary.

Thus taking a view of attitudes as comprising of the above three components will be helpful
in gaining an understanding of their complexity and the potential relationship between attitudes
and the individual's behaviour. An interesting anecdote is cited in Box 4.3,

Functions of Attitudes

In organisational behaviour it is necessary to study the various functions of attitudes mainly because:
* Attitudes are important predictors of work behaviour.
* Understanding of attitudes will help people to adapt to their working environment.

For instance, if the firm's management tries to impose certain modified rules related to their
(employees) coming late to the factory premises and this is followed by an increase in absence of
the workers, the management may infer that such occurrences are due to the workers' negative
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attitude towards the new regulations. According to Katz (Daniel Katz, ‘The Functional Approach
to the study of Attitudes, 1960) attitudes serve four significant functions, which are as follows:

(a) The Adjustment Function

Attitudes help employees to adjust to their work environment. For instance, Nagesh 1s a
supervisor at the Garment factory. He is well liked by his subordinates because he treats them well
— they are free to discuss their work related or personal problems with him and not only will he
give them (subordinates) a patient hearing but also try to solve them. The result is visible in the
form of the workers’ positive attitude towards work. Conversely, if Nagesh were not to treat his
subordinates well, it is likely that they may develop a negative attitude towards work, Thus the
adjustment function of attitudes helps employees to adjust to their environment and form the basis
for future behaviour.

Value E}lprﬁﬁsi‘ﬂe Function Knuw|&dge Function
Functions of attitudes

(b) The Ego-defensive Function

Attitudes also help individuals in defending their self image. For instance, Prakash is a
manager (working since many years with the firm) who feels threatened when Yash joins as an
assistant manager. This is because Yash continuously challenges the decisions of Prakash, who
feels that Yash is arrogant, immature and impolite. But the reality may be that Prakash is ineffective

Nair, Suja R.. Organisational Behaviour. Mumbai, IND: Himalaya Publishing House, 2010. ProQuest ebrary. Web. 19 July 2016.
Copyright © 2010. Himalaya Publishing House. All rights reserved.



Values, Attitudes and Job Satisfaction | 85 |

in his decision making. However, Prakash refuses to accept this and will instead blame Yash. As
a result Prakash develops a negative attitude towards Yash and even Yash feels that his boss
(Prakash) is not doing his job properly.

From the above example we can see that attitude formation helps people to protect their own
¢go. For, were Yash to change his perception and believe that Prakash is doing a good job then
he will stop criticizing his boss. But since, he was against doing this, his attitude helps him to
justify the action and protect his ego.

(c) The Value Expressive Function

Attitudes provide the basis for people to express their values. For instance, a senior executive
with a firm, who believes in work ethics, will be very vocal and expressive about his upheld
attitudes toward specific individuals or work practices in order to emphasise these values. Similarly,
the head of the HRD department while addressing fresh recruits may say “We (the company) have
reached this enviable position in the industry only through sheer hard work. And as a company
we firmly believe in this, so all of you who have joined us recently must also be ready to put ‘hard
work’ into practice.” This example clearly serves as a means to express one's (company's and
senior executive's) core values.

Box 4.3 : Relationships are a Rellection of our own Attitudes and Tendencies
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(d) The Knowledge Function

This function of attitudes provides standards and frames of reference by which people
are able to organise and make meaning or explaination of the world around them. For instance,
usually the trade union leaders of companies have a negative attitude towards the company
management. This attitude may not be arrived at based on pure facts but it definitely enables the
trade union leader to relate to the management in a particular way. As a result, whatever the
management may have to communicate with the workers, the union leader may not want to believe
in it. This attitude may be seen as a manipulation or distortion of facts by the management. But
however, accurate or precise a person's view may be of reality, it will be his or her attitude towards
other persons, objects or events which will help them to make sense of what is going on
around them.

Is it possible to use attitudes to predict or cause behaviour? In the past, behavioural scientists
had contended that individuals’ behaviour are consistent with their attitudes. But now they have
accepted that there frequently does not exist a simple and direct link between attitudes and
behaviour. This can be explained with an example. Sandeep was thrilled when he received a call
letter for interview for the post of a technical trainee from the Nuclear Power Corporation (say).
When his turn for the interview came, he may recall that he was against (has negative attitude)
the use of nuclear power. So he suddenly, might develop an intense dislike for the personnel
manager interviewing him based on his beliefs and opinions about the category of people who
would work for such a company. Yet, ultimately, he decides against displaying a negative attitude
and refusing the job offer. |

The various reasons for Sandeep not acting on his original attitude may be:
* He was desperately seeking a job.

* His upbringing of desirous norms of courteous behaviour outweighs his desire to display
a negative attitude.

* Feels he may be looked up if he works for such a big and reputed company.
* He acknowledges (inwardly) the possibility of not having complete information.
* He decides not to make the interviewer the target for his negative attitude.

Even though it may be difficult, three principles have been suggested to improve the accuracy
of predicting behaviour from attitudes.

1. General attitudes best predict general behaviours.
2. Specific attitudes best predict specific behaviours.

3. Lesser the time that elapses between attitude measurement and behaviour, there will be
more consistency between the relationship between attitude and behaviour, '’
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Individuals who join various firms bring with them certain attitudes which may not be in the
best interest of the organisation. At times, the management may succeed in changing the attitudes
of their employees. For instance, the management of a firm postpones their decision to pay a huge
amount to their employees as bonus, due to the recessionary trend affecting the industry. But the
employees may believe that the management is not concerned about their welfare. Then the
management should definitely try to bring about a change in their employees’ attitude. At times,
it may not be easy to change attitudes of other people. This may happen because of certain barriers
or obstacles. And when such barriers are successfully overcome, then attitudes can be changed.
Box 4.4 gives an academician’s views on the need to change attitudes.

Barriers to Changing Attitudes

Usually there are two barriers preventing people from changing their attitudes. These could
be in the form of:

* Prior commitments.
* Want of sufficient information.
* Cognitive Dissonance.

Prior Commitments : When a person feels committed to a particular course of action and
does not want to change. we have a case of prior commitments. For instance, the General Manager
(HRD) an ex-1IM graduate selects another ex-1IM (his junior in the management college) to head
the Finance department, but subsequently realises that his choice of a Finance head is not correct.
Inspite of receiving complaints from other managers, he continues to believe that his choice was
good. In this case the GM (HRD) is displaying his ego-defensive function of attitudes by rejecting
or ignoring the negative information.

The second barrier occurs in the form of want of sufficient information or insufficient
information. At times people do not have any reason to change their attitudes. For instance, the
supervisor in the production department may not like his foreman's careless and negative attitude,
but the latter feels quite happy with himself. Here, were the supervisor to bring to the notice of
his foreman how his negative attitude could come in the way of his career prospects, the foreman
may change his attitude. But it could also happen that the subordinate may adopt an adjustment
function of attitude by thinking “I am not going to show respect to such a superior who is treating
me unfairly”.

The third barrier occurs when one finds attitudes of people to be inconsistent to the behaviours
displayed by them. In this connection we can refer to the Cognitive Dissonance Theory (Festinger,
Leon ‘A Theory of Cognitive Dissonance, Stanford University Press, 1957). As per this theory,
discomfort or dissonance occurs when an individual holds conflicting thoughts about a belief or
an attitude object. And when such dissonance occurs the individual feels uncomfortable and tries
to reduce the feeling of discomfort.

For instance, an individual is fond of eating Pan parag masala. Even though he loses his friend
to cancer after consuming similar Pan masala, he may continue to consume it. But after some time
the individual may experience a certain amount of tension and discomfort and may be engaged in
dissonance reduction and seek ways to reduce the dissonance and tension associated with it.
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Ways to Change Attitudes

Given below are few ways of changing attitudes of individuals.

"Figure 4.2 : Ways of Changing Attitudes

(1) Offering New Information
(2) By Using Fear
(3) By Resolving Discrepancies

(4) Through Peer Pressure
(5) By Using Co-opting Approach

1. Offering New Information

When new information is provided to a person it may help him to change his beliefs and
eventually may also change his or her attitudes. Very often lack of insufficient information may
be the cause of negative attitude. Usually workers on joining the organisation may develop anti
management attitude, not being fully aware of the management’s goodwill for their employees.
But if they are convinced about their management’s concern for them and the welfare programmes
charted out by them, they (workers) may change their negative attitude towards a positive one.

2. By Using Fear

Fear can also force a person to change his attitude. But in this case, the right measure of fear
is to be used. Because when low degree of fear is used then people have the tendency to simply
1ignore the message. When moderate levels of fear is aroused, people become aware of the situation
and may change their attitude. For instance, a worker who frequently arrives late to the factory
may not change his attitude with a mild warning from his superior. But if he were to be told that
late arrival at the factory is to be treated as 1/2 day leave then he may change his attitude and reach
his work place on time. At the other extreme a high degree of fear can prove to be counter
productive. Like, the above mentioned worker if threatened very far, may become very stubborn
and adopt an attitude which may indicate “Come what may, I will not change my attitude”.

3. By Resolving Discrepancies

Attitudes can be changed by resolving discrepancies between attitudes and behaviour. For
instance, a young fresh management graduate selects a particular job offer from the many job
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offers received by him. Initially, it is likely that he may feel that he has made a wrong choice. But
very soon he realises that it was only a transitory feeling because he is able to convince himself
about his choice and starts developing a negative feeling and attitudes towards the job offers
rejected by him.

4. Through Peer Pressure

Attitudes can also be changed through persuasion and influence of peer group. Credibility of
the peer group counts while bringing about a change in attitude. Peers and friends with high
creditibility are able to exercise pressure and change the attitude of an individual. For example,
Jagu is a representative of a good sales team, but believes that it is okay if he spends around 50%
of his earnings on hard drinks and very often wastes his hard earned money in that way. If Dilip
his friend and another performer of the same good sales team is able to convince Jagu about the
negative aspects of heavy drinking, then the latter because of his fondness and respect for his
colleague and friend Dilip, may change his attitude and slowly discontinue his drinking habit.
Though it must be noted that the opposite would occur were Jagu to have contact with peers who
held low credibility.

5. By Using Co-opting Approach

Co-opting approach simply means try to change the attitude of an individual by making
persons who complain about a situation to become personally involved in changing the situation
or improving things. For instance, Meena always complains that the HR department is not working
hard enough to streamline the practices and activities of the company. So the HR manager puts
Meena on an assignment with the HR department, whereby she can see for herself how hard the
HR department in working.

Psychologists have reasons to believe that constant association with others holding similar
attitudes may result in a person being influenced either in a positive or negative way.

Box 4.4 : Attitudes Need to Change
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This model makes an attempt to explain the relationships between attitudes and behaviour.
The model suggests to focus on a person's specific intention to behave in a particular manner
which makes behaviour more predictable and easier to understand of the relationship between the
attitude and behaviour. The model is illustrated in Figure 4.3 and indicates that intentions depend
upon both artitudes and norms regarding the behaviour.

Norms can be referred to as rules of behaviour or proper ways of acting, that members of
a group or society have accepted as appropriate.

If both attitudes and norms are positive with regards to a behaviour, an individual will display
a strong intention to behave in a particular way. But if there is a conflict between the attitude and
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norms, their relative strengths will determine the individual's intention and actual behaviour.
According to the behavioural intentions model, an individual's belief regarding specific behaviours
affect both attitudes and norms." This model makes an attempt to explain why the relationship
between attitudes and behaviour is sometimes strong and at other times weak. In case of attitudes,
beliefs are concerned with the relationship between the behaviour and its outcome (or consequences).
Belief concerning norms are a reflection of an individual's perception about how others expect him
to act or behave.

The behavioural intentions model also tries to give another possible explanation of behaviour.
At times real or perceived situational or internal obstacles may come in the way of a person
behaving in an intended manner.

Figure 4.3 : The Behavioural Intentions Model

Perceived siluational
or internal constraints

Inientrnns ! Behaviour \

Belief about
behaviour - outcome
relationships

Beliefs qhuut group Perception of norms
and societal norms

For instance, an employee might have the intention to perform a work quickly and efficiently
but is unable to do so due to the lack of competency to do it. Further, even the perception or belief
that he (the employee) lacks the necessary competencies might have prevented him from performing
the task (this has the same effect as the actual lack of skill).

This model is particularly useful for predicting certain specific behaviours such as absenteeism
or turnover in organisations. This means that if any person intends to quit a job, he or she will
eventually do so.

Attitude toward
the behaviour

We have already touched upon in this chapter two key work related attitudes — job satisfaction
and organisational commitment. From organisational behaviour perspective of specific interest are
the complex relationships between job satisfaction and job performance.

Meaning and Definition of Job Satisfaction

Simply stated job satisfaction is an individual's general attitude towards his or her job. An
all inclusive definition of job satisfaction is “A pleasurable or positive emotional state resulting
from the appraisal of one's job experience”'. From this definition it can be inferred that job
satisfaction is the consequence of employee's perception of how well his job provides him those
things which are considered to be 1mportant.
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Job satisfaction communicates about three important aspecis:

* Firstly, job satlsfactmn can be sald to be an EIIlGLlDﬂEll response (cannot be seen) to a job
situation.

* Secondly, very often job satisfaction will be measured in terms of how well the end
results match (or meet) or exceed expectations.

» Job satisfaction is always referred to in terms of several related attitudes.

For example, a popular measure of job satisfaction — the Job Descriptive Index (JDI)
measures satisfaction based on five dimensions of a person's job — pay, promotion, opportunities,
supervision and co-workers."” In the long run job satisfaction will be a desirable outcome for both
the employees as well as the organisation. For, high job satisfaction can lead to a high degree of
morzle, and good job performance which in turn can result in organisational effectiveness. This
fact is highlighted in Box 4.5.

Factors Affecting Job Satisfaction

There are numerous factors which affect job satisfaction. We will discuss these in a summarised
form.

Pay

Employees consider the remuneration paid to them in terms of how management values their
contribution to the organisation. Fringe benefits do have some impact but very often employees
are not aware of their long term benefits (like the group insurance).

The Work

The content of the work undertaken by the employees are important sources of job satisfaction.
Research has revealed that feedback from the job and autonomy are major job related motivating
factors. The important aspects of a satisfying job are:

* Interesting and challenging job.
* Work which is not boring.
* Job which provides status.
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(Source: The Times of India, Bangalore, 19 November, 2002)

Promotions

Promotional opportunities have different impact on job satisfaction. Promotions are of two
types and different rewards follow.

* Promotions based on seniority derive less satisfaction compared to those promoted on
performance basis.

« Promotions offering say of only 10% salary increase is less satisfying than one which
offers 20%.

Supervision
Typically there are two styles of supervision having impact on job satisfaction.

(a) Employee centeredness — in terms of how much interest does a supervisor take in his
employee's welfare. Especially personal and official communication is important.

(b) Participative decision making 1n areas related to their job. Such a participative climate
is more helpful in achieving more job satisfaction than merely participating in a specific
decision.

Work Group
The nature of work group affects job satisfaction.

» A work group which provides support, comfort, counsel and help to the employee will
definitely enhance the joy of work but may not impact job satisfaction.

* If the work group is not conducive then it may result in having a negative effect on job
satisfaction,
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Working Conditions

Working conditions influence job satisfaction moderately. Very often the effect of working
conditions is akin to that of the work group.

» If working conditions are good then employees will find it easier to perform the job
well.

» If the working conditions are dirty and the work place dingy, hot and noisy then employees
may find it difficult to perform their jobs well.

As job satisfaction is an attitude, it cannot be directly seen and has to be inferred from the
employee’s own reports. There are several tools used for measuring job satisfaction as given
hereunder:

A. Rating Scales

This is one of the most common methods of measuring job satisfaction.
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The popular rating scales used to measure job satisfaction include:

* Minnesota Satisfaction Questionnaire (MSQ) — helps to obtain a clear picture of the
pertinent satisfactions and dissatisfactions of employees.

* Job Description Index (JDI) — measures job satisfaction on the dimensions identified by
Smith, Kendall and Hulin (mentioned earlier in this chapter).

* Porter Need ldentification Questionnaire — used only for management personnel and
revolves around the problems and challenges faced by managers.

B. Critical Incidents

This method of measuring job satisfaction was popularized by Frederick Herzberg and his
colleagues. It involves asking employees to describe incidents on the job when they were particularly
satisfied or dissatisfied. Then the incidents are analysed in terms of their contents and identifying -
those closely related aspects responsible for the positive and negative attitudes.

Nair, Suja R.. Organisational Behaviour. Mumbai, IND: Himalaya Publishing House, 2010. ProQuest ebrary. Web. 19 July 2016.
Copyright © 2010. Himalaya Publishing House. All rights reserved.



Values, Attitudes and Job Satisfaction | 95 |

Table 4.5 ;: Advantages and Disadvantages ol Critical Incidents Method

Ad vaniagan | bfsﬁéyﬁntages

R

* Employees are allowed to express | ¢ Itis likely that both s
freely since there are no predetermined | (from the amp!nyae] and thg
categories/events to restrict as in the interpretations (made b

case of a structured guestionnaire, interviewer) are likely I@‘

C. Personal Interviews

This method facilitates an indepth exploration through interviewing of job attitudes. The
biggest advantage in this method is that additional information or clarifications can be obtained
immediately. The disadvantages include:

* The responses may be misunderstood leading to erroneous conclusions.
* The interviewer may be prejudiced.

* The manner of asking questions and recording of information received is likely to affect
the result.

* This method is time consuming and expensive.

D. Action Tendencies

This refers to inclinations that people have to approach or avoid certain things. Job satisfaction
can be measured by asking questions and gathering information on how they feel like behaving
with respect to certain aspects of their jobs. The advantages of this method are:

* Provides employees more opportunity to express their indepth feeling.
* Because of actual readymade situations, self bias is minimised.

- %’im'*am%w« R

ORK PERFORMANCE

Overall job satisfaction, as a collection of numerous attitudes towards various aspects of the
job, determines the general attitude. However, managers and employees are specially interested in
knowing the possible relationships between job satisfaction and the various job behaviours
and other outcomes in the workplace. Box 4.6 reveals R. Gopalakrishnan’s (Tata Sons) view on
the ‘attitude’ of Indian managers. It is common knowledge that organisations with satisfied
employees will be more effective than organisations with unsatisfied employees. Just as job
satisfaction represents an outcome of the work experience, organisational effectiveness can be
improved upon by identifying the causes for high levels of dissatisfaction. Let us have a look at
ditfferent aspects of work life with reference to job satisfaction This is vital because as mentioned
earlier in the chapte., job satisfaction can easily be linked to organisational effectiveness.

s
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Job Satisfaction and Productivity

The debate still continues on whether performance leads to satisfaction or satisfaction leads
to performance. Another perennial question frequently asked is whether satisfied employees register
higher productivity. But research has shown that there is no strong linkage between satisfaction
and productivity. In other words, satisfied workers need not be the highest producers. There could
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be other interpretations i.e., there are other possible variables, most important being reward, after
receiving which, they will be satisfied but are less likely to be involved in greater performance
efforts.

Job Satisfaction and Turnover

A related question to this is — Does high job satisfaction result in low job turnover?
Research in this area has shown a moderate relationship between satisfaction and turnover.

* High job satisfaction help to keep the turnover low. Whereas, high job dissatisfaction can
result in high turnover.

* As job tenure increases, employees are less likely to leave the organisation. And tenure
reduces the effect of dissatisfaction especially amongst male employees.

» At times feeling of commitment forces employees not to think of changing jobs and thus
continue to remain with the organisation irrespective of the level of dissatisfaction. Also
there are people who leave jobs on finding better opportunities elsewhere irrespective of
the level of satisfaction.

* When good jobs are difficult to obtain employees will continue to work regardless of how
dissatisfied they are.

Thus to a certain extent job satisfaction affects employees turnover and organisations can
gain from lower turnover in terms of lower training costs and inexperienced personnel.

Job Satisfaction and Absenteeism

Research has shown an inverse relationship exists between job satisfaction and absenteeism.
When job satisfaction is high there could be low absenteeism, but when job satisfaction is low,
it is more likely to lead to high absenteeism. Simply stated the degree to which an employee finds
his job important could have an impact on the level of absenteeism. If an employee feels his job
is important, he will not remain absent. But if he does not feel so, more is the chance of his
remaining absent.

Other Related Impacts of Job Satisfaction

There are a number of other positive effects of high job satisfaction like:
* Better mental and physical health.
 Enthusiasm to learn new job related tasks.
* Fewer on-the-job accidents and grievances.

* Likely to engage in pro-social behaviour — tries to help colleagues, customers and will
be more co-operative.

Looking into all these benefits it would be apt to state that even though all the positive effects
of job satisfaction are not clearly defined, job satisfaction amongst employees is clearly a positive
indication of organisational health and effectiveness and therefore, has a major role to play in the
field of organisational behaviour.
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Box 4.6 : Mr. R. Gopalkrishnan's (Executive Director, Tata Sons) Views on Perspectives ol

Indian Business

“l said earlier that the lndlan managaf is unEqualy placed compared to hi s
in that he is exposed almost entirely to Western Managemant traditions. The att_:
that brings about, creates an atmosphere of constructive challenge, friuﬂﬂg
uniquely Indian. Deference to age and seniority doesn't necessarily ensure &
even Unilever are fairly international in Outlook. Incidentally, the glass Dﬂih
Professionals in the Multinational Corporation seems to be breaking. In Un e
Indians outside than there are foreigners in India. ?Ghailﬁﬁging a senior colleag
not looked down upon. There is a gradual EEEIETI‘IiSEﬂﬂr%;ﬂf hitherto sula!y w&stﬁ
traditions. Changes in the style of people managamﬂnt mﬂlcat& iﬂ the timp 5 ahea
have to work towards confluance, not congruence®. s

(Source: Visit www.iimb.ernel.in/review)

Figure 4.4 : Relationship between Job Satisfaction and Productivity, Turnover and Absenteeism
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POINTS TO REMEMBER

. Values and attitudes are very important aspecis and play key roles in moulding one's
behaviour and will also be visible in his or her organisational behaviour.

. Values can be said to be a specific mode of conduct or end state of existence and
personally or socially preferable to an opposite or converse mode of conduct or end state
of existence.

. Values can be of two types — Terminal Values (desirable end status of existence) and
Instrumental Values (means to attain terminal values).

. Simply stated Attitudes are evaluative statements which may either be favourable or
unfavourable regarding people, objects or events.

. In Organisational behaviour we are concerned with work related attitudes — job satisfaction,
job involvement and organisational commitment.

6. Attitudes can be broken up into three components — Emotional, Informational and
Behavioural. Whereas, the four significant functions of attitudes include Adjustment function,
Ego-defensive function, Value expressive function and the Knowledge function.

' 7. Attitudes can be changed either by offering new information/using fear/by resolving
discrepancies/through peer pressure or by using co-opting approach.

8. The Behaviour-Intentions model suggests to focus on a person's specific intention to
behave in a particular manner which makes the behaviour more predictable and also gains
an understanding of the relationship between the attitude and behaviour.

' 9. Job satisfaction can be said to be an individual's general attitude towards his or her job.
Usually pay, the work, promotions, supervision, work group and work conditions affect job
satisfaction.

110. Satisfied employees are indicative of a positive organisational health and effectiveness
and therefore, plays a major role in the study of organisational behaviour.
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