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Organizations are changing at a fast pace in reaction to globalization and 
technological advancements, and new structures are emerging organiza-
tions. These changes are bringing changes in behavior in organizations. 
These days employees believe in less loyalty toward organizations in 
comparison to baby boomers. Generation Y believes in working smarter, 
not harder.

With aging in South Asia, where the major portion of the population is 
young, young entrepreneurs are creating wonders in the business world, 
with employees choosing boundaryless and protean careers. New concepts 
of flat structure for employers are becoming in demand for today’s busi-
nesses to function in an ever changing environment digital world without 
boundaries.

Service industry in the past has metamorphosed into a revolution not 
only in the United States but is evident in all developed and developing 
countries also. At the dawn of the 21st century, all highly industrialized 
countries have become “service economies,” at least when measured in 
terms of share of the workforce employed in service industries.

More and more companies are service oriented, and with globaliza-
tion and technological advancement, expectations and skills required by 
the organizations are changing at a fast pace from multitasking, working 
24 × 7, and there are emerging challenges and opportunities for organiza-
tional behaviorists, such as work–life balance, globalization, redefining 
leadership, contingent work force, stress management, telecommuting, 
work force diversity, ergonomics, life satisfaction/subjective well-being, 
etc.

The above-discussed concepts are new for employers and employees, 
and very few qualitative and quantitative research studies with practical 
implications for policymakers and employers have been performed. This 
book explores the upcoming challenges/opportunities for employees, and 
employers particularly in the orientation of service organizations in the 
21st century. This book provides insights for implication and examines old 
theories of organizations in light of changing concepts as well as emerging 
concepts. The book explores the themes of work–life balance, spirituality, 
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4 Employees and Employers in Service Organizations

ABSTRACT

For today’s organizations, right people are key differentiators that give 
them competitive advantage. Due to globalization, career contexts and 
work environments have changed. Workforce diversity has increased due 
to technological advancements and the use of outsourcing, part time, and 
temporary employees. In conjunction with environmental changes, indi-
viduals are also altering their career attitudes and behaviors. This comes as 
a response to the increase in lifespan (and thus working lives), changes in 
family structures (such as dual-career couples), and the growing number 
of individuals seeking to fulfill needs for personal learning, development, 
and growth. One of the most important challenges for HR managers is 
to acquire and retain the Gen Y employees (born between late 1970s and 
mid-1990s) who are likely to comprise the bulk of employees.

In times of frequently changing work environments with decreased job 
stability, it is often more possible for an employee to pursue his career with 
not one single organization during his or her lifetime but with multiple over 
time. The decline of the traditional organizational career requires new ways 
of viewing careers. Over the last decade, two new perspectives on careers 
have emerged and become popular in the organizational literature: the 
protean career and the boundaryless career. This chapter reviews this new 
concept of individual career development practiced by the Gen Y employees 
whose expectations and preferences are different from their predecessors.

1.1 INTRODUCTION

the path with a heart
—Herb Shepard

Traditionally, career is often described as an individual’s work-related 
journey, often associated with the employing organization. Careers were 
seen as linear and occurring within stable hierarchical organizational 
structures (Levinson, 1978). This form of career, also referred to as the 
“organizational career,” had limited job mobility as employees stayed 
with the same organization throughout their professional life. Individual 
careers in organizations were seen as predictable and secure; an individual 
entered an organization and strove to rise through the ranks in an attempt 
to reach higher positions with clearly defined boundaries. Individuals who 
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performed satisfactorily could be expected to be promoted. An employee’s 
loyalty was rewarded by an organization in the form of job security and 
lifetime employment. The implicit psychological contract, which refers 
to a set of mutual expectations between the individual and the employer 
(Hall & Mirvis, 1996), stipulated that as long as employees provided satis-
factory work they could rely on long-term employment with the prospect 
of promotion in the organization (Baruch, 2006; Hansen, 1997). Career 
was the responsibility of the organization and employees were committed 
towards their organization (Sullivan & Baruch, 2009).

In contrast, contemporary careers appear to be more unpredictable, 
non-linear and vulnerable. Today organizations operate in a complex 
business environment characterized by stiff competition, disruptive tech-
nology advances, globalization and outsourcing (Cooper & Burke, 2002; 
Kuchinke & Park, 2012). Organizations are therefore no longer in a posi-
tion to guarantee job security and stable career growth to employees. 
Employees do not remain with a single employer for their lifetime as the 
idea of lifetime employment with a single organization no longer holds. 
Where psychological contract between individual and organization used to 
be long-term and relational, it has become short term and transactional. The 
new psychological contract requires individuals to engage in continuous 
learning and to modify their work-related self-perceptions and identities 
(Baruch & Hall, 2004). In the contemporary world of work, organizations 
can expect employees to be loyal only as long as the employee’s short-
term expectations are met. In turn, individuals can expect organizations to 
be loyal only as long as their skills and performance fulfill the organiza-
tion’s current needs (Hall & Mirvis, 1996).

One consequence of the changed psychological contract is that 
employees’ job insecurity has increased (Baruch, 2006). During the 20th 
century, employees might have expected the organization to plan and 
control their careers, but in an era of increased uncertainty they need to take 
greater responsibility for their own career development. Hansen (1997) 
emphasized that because individuals “can no longer rely on their work 
for security and stability, [they] will become self-directed persons who 
develop their own careers, gain respect for others and value difference. 
They will learn to expect change” (Hansen, 1997, p. 247). Employees will 
need to become increasingly adaptable and multiskilled, which implies 
that continuous professional development and learning how to learn will 
take on greater importance in individuals’ careers. It is in this context that 
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Sullivan and Baruch (2009, p. 1543) define career as “an individual’s 
work-related and other relevant experiences, both inside and outside of 
organizations that form a unique pattern over the individual’s life span.” 
The definition identifies mobility between jobs, employers, occupations, 
and industries (Sullivan & Baruch, 2009). Thus, a new approach to career 
emerged that transfers the responsibility and risk of managing careers from 
organizations to individuals. The traditional employee–employer contract 
has been replaced by transactional relationship (Frenandez & Enache, 
2008; Rousseau, 1989) and less loyalty from both sides (Hall, 2002).

Considering these developments, a perspective on careers by Hall 
(1976a,b) and Arthur and Rousseau (1996) is characterized by a shift of 
responsibilities for career progress from organizations to individuals and 
by emphasizing on the individual’s freedom and growth as a core value 
(cf. Hall, 1976a,b, 2002, 2004). The two key concepts that emerged within 
this career perspective were the protean career attitude (Hall, 1976a,b, 
2004) and the boundaryless career attitude (Arthur, 1994; Arthur & Rous-
seau, 1996). A protean career attitude has been characterized as involving 
a broader perspective, a developmental progression, and viewing a career 
as a calling and a way to self-fulfillment (Hall, 2002). A person with a 
boundaryless career attitude is characterized by high mobility and prefers 
to navigate physically and/or psychologically across many organizations 
(Sullivan & Arthur, 2006).

The “protean career” argues that being self-driven and moving in 
consonance with one’s own values is necessary for continuous personal 
transformation and to achieve psychological success (Hall, 1976a,b; Hall 
& Chandler, 2005, Sargent & Domberger, 2007). In such terms, protean 
career actors constantly reevaluate their relationship with the organiza-
tion (Hall, 2002). This stance versus the organization is also reflected in 
the “boundaryless career” which emphasizes freedom and agency, and is 
in short, anything, but the traditional career designed by the organization 
(Arthur & Rousseau, 1996; Cadin et al., 2000; Sullivan & Arthur, 2006). 
Boundaryless careers can trespass physical boundaries (e.g., organizational 
or national boundaries) and psychological boundaries (e.g., defying orga-
nizational norms for personal reasons) (Peiperl & Jonsen, 2007; Sullivan 
& Arthur, 2006). Individuals combining the characteristics of both protean 
and boundaryless careers are suggested to be in the best position to adapt 
to changing contexts and achieve psychological success (Briscoe & Hall, 
2006). Being the alternative to organizational careers, the boundaryless 
and protean career concepts refer to a wide range of possible careers.
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1.1.1 PROTEAN CAREER

Individuals in order to survive in the current business environment 
termed as VUCA world (volatile, uncertain, complex, and ambiguous) 
need to become more self-reliant in managing their careers. This means 
knowing what they want from their careers, developing the skills/knowl-
edge/network that is necessary to achieve their goals and being able to 
“change with change.” These changes in career management gave rise to 
the term “protean career,” first proposed by Hall (1976a,b) that describes 
a career approach that is not dependent on the organization but proactively 
managed by the individual. The origin of which comes from Proteus, the 
Greek sea-god who could change forms as the situation demanded. A more 
formal definition is provided below:

The protean career is driven by the person, not the organization, based 
on individually defined goals, encompassing the whole life space, and 
being driven by psychological success (rather than) objective measures of 
success such as pay, rank or power.

—Briscoe

The protean career therefore shifts the focus of career management to 
the individual while the organization’s role is to provide employees with 
opportunities for growth and development. A protean career attitude has 
been characterized as involving a broader perspective and viewing career 
as a calling and a way to self-fulfillment (Hall, 2002). As Hall (1996c, 
p. 10) notes, protean career is “a contract with oneself, rather than with 
the organization,” when individuals take responsibility for transforming 
their career path, in line with their personal aspirations (Grimland et al., 
2011). Individuals with protean career orientation take care of their career 
management and demonstrate greater mobility, a more whole-life perspec-
tive and a developmental progression (Briscoe et al., 2006; Hall, 1976a,b, 
2002). Hall (2002) alleges that the modern career growth involves work 
challenges, relationships, and lifelong learning—all of which are required 
for continued career success. Protean career approach is thus based on 
continuous learning. The goal of the protean career is subjective career 
success (Briscoe & Hall, 2006; Grimland et al., 2011; Hall, 1976a,b, 2002). 
The aim of the employee in the protean career is therefore to develop the 
skills and competencies that ensure employability in a changing work 
context.
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Protean individuals value individual freedom and growth and define 
career success in terms of psychological criteria, such as the degree of job 
satisfaction, self-actualization, personal accomplishment, and a feeling 
of fulfillment through the pursuit of meaningful work (Hall & Chandler, 
2005; Hall & Mirvis, 1996). This description contrasts with a more tradi-
tional view where career success is defined in terms of external criteria 
such as promotions, salary, and occupational status. Briscoe and Hall 
(2006) further argue that “the Protean Career Orientation does not imply 
particular behavior, such as job mobility, but rather it is a mindset about 
the career—more specifically an attitude toward the career that reflects 
freedom, self-direction, and making choices based on one’s personal 
values” (Briscoe & Hall, 2006, p. 6). Therefore, as rightly put by Briscoe 
and Hall (2006), a protean career orientation reflects the extent to which 
an individual adopts such a perspective to their career. According to Hall 
and Chandler (2005), the extreme form of this protean career perspective 
would occur when the person’s attitude toward his/her career reveals a 
sense of calling or awareness of purpose in his/her work.

In addition, Briscoe and Hall (2002) describe individuals with protean 
career as being

(1) values-driven, that is, making career decisions based on their own 
values as against the organization’s values. The person’s internal 
values guide them in managing their career and attain career 
success; and being

(2) self-directed, playing an independent role in managing their career 
and being proactive in terms of performance and learning.

(3) Further, individuals with protean career orientation will be proac-
tive and independent and will not depend on external standards 
(Briscoe et al., 2006).

Therefore, there is a change in the way individuals approach career 
with professionals becoming more self-reliant, flexible, and mobile.

In operationalizing the protean career attitude, Briscoe et al. (2006) 
distinguished two key components, namely, (1) an attitude of self-direct-
edness in terms of managing one’s own career and (2) a value-driven 
attitude where the individual’s own values, rather than the values of the 
organization, drive the career. The first component, namely Self-Directed 
Career Management is tied to the meta-competency of adaptability and 
is seen in individuals’ ability to adapt to changing conditions and to take 
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responsibility for their own career development. The second component, 
namely Values Driven, is tied to the meta-competency of self-awareness 
and is seen when individuals’ personal values guide their careers and 
become the yardstick against which they measure their career success 
(Hall & Chandler, 2005).

Thus, individuals who hold protean career attitudes are intent upon 
using their own values (vs. organizational values for example) to guide 
their career (“values-driven”) and take an independent role in managing 
their vocational behavior (“self-directed”). An individual who did not hold 
protean attitudes would be more likely to “borrow” external standards, as 
opposed to internally developed ones, and be more likely to seek external 
direction and assistance in behavioral career management as opposed to 
being more proactive and independent.

1.1.2 BOUNDARYLESS CAREER

Another term that emerged along with the concept of protean career is 
“boundaryless” career (Arthur, 1994; Arthur & Rousseau, 1996), which 
involves a sequence of job opportunities that go beyond single employ-
ment settings. A person with a boundaryless career mindset “navigates the 
changing work landscape by enacting a career characterized by different 
levels of physical and psychological movement” (Sullivan & Arthur, 
2006, p. 9). It involves the breaking down of traditional boundaries (e.g., 
job boundaries of specialist functions and skills), organizational careers 
which progress independently of well-trodden career paths and the social 
boundaries separating work and family roles. A boundaryless career atti-
tude is characterized by high mobility and a preference for navigating 
physically and/or psychologically across many organizations (Sullivan & 
Arthur, 2006).

The term boundaryless career was developed to provide a new perspec-
tive on old traditional career theories (Arthur, 2008). Boundaryless careers 
are seen as the interlinking boundaries of organizations and occupations, 
with other parts of people’s lives. Boundaryless careers involve career 
opportunities that go beyond the boundary of a single employer (Arnold, 
2011). Some of the trademarks of a boundaryless career include: transfer-
rable skills, knowledge and abilities across multiple firms, personal identi-
fication with meaningful work, on the job learning and the development of 
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multiple networks and peer learning relationships, and individual respon-
sibility for career management.

A boundaryless career attitude too has two components—organiza-
tional mobility preference and a boundaryless mindset. Boundaryless 
career attitude is psychological and varies in the attitude that individuals 
hold toward initiating and pursuing work-related relationships across orga-
nizational boundaries. It does not necessarily imply physical or employ-
ment mobility. A person with a decidedly high “boundaryless” attitude 
toward working relationships across organizational boundaries may also 
be comfortable, even enthusiastic about creating and sustaining active rela-
tionships beyond organizational boundaries. However, a second important 
boundaryless career attitude is the inclination toward physically crossing 
organizational boundaries in employment mobility. Someone high in such 
an organizational mobility attitude would be comfortable with, or even 
prefer a career that played out across several employers.

Arthur and Rousseau (1996, p. 6) provide six different meanings: 
they involve movement across the boundaries of several employers, draw 
validation and marketability from outside one’s present employer, are 
sustained by external networks and information, break traditional orga-
nizational assumptions about hierarchy and career advancement, involve 
rejecting existing career opportunities for personal or family reasons, and 
are based on the interpretations of the career actor who may perceive a 
boundaryless future regardless of structural constraints. These diverse 
career forms have one over reaching characteristic in common they all 
represent “the opposite of organizational careers—careers conceived to 
unfold in a single employment setting” (Arthur & Rousseau, 1996, p. 5).

1.1.3 THE PROTEAN AND BOUNDARYLESS MODELS OF 
CAREER

While most protean individuals exhibit more mobility and a learning 
orientation, mobility and learning have been identified as correlates 
of a protean career, but not necessary components of it. Therefore, an 
overlap between protean and boundaryless is to be expected as protean 
and boundaryless career attitudes are independent yet related constructs. 
That is, a person could display protean attitudes and make independent, 
inner-directed choices, yet not prefer cross boundary collaboration. In 
comparison, a person could embrace a boundaryless mindset, yet rely on 
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one organization to develop and foster his or her career. As such myriad 
possibilities exist, these concepts are expected to impact one another to 
certain degrees in an individual’s work experience; however, they may 
impact behavior in very different ways also. Most of the scholars studying 
these careers have studied them together.

A protean career has been characterized as (Hall, 1996c) involving 
greater mobility, a more whole-life perspective, and a developmental 
progression. Whether these latter dimensions relate to the protean career 
remains to be seen. In more recent renditions of the protean career model, 
Briscoe and Hall (2002) have characterized it as involving both a value-
driven attitude and a self-directed attitude toward career management. 
Further, Briscoe et al. (2006) have developed 14-item scale to measure 
protean career orientation and 8-item scale to assess boundaryless mindset.

1.2 GEN Y AND PROTEAN CAREER ORIENTATION

The latest entrants into the workforce—Generation Y or Millennials are 
individuals born between 1980 and 1994, falling within the age range of 
22–36 years, have attracted a lot of attention from scholars and recruiters. 
This is because their values, approach, expectations, attitude, and aspira-
tions toward work and career are very distinct from their predecessors. 
They are set to outnumber the other generations in not so distant future. As 
they are very different from the other generations, managing, attracting, 
and retaining them is a challenge for organizations.

Devotion to one company is fast becoming an idea of the past with Gen 
Y (Erickson, 2008; Meier et al., 2010). It has also been reported that Gen 
Y members associate themselves less with the organization that employs 
them and more with the type of work which they perform (Lloyd, 2007). 
Gen Y employees change jobs frequently so are job hoppers and have no 
issues in changing employers (Hall, 2002). Therefore, the critical compo-
nents needed to retain them are challenging work, job training, career 
advancement, and work environment (Smith, 2008; Terjesen’s & Frey, 
2008; Yahoo! Hot Jobs/Robert Half International, 2008). They no longer 
depend on organizations to manage their career and take responsibility of 
managing their own career. To advance in their careers, they may decide 
to leave organizations and occupations and make both upward and lateral 
career moves to gain more skills and experience. Gen Y employees dislike 
being stuck at one level for a long time and prefer learning and growing. 
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They would like to grow quickly so they prefer a job that recognizes 
performance and not tenure (Meier et al., 2010). It has also been shown 
that Gen Y expects all these traits in a job and will also do whatever it 
takes to find such a job. They have no problem moving on somewhere 
that will offer them what they want. Cruz (2007) explains that Millennials 
are inclined to change organizations, if they perceive better opportuni-
ties offering greater levels of appreciation. Sargent and Domberger (2007) 
and Dries et al. (2008) in their studies posit that the younger generation 
will be protean in their career orientation. Therefore, it may be proposed 
that Millennials or the Gen Y employees will demonstrate protean career 
approach. Though according to Reitman and Schneer (2003), MBA gradu-
ates enjoy both self-managed and promised (conventional) career path.

Previous literature available has explored career orientation among 
Gen Y members and finds the younger generation to be more protean 
in their career orientation. In a study, Hess and Jepsen (2009) state that 
the membership of a particular generational group and career stage exert 
some influence over how employees perceive their protean career obliga-
tions and how employees respond to different levels of Protean Career 
fulfillment. Sargent and Domberger (2007) examine both undergraduates 
with work experience and individuals in the early stage of their career. 
They investigate the development of the protean career orientation in the 
early career stages of students shaped by their personal values, as well as 
how the early career experiences influence protean orientation. They find 
protean career is identifiable in the cohort or adults early in their careers.

Hall (2004) in a study traces the link between the protean concept and 
the context of growing organizational restructuring, decentralization, and 
globalization and concludes with a suggestion for examining situations 
where people are pursuing their “path with a heart” with the intensity 
of a calling. Enache et al. (2008) in their study explore the relationship 
between boundaryless and protean career attitudes and psychological 
career success, within today’s complex and ever changing organizational 
context and reveal that the relationship between value-driven inclination 
of protean career orientation and psychological career success is moder-
ated by the individual’s perceived value fit with his or her employing orga-
nization. Dries et al. (2008) examine whether four different generations 
(Silent Generation, Baby Boomers, Generation X, and Generation Y) hold 
different beliefs about career. They find the majority of participants still 
having “traditional” careers, although contrary to the belief Generation Y 
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exhibit larger incongruity between career preferences and actual career 
situation as they show “old-fashioned” belief or preference about career. 
Dries et al. (2008) offers a possible explanation to the result that Generation 
Y generally is just dreaming about their future career as they have not yet 
having been confronted with career reality today, hence the incongruities.

Thus, Gen Y in times of frequently changing work environments with 
decreased job stability, it is often no longer possible for an employee 
to pursue a career within one single organization during his or her life-
time with prescheduled linear upward moves over time. More and more 
frequently, employees have to take responsibility for their own careers 
Due to the unpredictability of modern day working environment context, 
maintaining a boundaryless career is very useful in Western countries. 
As explained above, this new concept developed as an outcome of wider 
economic and organizational changes (Littler et al., 2003). Supporters of 
this concept argue that if organizations are becoming increasingly flexible 
and fluid careers should also become more flexible and fluid (Inkson & 
Thom, 2010). Having a boundaryless career maintains that an individual 
should be the agent of their own career, thus an organization is less respon-
sible for its employees’ career outcomes (Inkson & Thom, 2010). Some 
researchers (e.g., Arnold, 2011) go as far as to proclaim that in order to 
survive and be successful in modern day work environments, it is neces-
sary to have a boundaryless mindset. Protean career has been studied prin-
cipally with reference to the mid-career stage with the exception of Hall 
and Mirvis (1995) who examined older workers, and Briscoe et al. (2006) 
who studied undergraduates. It is therefore concluded that Gen Y will be 
protean in their career orientation and show boundaryless mindset.

1.3 INDIVIDUALS WITH PROTEAN CAREER ORIENTATION

Individuals who hold protean career attitudes are intent upon using their 
own values (vs. organizational values for example) to guide their career 
(“values-driven”) and take an independent role in managing their voca-
tional behavior (“self-directed”). An individual who did not hold protean 
attitudes would be more likely to “borrow” external standards, as opposed 
to internally developed ones, and be more likely to seek external direction 
and assistance in behavioral career management as opposed to being more 
proactive and independent. While most protean individuals might in fact 
exhibit more mobility and a learning orientation, we posit that mobility and 
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learning may be correlates of a protean career, but not necessary compo-
nents of it. A person with a boundaryless career mindset “navigates the 
changing work landscape by enacting a career characterized by different 
levels of physical and psychological movement” (Sullivan & Arthur, 
2006, p. 9). While a boundaryless career attitude is recognized which 
is primarily psychological, Arthur and Rosseau’s emphasis (1996) upon 
careers which unfold beyond a single employment setting has frequently 
been interpreted as involving interim, physical employment mobility. As 
such, a second important boundaryless career attitude is the inclination 
toward physically crossing organizational boundaries in employment 
mobility. Someone high in such an organizational mobility attitude would 
be comfortable with, or even prefer a career that played out across several 
employers.

1.4 GENDER AND PROTEAN CAREER ORIENTATION

Studies have also explored the role of gender in protean career orienta-
tion. There have been mixed findings regarding new career patterns being 
more prevalent among women. McDonald (2005) in their study find that 
the trend toward protean careers is evident and is more pronounced for 
women than for men contrary to some other studies where men were more 
career-oriented than women (Markus & Kitayama, 1991; Ng et al., 2008). 
Gender differences in protean career orientation have received consider-
able theoretical attention. Sullivan and Baruch (2009) predict important 
gender as well as generational differences in career attitudes and behav-
iors and called for further research in the areas. Quite a few researches 
have established that protean career is more of a characteristic for women 
(e.g., Briscoe et al., 2006; Eby, 2001; Valcour & Tolbert, 2003). Kim and 
Jyung (2011) found that individual characteristic variables such as gender, 
educational background, and voluntary department transfers have high 
predictive value in explaining protean career attitudes, while organiza-
tional factors appear to have little influence.

While some studies report gender differences (Ng et al., 2008), the 
others report no differences (e.g., Agarwala, 2008; Briscoe et al., 2006; 
Forrier et al., 2009; Valgaeren, 2008; Vigoda-Gadot & Grimland, 2008; 
Volmer & Spurk, 2010). Hall (2004) in a study finds a person’s career 
orientation is unrelated to gender. Segers et al. (2008) report no gender 
differences in self-directedness, but find that women score higher on the 
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value-driven dimension than men. Cabrera (2009) studies protean career 
orientation among women who return to work after a gap and find that 
majority of them follow a protean career orientation to balance their 
personal lives. Cabrera reports that in line with a protean orientation, the 
women were self-directed in managing their careers, rejecting the tradi-
tional corporate careers and also exhibit a protean orientation in that their 
decisions were driven by personal values. Mostly all of the women who 
change their career orientation did so in order to balance their work and 
nonwork lives. As Cabrera (2008) examined women in their mid-career 
stages, the difficulty of fulfilling both family responsibilities and work 
demands led these women to follow protean career which allowed them to 
achieve subjective career success albeit less monetary rewards.

1.5 IMPLICATIONS FOR ORGANIZATIONS

Changes in economic, social, and technological spheres are affecting orga-
nizational flexibility and responsiveness in meeting global market require-
ments. Gen Y will soon overtake the other generations in the workplace; 
hence, organizations have to determine the best manner in which to train 
and develop younger, more mobile workers (Kniveton, 2004) and also 
manage an aging workforce. Individual’s values, attitudes, and motivation 
influence the individual perceptions of career success (Agarwala, 2008; 
Derr, 1986) which is subjective (Hall, 1996a,b, 2002).

Organizations can benefit from the deeper understanding that career 
stories provide. Accommodating employees goals, aspirations, and moti-
vations can be an effective way of retaining key employees. At the same 
time, this career stories can facilitate mutual understanding and future 
collaboration with flexible and mobile employees.

Due to the unpredictability of modern day working environment context, 
maintaining a boundaryless career is very useful in Western countries. 
As explained above, this new concept developed as an outcome of wider 
economic and organizational changes (Littler et al., 2003). Supporters of 
this concept argue that if organizations are becoming increasingly flex-
ible and fluid careers should also become more flexible and fluid (Inkson 
& Thom, 2010). Having a boundaryless career maintains that an indi-
vidual should be the agent of their own career; thus, an organization is less 
responsible for its employees’ career outcomes (Inkson & Thom, 2010). 
Some researchers (e.g., Arnold, 2011) go as far as to proclaim that in order 
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to survive and be successful in modern day work environments, it is neces-
sary to have a boundaryless mind-set.

Gen Y employees also desire a good compensation and reward system 
based on performance. But HR managers should ensure that there is 
consistency between the image of the company as a good employer and 
the reality. Else the Gen Y will not hesitate to move out. These potential 
employees also value growth opportunities. It is therefore important that 
employers focus on the target segment by understanding their preferences 
and expectations and work on developing those attributes. It will also help 
organizations to promote these initiatives and building a brand image as a 
good place to work.

1.6 IMPLICATIONS FOR INDIVIDUALS

Pursuing a protean career means, therefore, the development of a new 
psychological contract. Whereas in the past, the contract was with the 
organization, in the protean career, the contract is with the self. The 
protean career is therefore a process that the person and not the organiza-
tion is managing with the criterion for success being internal (psycho-
logical) and not external. Protean career managed by self-according to 
their personal values is characterized by freedom and growth that are also 
subjective (intrinsic) and not driven by organizational rewards (Briscoe & 
Hall, 2006; Hall, 1996a,b, 2002) or objective (extrinsic or materialistic). 
For young management graduates, Job attribute preferences (both intrinsic 
and extrinsic) are based on their values, attitudes, and perception of career 
success when pursuing employment with organizations of their choice. 
King (2003) in the British context and Sturges et al. (2005) concluded 
that graduates were yet to develop attitudes of self-direction. Briscoe et al. 
(2006) and Sargent and Domberger (2007) studied protean career orienta-
tion in undergraduates. Sargent and Domberger (2007) found that protean 
career is identifiable with individuals in their earlier career stage and is 
particularly salient to the current generation of graduates. Protean career 
as described by Hall (2002) has goals which are psychological rather 
than material success (Sargent & Domberger, 2007). Individual’s values, 
attitudes and motivation influence the individual perceptions of career 
success (Agarwala, 2008; Derr, 1986) that is subjective (Hall, 1996a,b, 
2002). Time spent away from work force (such as in the case of maternity 
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leave) is now being used by individuals to increase their education or gain 
valuable skills in order to build their resume and ease their reentry into 
the workforce . Individuals have become increasingly driven by their own 
desires and are taking more responsibility for their own career develop-
ment and employability, rather than depending on organizational career 
management (Hall, 2004).

Individuals are traveling career paths that are discontinuous and go 
beyond the boundaries of a single firm. This is mostly due to the down-
sizing of organizations in order to become more flexible in response to 
environmental factors, such as rapid technological advancements and 
increased global competition. Many employees who were once secure in 
their jobs have found themselves unsecure situations (Arthur & Rousseau, 
1996).

Hall and Mirvis (1995) very well summarized future career contract by

THE PROTEAN CAREER OF THE 21ST CENTURY

• The goal: psychological success
• The career is managed by the person, not the organization
• The career is a lifelong series of identity changes and continuous 

learning
• “Career Age” counts not chronological age
• The organization provides

1. Work challenges and
2. Relationships

• Development is not necessarily
1. Formal training
2. Retraining
3. Upward mobility

• Profile for success:
1. From Know-How…To Learn How
2. From Job Security…To Employability
3. From Organizational Careers…To Protean Careers
4. From Work Self…To Whole Self

Source: “New Styles of Management: Career builders or Career Blockers,” presented at 
the 1995 Work and Family conference, “The New Employee Employer Contract: A Work 
Family Perspective,” sponsored by the Conference Board and the Families and Work insti-
tute, New York, NY, April, 26, 1995.
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1.7 CONCLUSION

Generation Y individuals desire growth opportunities, challenging work, 
assign importance to compensation and benefits. The career of the 21st 
century will be protean, a career that is driven by the person, not the orga-
nization, and that will be reinvented by the person from time to time, as the 
individual and the environment change. In the 21st century model career, 
growth will be a process of continuous learning and identity change and 
will not be measured by chronological age and life stages. The ultimate 
goal of the career for the future employee will be psychological success, the 
feeling of pride and personal accomplishment that comes from achieving 
one’s most important goals in life, be they achievement, family happiness, 
inner peace, or something else. Focus of Gen Y will be on psychological 
success, job security will be replaced by goal of employability. This career 
structure was never possible before Gen Y predecessors. As Hall (1996a,b) 
sums it:

The career is dead—long live the career.
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ABSTRACT

Generation Y or The Millennials (born between 1980 and 2000) account 
for over half of the population in India. They have been defined vari-
ously as “echo boomers” because they are the children of parents born 
during the baby boom (the baby boomers) of the United States of America, 
Millennials, echo boomers, internet generation, iGen, net generation, etc. 
They will also form 50% of the global workforce by 2020. The purpose 
of this survey was to (a) understand their career aspirations and attitudes 
about work, which will eventually define the culture of the 21st century 
workplace, to answer (b) what motivates of the Gen Y in India, and (c) to 
suggest policy modifications HR managers. A survey close to 150 subjects 
from both the factory workers and the corporate communities in Gurgaon 
and Faridabad, Haryana was conducted. Overviews of Gen Y motivators 
in Canada and USA, Sweden, and China have then been briefly discussed, 
before discussing the country context of India.

The survey results suggest that the Millennials in India value two 
aspects, namely, “the pay and respect for me as a person” the most within 
their departments and companies. This indicates that there is a high sense 
of self-worth among them. They are hence impatient and critical of system 
that asks them to put in a requisite amount of time to the job at hand. Gen 
Y considers it appropriate to be ambitious and therefore asks for imme-
diate results, in other words “if something can be changed for the better, 
then we better do it now and not wait for things to happen at some later 
date.” The survey thus concludes that Gen Y is all about self-actualization 
an aspect that is demonstrated in their “inside-out” attitude toward how 
they perceive their career, Gen X and the world in general. They want to 
solve problems that plague them and they do not hesitate to be creative 
about the solutions. They are often critical of Gen X which they think is 
holding them back. They are adaptive and are not adverse to change.

2.1 INTRODUCTION

Gen Y or The Millennials (born between 1980 and 2000) account for over 
half of the population in India. They will also form 50% of the global 
workforce by 2020. According to a 2011 report of Pricewaterhouse 
Coopers International Limited, “millennials matter because they are 
not only different from those that have gone before, they are also more 
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numerous than any since the soon-to-retire Baby Boomer generation.” The 
report then goes on to assert that their knowledge of new technologies, 
career aspirations, and attitudes about work will define the culture of the 
21st century workplace.

To understand, a survey close to 150 subjects from both the factory 
workers and the corporate communities in Gurgaon and Faridabad, 
Haryana was employed. The tool used for the study is “Work Motivation 
Checklist” of This and Lippit (1999).

2.2 THEORETICAL BACKGROUND AND LITERATURE REVIEW

Defining Gen Y: Generation Y has been defined variously as “echo 
boomers” because they are the children of parents born during the baby 
boom (the baby boomers) of United States of America, Millennials, echo 
boomers, internet generation, iGen, net generation, etc. Children born 
during these years have had unprecedented access to technology, namely, 
computers and cell phones in their youth. They are according to Kotler 
and Keller (2005) edgy, urban focused, and idealistic. This generation has 
observed the war on terror, rise of the information age, global recession, 
stock market crashes, political turmoil, increasing rates of suicides across 
all strata of the society, and uncertain job markets, as a result they are more 
apt to “leave their jobs sooner as compared to three to five years of Gener-
ation X” (The Canberra Times, March 29, 2006). According to Sai and 
Swati (2012), parents of Gen Y provided them all those material aspects 
that they (parents) did not have while they were growing up. Parents thus 
gave Gen Y an environment in which Gen Y could focus on the higher 
order of needs of Maslow’s Hierarchy such as Self Actualization instead 
of stability and security, which was the prime need of their parents. Ilene 
Siscovick (2015) a partner in the New York-based global consulting firm 
Mercer, is of the opinion that in the absence of the need of stability and 
security, “Gen Y doesn’t have the same allegiances or affinities as other 
generations,” and also that “while they’re devoted to their career, they 
want to have meaningful work and a sense that their company’s products 
or services are somehow improving conditions in the broader society.”

Shinjini Das (2015) has characterized Gen Y as having—(a) lots of 
energy and a fresh perspective, (b) thirst for challenges and a hunger to 
grow, (c) desire to be a hero and create a profound impact, (d) keen sense 
of adaptability, and (e) quest for mentors and brutally honest feedback. Not 
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only are they Tech savvy, they are also family oriented, ambitious, team 
players, good communicators, and they like to be loved. Main (2013) char-
acterized Gen Y or the Millennials as having both negative and positive defi-
nitions. On the negative side, he has highlighted as to how Gen Y has been 
various described “as lazy, narcissistic and prone to jump from job to job. 
He further to quotes the 2008 book ‘Trophy Kids’” by Ron Alsop, where 
“Alsop discusses how many young people have been rewarded for minimal 
accomplishments (such as mere participation) in competitive sports, and 
have unrealistic expectations of working life.” To reiterate this school of 
thought, he then goes on to summarize the more positive views regarding 
Gen Y as “being generally as more open-minded, and more supportive of 
gay rights and equal rights for minorities.” He also states that Gen Y has 
been given positives adjectives that describe them as being receptive to new 
ideas and ways of living, upbeat, confident, self-expressive, and liberal.

Asghar (2014) quotes Jamie Gutfreund of the Intelligence Group in 
defining Gen Y as having a different concept of authority, different set of 
motivations, desire for a different set of work environment, and a different 
concept of the “progress on the project” status.

Dorsey (2010), an authority on Millennials and Gen Y, has identified 
the following Gen Y characteristics in his book “Y-Size your Business”—

A. The feeling of entitlement is not true for everyone in Gen Y because 
there are both focused and strugglers among the Millennials.

B. Contrary to popular perception, Gen Y is “not tech savvy,” instead 
they are “tech dependent” and they cannot live without it. Often 
they do not know how the technology works in actual terms.

C. Gen Y does not wish to wait in line for its turn to come. They 
always “never have time and patience.”

D. Although Gen Y always knows what it wants, it seldom knows 
and value steps that are needed to be taken to reach its destination. 
They do not understand linearity of a process. They are outcome 
driven, therefore they often understand the process backward from 
the expected result to the beginning.

2.2.1 CONCEPT OF SELF ACTUALIZATION

Goldstein (1939) in Stahnisch and Hoffmann (2010) explained self-actu-
alization as “the tendency by which an individual, as much as possible, 
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optimizes his individual capacities” in the society. He further said that 
this tendency determines the life of an organism. Additionally, Goldstein 
stated that self-actualization cannot be understood as a kind of goal to 
be reached sometime in the future, because at any given moment, an 
organism can actualize all its capacities and its whole potential, in any 
situation in the world under the given circumstances. He further stated 
that a “normal society is a type of organization through which the fullest 
possible actualization on the part of all individuals is assured….” He then 
goes on to say “If we acknowledge and utilize social organization as an 
instrument by means of which all individuals may actualize themselves to 
an optimal degree, then a genuine social life becomes possible. Only under 
these conditions is a social organization capable of doing justice to every 
individual; only this makes it a real organization and secures its duration.”

Under the influence of Goldstein, Abraham Maslow developed a hier-
archical theory of human motivation in Motivation and Personality (1954).

Maslow (1943) wrote a paper called “A Theory of Human Motiva-
tion,” wherein Maslow first proposed “Human Hierarchy of Needs.” This 
theory says that an individual can achieve greater needs only after his/her 
basic human needs are met.

Maslow’s Hierarchy of Needs
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Maslow suggested that basic needs such as breathing, food, water, rest 
are the foundations of an individual’s development. After meeting these 
core requirements, a human being seeks out the attainment of other, higher 
needs.

According to Maslow, the next step on the pyramid relates to the 
safety and the security of one’s resources, family, health, and property. 
Progressing upward, an individual would then seek love and friendship. 
Maslow says that for some individuals, it is very difficult to progress further 
than these first three levels of need (physiological, safety, and love) and 
therefore they remain forever trapped in these three states. However, an 
individual could desire creativity, spontaneity, morality, problem solving, 
and acceptance, and thus move toward seeking self-actualization. This is 
the pinnacle of Maslow’s pyramid and according to him, it is the ultimate 
human goal.

This concept of self-actualization, put forth by Maslow and Goldstein, 
was extended in 1959 by Carl Rogers and Herzberg.

Carl Rogers (1959)—People will flourish and reach their potential if 
their environment is good enough, that is, they get an environment that has 
genuineness (openness and self-disclosure), acceptance (being seen with 
unconditional positive regard), and empathy (being listened to and under-
stood). Through such an environment, people tend to fulfill one’s potential 
and achieve the highest level of “human-beingness.” Rogers believed that 
when people achieve their goals, wishes, and desires in life, they undergo 
self-actualization. Roger (1961) called such people fully functioning 
persons. Such persons satisfy five factors. Rogers identified five charac-
teristics of the fully functioning person. Such people are

A. Open to experience: Such persons accept both positive and 
negative emotions. They do not deny negative feelings and work 
through them without resorting to “ego.”

B. Existential living: These people are open to all the experiences 
as they occur. They avoid prejudging and preconceptions about 
various phenomena of life. They live and fully appreciate the 
present. Although they may, at times, look back to the past or 
speculate on the future.

C. Trust feelings: They trust their feelings, instincts, and gut reac-
tions. They trust themselves to take the right decisions and make 
the right choices.
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D. Creativity: They take risks and think out of the box. They do not 
always play safe. They can therefore adapt to any situation and are 
open to new experiences.

E. Fulfilled life: Although such people are happy and satisfied with 
their life, they are always on the lookout for new challenges and 
experiences. Such people are constantly growing and changing. 
Roger mentioned that we behave as we do because of the way we 
perceive our situation. “As no one else can know how we perceive, 
we are the best experts on ourselves.”

Herzberg (1959) in Gawel (1997) during the same period as Rogers 
and Maslow, put forth a two-dimensional paradigm of factors or moti-
vators which affect people’s attitude toward work. These factors are (a) 
achievement, (b) recognition, (c) the work itself, (d) responsibility, and 
(e) advancement. Herzberg further stated that these factors/motivators are 
needed for an employee to remain satisfied in the organization for a long 
time. Except “salary,” which he concluded is a short-term Hygiene factor 
and which may lead to job dissatisfaction. Additionally, the salary factor 
could also mar his/her relationship to the context or environment in which 
she or he performs the job, although he/she may be satisfied with the work 
that they do. Additionally, it is also possible that Millennials may not relate 
their work to the situation in which this work is being done. Table 2.1 
describes the summary of the concepts.

TABLE 2.1 Summary of the Concepts.

S. No. Name of the author Concepts

1 Goldstein (1939) The tendency by which an individual, as much as 
possible, optimizes his individual capacities 

…A normal society is a type of organization 
through which the fullest possible actualization on 
the part of all individuals is assured

2 Maslow (1943) …When basic needs such as breathing, food, water, 
and rest are the foundations of an individual’s devel-
opment. After meeting these core requirements, 
a human being seeks out the attainment of other, 
higher needs like safety and the security of one’s 
resources, family, health, and property
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S. No. Name of the author Concepts

3 Rogers (1959) People will flourish and reach their potential, if 
their environment is good enough, that is, they get 
an environment that has genuineness (openness 
and self-disclosure), acceptance (being seen with 
unconditional positive regard), and empathy (being 
listened to and understood). Through such an envi-
ronment, people tend to fulfill one’s potential and 
achieve the highest level of “human-beingness”

…When people achieve their goals, wishes, and 
desires in life, they undergo self-actualization. Such 
people are called fully functioning persons

4 Herzberg (1959) …factors or motivators which affect people’s 
attitude toward work—achievement, recognition, 
the work itself, responsibility, and advancement … 
these factors/motivators are needed for an employee 
to remain satisfied in the organization for a long 
time

…Except “salary,” which was concluded as a short-
term Hygiene factor and which may lead to job 
dissatisfaction

2.3 EARLIER RESEARCH ON MILLENNIAL MOTIVATION

The year 2010 saw the publication of a seminal work of Ng, Schweitzer et 
al. where they studied 23,413 Millennial graduate students across Canada 
in order to explore their motivational factors. They concluded that “Gen 
Y rated opportunities for career-growth as the most important after work 
related attribute.” Millennials also wish to work with good people and to 
report to, they want good training opportunities for skills development and 
always want a good work life.

In 1999, Montana’s and Lenaghan’s based their research on Leslie This 
and Gordon Lippitt (Montana & Lenaghan, 1999). They identified that 
both Generation X and Generation Y values the same six motivational 
factors, namely, (a) steady employment, (b) respect for me as a person, 
(c) good pay, (d) chance for promotion, (e) opportunity for self-develop-
ment and improvement, and (f) large amount of freedom on the job. They 
concluded that Generation X and Generation Y value similar motivational 

TABLE 2.1 (Continued)



What Motivates the Millennials: A Perspective 31

factors and that both these generations have very little difference between 
them. However, later in 2008, Montana with Petit expanded his research 
to highlight the fact that Generation Y considers “respect for me as a 
person,” “good pay,” “getting along well with others on the job,” “chance 
for promotion,” “opportunity to do interesting work,” and “opportunity 
for self-development and improvement” as prime motivators of the job 
(Montana & Petit, 2008).

In another report, Barford and Hester (2011) indicated that motiva-
tional differences exist between Generation X and Generation Y, they 
opined that they are not motivated by the same factors.

Researchers Leschinsky and Michael (2004) modified the “This and 
Lipit” survey methodology. Instead of using students and young worker 
across industry, they used case blue-collar production employees in the 
wood products industry. Their results of the mean-score ratings show that 
good pay and having steady employment are most sought after among 
the workers. They also point out that, “respect for me as a person” and 
“opportunity to do interesting work” were considered as the most impor-
tant factors by the blue collared workers.

In 2006, a study conducted by Steven Rumpel and John W. Medcof 
cited Tower Perrin, while discussing the importance of “Pay” for nontech-
nical job categories. They also demarcated the motivational aspect of the 
technical work force from nontechnical workers by citing other studies 
which highlighted work environment, learning, and development as the 
number one motivating factor. Towers Perrin study used O’Neal’s reward 
frame work to highlight the strategic importance of pay (direct financial 
items, namely, base pay, variable pay, incentives, stock and equity sharing 
programs, etc.) in “motivating and retaining” an nontechnical employee. 
On the other hand, technical employees consider how work content and 
affiliation fit under work environment, and learning and development. 
They consider pay and financial benefits secondary to work environment.

2.4 GLOBAL CONTEXT

2.4.1 CANADA AND UNITED STATES

A study carried out by the Dale Carnegie Training in 2014 among 300 
Dale Carnegie graduates in Canada and the United States tried to answer 
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how Millennials compared to the older members of corporates (Dale 
Carnegie, 2014). Of these 300, 50% were older and non-Millennials. This 
study specifically tried to understand whether the drivers of employee 
engagement are different across the Gen Y and the Gen X and whether 
management and communication styles should therefore be adapted 
accordingly. This study raised some interesting insights that point toward 
essential factors for engagement and what it takes to engage the Gen Y. It 
pointed toward the fact that (a) Millennials differ from Gen X in that they 
are more likely to be engaged in their jobs than Gen X, (b) although they 
feel less valued they are confident and are connected, (c) they believe 
in charting their own path and multiple levels, and (d) like Gen X, they 
would also recommend their workplace (if they like it) to their friends 
for the purpose of doing business. This is indicative of their desire for a 
balance between individualism and loyalty to their friends. This engage-
ment is additionally linked to (a) a sense of fulfillment (which comes 
from helping others find a good business partner) and b) loyalty and 
personal gain (derived from recognition for bringing business to their 
employer). The study also states that Gen Y proactively seeks training 
opportunities in their work place in order to overcome the feeling of inad-
equacy and low value. This helps them to feel more confident, valued, 
and connected. They look forward to doing courses in leadership, self-
confidence, public speaking, and team management. Owing to their work 
schedule, they prefer flexible timings for online training programs with 
simple and engaging content. Additionally, the study pointed toward the 
importance of emotional and functional qualities that were very important 
to the Millennial like a positive workplace environment, that is, limited 
oversight, trust, flexible work hours, etc., and a supervisor with whom 
they can relate by the virtue of trust, respect, support, leading by example, 
etc. They look for two specific attributes in their leader in the work space 
(a) interpersonal connectedness, and (b) professional competence as it is 
about. The study therefore goes on to recommend the following require-
ments for Millennial engagement—(1) effective employer–employee 
communication; (2) need for a system of incentives, employee perks, 
awards, and recognition; (3) value addition in compensation and benefits 
packages of the employee; (4) develop challenging tasks to keep for team 
members engaged; (5) build supportive environment; and (6) provide 
regular training and development opportunities.
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2.4.2 SWEDEN

Reputation Institute (2013) ranked Sweden second (behind Canada) in 
global rankings. This ranking measures the international perceptions of the 
country in terms of environment, economy, and government. Despite the 
worldwide recession of past years, many internationally successful start-
ups have emerged from Sweden, especially in the technology industry 
which is being spearheaded by Gen Y. The Millennials in Sweden have 
responded by optimistically to the employment market, by exhibiting keen 
interest in personal development opportunities and by taking on work for 
the betterment of the society. Not only do they want to experience various 
facets of the work that they are involved in, they are also opting out of 
their current jobs with speeding regularity to work for new employers. 
Gen Y in Sweden don’t like to use the term “leader” when it comes to 
describing their boss at the work place. However, like their counter parts 
in the United States, Canada, and Asia, they wish their boss to be their 
coach and mentor, whom they consider to be their peer and not a boss in 
the traditional sense of the term. The quality that they most look for him is 
the ability to motivate them to achieve newer heights in their career. Gen Y 
in Sweden has given a miss to the culture of collectivism and team ethos, 
which is the standard workplace culture in Sweden, and is now looking 
toward entrepreneurship. Experts call this phenomenon a reaction to the 
high youth unemployment rate in the country. Although in Sweden, one 
of the few countries in the world where entrepreneurial spirit is extremely 
low, popularity of the start-ups like Sotify and Sound Cloud in the domain 
of technology have become extremely popular with the Gen Y. The arche-
typal vision of leadership of Ingvar Kamprad, the founder of the country’s 
most successful company, IKEA, resonates across various start-ups across 
the country. The business culture of Gen Y companies is in consonance 
with the national business culture, which is all about ease of communica-
tion, low internal competition, and absence of hierarchy within the organi-
zation structures. Gen Y maintains the traditional expectations of leaders 
who are mentors who display humility. Such leaders are valued over direc-
tive leaders. A strong commitment to education coupled with free educa-
tion inculcates in them the passion for training and development. Gen Y in 
Sweden wishes to learn something new in order to progress rather than to 
earn more money, an aspect that makes them standout from their contempo-
raries across the world. According to Hays’ 2014 report, Gen Y in Sweden 
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remains in the educational institutions far longer than the global average. 
They are usually very adept at learning new languages and hence they are 
forever in demand for international projects. As mentioned earlier, money 
is not a motivation for Gen Y (average wages are very high in Sweden). 
They seek interesting work more than personal wealth, this gives them 
satisfaction unlike their peers in the other parts of the world where the 
primary motivation is money. Gen Y like their predecessors define career 
success as achieving work–life balance. However, very much like the Gen 
X in Sweden, they (Gen Y) like to complete their working hours between 3 
and 5 pm. They therefore prefer to work for an employer that can provide 
them fun and social interaction woven around the office work. They thus 
do they seek long hours and overtime. As a country, Swedes are highly 
computer literate and have extensive and very fast broadband connection 
throughout the country. This also makes them a country extremely that is 
connected. In tune with this national obsession, the Gen Y also keeps itself 
connected with the social media at all times. It can thus be said that unlike 
Gen Y, elsewhere in the world, the Swedes have a different take on few 
Millennial obsessions—(a) Swedes do not consider money as important as 
Gen Y round the world; (b) they are not a great fan of working overtime, 
and (c) learning for them is a lifelong process and is not connected to 
career advancement.

2.4.3 CHINA

Hays Report (2013) into the workplace needs, attitudes, and aspirations 
of Gen Y in China surveyed 1000 respondents and concluded that China’s 
Gen Y has come out from years of collectivist political and economic 
isolation, to see their country transform into the emerging global market 
super power. They therefore tend to demonstrate a desire to exercise 
initiative and independence now that restrictions on private enterprises 
have eased. However, those who chose to work in offices and corpora-
tions are more likely to stick to their jobs, this is in sharp contrast to 
Gen Y in the Western or other Asian countries. Gen Y in China prefer 
job security. They are just like their peers around the world, better 
educated, tech-savvy, individualistic, multitasking, and open-minded 
generations. They are connected like their western counterparts to the 
social networking websites, mobile, and the internet. Additionally, they 
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also want that their superiors and their organizations should have similar 
communications channels. There has been a rapid rise on internet use in 
China, and Gen Y regards social media, eSinaWeibo, the Chinese equiva-
lent of Twitter, and RenRen, the equivalent of Facebook, as a central part 
of their lives. According to Hays report, and China Internet Network 
Information Centre, there are over 591 million internet users, and a 10% 
rise in the numbers since last year. This means that over 44% of the 
country’s population now uses the web and other net services. The center 
reports that over 464 million citizens now have access to the net through 
their smartphones or other wireless devices. The hold of the social media 
is such that Gen Y workers do not wish to work with companies that 
block the access to the internet because they feel that social media is a 
helpful tool in their work. Additionally, Gen Y considers social media 
important in finding a good job despite the need of a two-page CV, 
which is considered a priority in the Chinese industry. Gen Y considers 
online tools essential to find jobs. They usually have a LinkedIn profile 
or a Sino Weibo profile and consider it important to have recommenda-
tions on these websites. Unlike their counterparts across the world, this 
generation is “one-child” policy generation. But like the rest of Gen Y 
they tend to be similarly inclined toward a life style devoted to freedom 
and personal satisfaction. They are aware of the western culture more 
than the westerners know about their culture. They are characterized in 
their work place as adventurous, impressionable, and achievers. They 
are also highly sought after by multinational companies as many of them 
have degrees in engineering and science. They value work–life balance 
and value quality work. Like all single children, they are pampered and 
have a sense of entitlement to the families resources. Hays Report (2013) 
says that major drivers of Gen Y in the work place are “Bonus” and a 
boss that can “motivate and inspire them,” who has integrity and deals 
fairly with them. Gen Y wants opportunities to learn, acquire knowledge, 
and expertise at the work place. They therefore prefer organizations that 
offer such opportunities along with clear personal development strate-
gies. Gen Y in China craves for recognition of their work. When asked 
what would be their definition of a successful career they gave equal 
weightage to job titles, gaining public, and professional recognition of 
their achievement, along with creation of personal wealth. This aspect 
is also culturally important to them because this reflects the Chinese 
tradition of maintaining “face.” Gen Y in China like their generation 
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aspires to work in clean, pleasant, and modern conditions. While in the 
office they wish to work in teams and prefer flexible benefits in order to 
enjoy time socially and with their families. They want a boss with whom 
they can talk, and discuss both personal as well as professional issues. 
An ideal Chinese office today has a sociable environment. Leadership 
is as important and there is a close relationship between boss and the 
employees. The situation as off now is more toward building a network 
of a strong interpersonal relationship with your boss who is expected to 
be both a coach and friend. This relationship, a few steps ahead of the 
traditional concept of “Guanxi,” where the emphasis is only to develop a 
network of interpersonal relationships with powerful individuals.

2.4.4 INDIAN CONTEXT

According to the 2011 Census of India data, 65% of the population in 
India is between 15 and 64 years, and it is estimated that by 2020 half of 
the Indian population will be below 25 years of age. The work force will 
have grown by 5.6%. Studies conducted in Indian context by Sinha et al. 
(1994), among 750 students in seven cities of India observed the extent to 
which the Millennials gave importance to other’s (over their own) opin-
ions, desires, and interests. They identified principal motivators that guide 
Gen Y in India in their jobs, namely, clear job description, no stringent 
rules and regulations, unclear communication, and gender biases. They 
also look for tolerant organizations that can help them (a) learn, (b) have 
flexible HR policies that can help them to work from home and which 
gives them access social media, (c) they wish to have an informal work 
culture that can be fun to work in, (d) where the leaders are supportable 
and approachable, and (e) they desire quick promotions and recognition 
of their work.

According to Alley and Shah, in an IIM Bangalore, roundtable on 
multigenerations in workforce in Srinivasan (2012), on the other hand, 
among the main motivators of Gen Y are equitable pay, responsibility, 
and independence. They also have a contradiction or a diametric moti-
vation which guides them through their career paths. This contradiction 
makes them want both responsibility and freedom, risk and stability, 
and guidance and supervision as well as to be their own boss. They also 
need a work–life balance as well as instant gratification. They look for 
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well-defined organizational roles and job enrichment. However, Udupa 
in Srinivasan (2012) is of the opinion that movement of an individual on 
the Maslow’s continuum is dependent upon environment but is indepen-
dent of time. Therefore, an individual could be on any part of Maslow’s 
continuum at any given point of time depending upon the environment, 
namely, individual situation, family community, socioeconomic situ-
ation, education, exposure, health and technology, and access to both 
global and local opportunities. Udupa further states that depending upon 
one’s need an individual may exhibit behavior that could be contrary to 
one’s age. He further points out that an individual’s movement on the 
Maslow’s continuum could be both forward or reverse depending upon 
his/her needs, which in turn would be dependent upon the environment 
which could be either an enabler or act as a constraint. However, Rajesh 
(2015) in Srinivasan (2012) in the same roundtable emphasized flexibility 
as a way of life. He then identified four major trends of Millennials from 
Handy’s “Gods of Management.” These trends are (a) My time is my own 
(meaning they will switch off their official phones after the work day is 
over and also on the weekends), (b) My work is integral part of my life 
(this means that weekends could be spent in the office if need be), (c) I 
have other things to do and work is one part of the “other things,” (d) I 
have an identity that goes beyond work or my work does not define me, 
and (e) I am divinely touched and therefore have no need to throw my 
weight around. While speaking on the IIM roundtable, Sripada Chan-
drashekhar, of IBM, in Srinivasan (2012), stated the need of reverse 
mentoring wherein a much younger colleague mentors a senior colleague 
on variety of issues such as use and handling of the social media like and 
Twitter handles and FB accounts. She also discussed issues pertaining to 
knowledge management and shadow teams and collaboration between 
generations. She further emphasized though companies take a program-
matic approach to compensation and benefit. They are in at best a 
temporary solution to the needs of the Millennials in India. The primary 
requirement of Gen Y for all time is Compensation, Career Advancement, 
Competence (learning) and Care.

The above observations from Canada, USA, Sweden, China, and India 
therefore directed my study toward realizing the following:
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2.5 RATIONALE AND OBJECTIVES

Panwar (Hindustan Times, September, 2015), observed that “today’s 
youth is all about living in the moment.” This aspect was reinforced 
when one comes across quotes like—“I like to break away from the 
pack. My goal in life is simple: I want to do things that I want to do, 
and not things that are expected of me. Life is abort. I want my life to be 
happy and healthy, not long and boring.” And “Worrying is worrysome; 
it’s stressful, and stress will kill you. Instead of fretting about getting 
everything done, why not simply accept that being alive means having 
things to do?”

We also came across a survey conducted by a leading newspaper of 
India, which stated that around 41.2% of the Millennials said that they 
were (a) willing to take lots of risks to succeed in life and also (b) they 
will most likely to use multiple sources of information before applying for 
a job. This survey further said that Millennials in India have an ability to 
stay positive and to take tough situations head-on. As a researcher, I found 
this surprising that this challenge that makes them extremely satisfied with 
their work life.

It is against this back drop that the researcher decided to implement the 
“Work Motivation Checklist” of This and Lippit (1960–1970)1, in order to 
gain an insight into to Gen Y motivators.

This study was carried out the industrial city of Faridabad and cyber 
city of Gurgaon in the state of Haryana, India. It is an industrial town that 
employs a very large Millennial population in engineering and fabrica-
tion in factories that build tractors, automobile parts, etc. Gurgaon in the 
state of Haryana on the other hand is a knowledge city populated with 
Fortune 500 companies. It employs Millennials in IT professions and 
as knowledge workers. Both the cities employ two different profiles of 
Millennial workers (a) Faridabad has more mechanical factory workers, 
(b) Gurgaon has more workers in financial, IT, consultancy, and call 
centers areas.

It was hoped that the sample would throw interesting insights into the 
Millennial mindset.

1Leslie This and Gordon Lippitt studied 6000 managers and 500 representatives of different companies 
and government agencies. They asked them to rank six of 25 motivational factors that allowed them 
to do their best work.
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Accordingly, researcher have tried to understand the Millennials 
through the following questions:

(1) What motivates the Gen Y in India?
(2) To suggest policy modifications HR managers.

In order to find answers to the about questions, the sample has been 
divided into two groups:

(1) 18–25 years,
(2) 26–33 years.

My rationale of this division was twofold. First, 18–25-year olds have 
just started to work on their first jobs, while 26–33-year olds have by now 
changed their jobs and they are now in their second or third job.

Second, their motivations are different at these stages. Earning money 
and exhibiting independence is of prime importance to 18–25-year olds, 
while 26–33-year olds have by now a very clear vision of what exactly are 
they looking for in their jobs besides pay.

2.6 METHODOLOGY

The “This and Lippit” checklist was discussed with 150 Gen Y members. 
Some of them have been working on regular basis for at least 2–5 years or 
have 1-year internship experiences at various organizations.

Extensive one-on-one interviews were also carried out during the 
interactions in order to understand the logic, their thought process and the 
background of the interviewees. Care was taken to establish a rapport with 
the subjects so that they are at ease with the checklist and the interviewer. 
They were given time to assimilate and discuss the checklist with the inter-
viewer for clarification.

2.7 OBSERVATIONS

Principal motivators as were identified have been given in the table format:
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Principal  Motivators of Gen Y

 (In the order of Preference)

1. Good pay

2. Respect for me as a person

3. Chance of promotion

4. Opportunity of self-Development

5. Feel my Job is important

6. Steady employment

“Pay” and “Respect for me” as a person/professional matters to 
these young men and women not only for economic reasons but also as 
a symbol of their worth and status. “A chance for promotion and self-
development” is also important to them so that they can move ahead of 
their peers. They are hence impatient and critical of system that asks them 
to put in a requisite amount of time to the job at hand. Hence, they often 
hop jobs. However, only a half of those who answered the questionnaire 
said that “their jobs are important to their organizations because of which 
their organization gives them additional benefits” (“We are a bunch of 
youngsters in the office who take care of the social media activities of the 
company.”). Then they were who said that it doesn’t matter what job they 
are in so long as they get paid for it and therefore the “steadiness of the 
employment” is all that is there on their minds which is why it is ranked a 
close sixth with on their list of motivators.

When queried further regarding their need for steady employment, we 
got the following answers:
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18–25 years

I need this job, so that I can pay for my MBA.

Nobody tells me how am I doing at my job … all they tell me how bad am 
I…

My job gives me money to spend on myself.

I felt good … when I bought a gift for my sister of my own money …. 
Every year my father gave me money to buy gifts….

I saw people in office work late hours … so that they get incentives … I 
have also started doing that.

I am learning every day at office … yesterday my supervisor praised me.

Yesterday I handled an extremely angry customer … no senior was there 
… I was scared but I tried to do my best … later the customer called my 
supervisor and praised me … it was great feeling.

My parents no longer feel that I am irresponsible … now that I have 
started working.

In other words, it could be concluded that money (salary and incen-
tives) along with a sense of entitlement for this age group are prime moti-
vators for this age group.

26–33 years

I have just married; I have to take care of my wife.

My father has just retired; I am therefore the sole earning member of the 
house.

I have to contribute to my sister’s wedding this summer.

My family has just bought a house and I want to pay for my portion, 
which is one story of the of the house.

I need this job so that I can develop my skills and experience.

I can make a difference in my workplace … I have started to improve my 
process.

I get weekends off … it is good to finish the work before the start of next 
week.



42 Employees and Employers in Service Organizations

Work is work…. It has to be done … its ok if I have to sit late in the office 
a few times a week.

I have got a promotion at 27 years I will celebrate it by buying a car and 
give it to my family.

It can thus be concluded that self-worth, money, and achievement are 
the main motivators of this age group.

2.8 CONCLUSIONS AND INFERENCES

As can be deduced from the above observations, the Millennials in India 
value two aspects, namely, “the pay and respect for me as a person” the 
most within their departments and companies. This indicates that there 
is a high sense of self-worth among them. As people Millennials exhibit 
a sense of entitlement, which makes them assume that people will come 
to them instead of they going to people for anything. This aspect is seen 
within the workplace where most often do not go out of their way to 
create workplace networks or make efforts to get along well with others 
on the job (they actually start networking a little late then Gen X). When 
asked about this reason they often say that “we are here to work and not 
suck up to the boss.” There is an attitudinal aspect to their work-place 
behavior. Additionally, they often assert themselves in family and work-
related decisions; in other words, they often declare their independence 
from the systems both at home and outside and thus pride themselves of 
their independent thinking. This aspect is often criticized by Gen X which 
perceives them as thankless, ungrateful, and unwilling to give credit to any 
suggestion or advice. At work place, supervisors are often at the receiving 
end of their confusing behavior wherein they exhibit extreme docility 
and aggression in quick succession. Supervisors at the shop floor have 
to be constantly on the lookout for any harm that may befall them as they 
are always known to be preoccupied on their phones in some manner or 
another and therefore they have a tendency to exhibit a careless behavior.

The second observation that was made regarding the Millennials 
between the age group of 26–33 years was that self-actualization in its 
myriad forms is sought by this group through (a) search for jobs, (b) defi-
nition of the responsibilities and duties, and (c) impact of their job on the 
company in order to achieve image enhancement. The Millennials prefer 
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to scour various company websites for a better opening; additionally, 
they carry out thorough search on a company using multiple sources like 
LinkedIn, Google jobs, and other social media sites before applying. They 
are also not averse to utilizing their extensive personal network and talent 
communities before they consider a company for their next job change 
even if it involves relocating in any part of the world. By this stage in their 
life, they are aware their skill sets and capabilities to a larger extent, they 
thus look for job postings that clearly define their roles, duties, and respon-
sibilities within the company. They do not like confused and amorphous job 
postings and usually they give those a wide berth. As they are well aware 
of their worth in a job, they often look for a job that could help them shine 
in front of their peers and family. They therefore value aspects like reward 
systems, perks, and facilities like laundry, cheap home loans, club/gym 
memberships, etc. which are often considered important by them. They 
therefore not only want a very clear understanding of the job, company, 
and the profile, but they also want to feel the power and importance that 
the job profile gives them. There inherent sense of entitlement, however, 
clearly demarcates the personal and professional life and they clearly like 
to keep it that way. However, the power and importance of their jobs keeps 
them and their team at their desks late in in the evening and often over 
the weekends. In all the above aspects, importance of money and various 
perks is never diminished, and clearly they feel money is important for (a) 
increased social standing, (b) buying property, (c) increased respect within 
the family, (d) better marriage prospects, and (e) enhanced self-worth that 
gives them a sense of “arrival” in the society.

2.9 DISCUSSION

In 2013 and 2015 institutions like Price Waterhouse Cooper (PwC), 
University of Southern California, and London Business School, and 
Futurestep, a Korn Ferry (NYSE:KFY) company carried out studies into 
the motivations of Gen Y and revealed aspects like—balance and work-
load, work/life imbalance, impact of the workload, etc. This report went 
on to state that “perceived pay equity” is an important factor for retaining 
Millennials. While the Futurestep of (2015) revealed that 13–18% of the 
Millennials consider pay to be an important factor besides clear path of 
advancement.
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Our understanding of the “pay phenomenon” is different from these 
reports, and it is our perception that all aspects being similar, Indian 
Millennials prefer good-paying jobs over other aspects that have been 
highlighted by both the above-mentioned reports. The expressions of this 
phenomenon have been mentioned in the earlier part of our write-up.

Millennials have been brought up in secure, loving, and comfortable 
environment and therefore do not know deprivation and danger. Families 
are small today, Millennials therefore have never stayed, for most part of 
their lives away from their families. They therefore have a constant need 
for gratification and expect the outside world to cater to their whims as 
their families would.

This sense of idealism carried forward from their secure homes leads 
them to try and change the world, they are actually willing undergo all 
sorts of hardships, danger, and loneliness to create their desired world. 
According to Maslow “it’s easier for them to make sacrifices especially 
when they have never faced chronic deprivation.” Financial safety and 
security is not a priority, since they have never known a life without it. 
Self-development and job hopping are indicative of their hierarchy needs 
for gaining self-actualization (self-worth) quicker. Gen X often perceives 
this characteristic as impatience and non-willingness to “dig-in for a long 
haul.” Gen Y on the other hand considers it appropriate to be ambitious 
and therefore asks for immediate results, in other words “if something 
can be changed for the better, then we better do it now and not wait for 
things to happen at some later date.” Gen Y is all about self-actualization 
an aspect that is demonstrated in their “inside-out” attitude toward how 
they perceive their career, Gen X and the world in general. They want to 
solve problems that plague them and they do not hesitate to be creative 
about the solutions. They are often critical of Gen X which they think is 
holding them back. They are adaptive and are not adverse to change.

2.10 POLICY IMPLICATIONS FOR THE HR MANAGERS OF 
TODAY

2.10.1 TECHNOLOGY

Today technology influences the rapidly evolving HR environment and 
therefore there is a gap that requires an in-depth integration of technology 
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in the areas like recruitment, retention, and nurturing the Millennials 
through training as future company leaders. There is a growing consensus 
among the researchers, human resource executives, and consultants on 
some of the strategies for engaging the Millennials. These strategies 
tend to rely on the use of open social-media-style platforms that stress 
on transparency along with the state of the art technology. Additionally, 
they also purposefully highlight an organization’s core values, and various 
approaches taken toward cross-generational mentoring. They also point 
to the fact that the workplace has fun to be fun and where the training 
and collaborative efforts need to be reinvented as games or have inbuilt 
tangible rewards. HR executives around the globe are of the view that 
companies do not have to make massive changes in their business plans. 
Millennials are happy as long as their company uses technological tools 
with which they are comfortable in the company processes.

2.10.2 SOCIAL IMMEDIACY

In the past decade, a lot of companies have reworked their HR processes of 
worker feedback and recognition. They have made efforts to make worker 
commendations more open and accessible by sharing it on public sites 
like Facebook. The optimum way to go about this process is to engage 
departments like marketing and the IT to create websites of their own 
wherein encouragement from the peers and feedback from the manage-
ment can be instantaneous. According to Kathy Weaver, Senior vice presi-
dent of organizational excellence at the Dallas based global tax-services 
firm Ryan, “We wanted something that would engage, and bring feedback 
out for everyone to access,” … Therefore through Facebook and other 
social-media sites, colleagues across the company can see each posting 
and add their own comments.” Ryan thus created a website called Ryan-
PRIDE which has, over the last three years, been upgraded to promote 
more feedback and encouragement from peers. The site’s motto: “If you 
see it, say it.”

Companies like Accenture, mindful of the Gen Y need to advance 
rapidly in their career, have created a career marketplace on the lines of 
LinkedIn as a way to encourage of Gen Y to shop of jobs in-house. Senior 
HR managers at Accenture are aware that “The biggest thing is career to 
Generation Y.” Since they spend a lot of time on other social networks, 
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including those that focus on various job opportunities, they are not neces-
sarily loyal to the company.

Another company, Futurestep has formulated an online recruitment 
initiative called the “talent community” that focuses on the Millennials.

Neil Griffiths, a London-based global practice leader, believes that the 
talent communities often connect on a regular basis. He also says that 
companies like Kraft Foods have created talent community for recruiting 
military veterans so that a prospective worker and a company could be 
matched to an opening. This initiative engages young employees through 
websites through which prospective employees can collect and collate 
information about the company and develop a connection with the 
company brand.

2.10.3 MENTORING EACH OTHER: IT WORKS BOTH WAYS

Traditional view of mentoring is that it is a more knowledgeable person 
guides a less experienced person toward developing a certain area of 
expertise. This view holds that the more knowledgeable person is usually 
an older person, both in terms of age and experience.

This concept has modified itself especially when it comes to the use 
of technology, social media, and current trends. It is now called reverse 
mentoring, wherein Gen Y mentor’s Gen X; in this way, they upgrade 
older employees in areas of technology and its consumption. These areas 
are often second nature to Gen Y employees, whose lives are intensively 
integrated with computers and the Web. According to Gina D’Ambra, 
human resource manager of Thermo Fisher Scientific, a Waltham, Massa-
chusetts-based life sciences firm, “Connecting millennial employees to 
more older tenured employee, makes them feel more connected, and helps 
them map their future career path.” This connection, more than anything 
else, is often the reason of Millennial retention in the company. Addition-
ally, it also provides feedback on where they stand “good, bad, indifferent,” 
within the department. This aspect is therefore an important factor in their 
stay within the company. Companies like Futurestep and PwC conclude 
that, Gen Y finds “development and ongoing feedback” among the issues 
that matter most to young workers, behind “ability to make an impact on 
the business” and having “a clear path for career advancement.” Indian 
Millennials show a very similar need for career advancement.
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2.10.4 MAKE IT PAY: PLAY GAMES

Reward is a powerful incentive in every area, and reward pays for an 
employee is an additional incentive to connect to the company. Simply 
put, the elements of a total rewards program include aspects that an orga-
nization uses to attract and retain employees; this includes salary, bonuses, 
incentive pay, benefits and employee growth opportunities such as profes-
sional development and additional training. Most of the incentives featured 
in the above list are provided to the employees as a matter of routine. 
However, Millennials need something extra—HR managers have come up 
with the concept of gamification. This provides a number of advantages 
to company and encourages Millennials to develop positive relationships 
with employers. The concept of gamification encourages Gen Y to pitch 
for rewards. These rewards could be in the form of stand-alone incentives, 
additional leaves, cash, facilities like company subsidized holiday very 
early in career, a film on company time, an additional day off while on 
an out of town assignment, certifications that have one time encashment 
build into it, and also a Knowledge pay, which encourages the Millennials 
to acquire additional qualifications. HR managers also try to build in an 
element of playfulness to assessments, evaluations, or business task by 
bringing a sense of competition. The participants are then given points 
with which they can reward their colleagues, which can later be redeemed 
by the awardee from an from an online catalogue with more than 2500 
items that has accessories, trips, and electronics and appliances.

Mercer, warehousing and shipping company, uses gamification as a 
useful tool to engage this generation that grew up playing video games 
like “Call of Duty.” HR managers at Mercer have been proactive in devel-
oping games that are aimed at profiling and recruiting candidates for its 
vast sales force. They also ask the game developers to build sophisticated 
psychometric tests. HR managers ask a potential candidate to take part in 
these games for the purpose of hiring.

2.10.5 LEARN AND CONNECT: WHAT ARE OTHER PEOPLE 
DOING IN MY COMPANY?

“Will this company help me grow?” is the most common refrain that can 
be heard from the Millennials. HR all over the world has to keep this 
aspect in mind, and at the same time, they have to keep in mind the restless 
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and constantly shifting focus that defines Millennials. Large national and 
multinationals have therefore launched cloud learning centers that cater 
24 × 7 to the need of Gen Y. Accenture in 2014 launched a program called 
“Connected Learning.” This program in unlike any traditional learning 
program because it provides real-time information though the company’s 
global network and is also accessible on mobile phones. Through this 
facility, the learning is round the clock as the employees can access write-
ups, blogs, opinions, e-book, videos, and also interact with their colleagues 
and peers around the vast global network of Accenture.
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Determine What Motivates You:
Please indicate the six factors below which you believe are the most 
important in motivating you to do your best work.

1. __________________ Steady employment

2. __________________ Respect for me as a person

3. __________________ Adequate rest periods or coffee breaks

4. __________________ Good pay

5. __________________ Good physical working conditions

6. __________________ Chance to turn out quality work

7. __________________ Getting along well with others on the job

8. __________________ Having a local employee paper

9. __________________ Chance for promotion

10. _________________ Opportunity to do interesting work
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11. _________________ Pensions and other security benefits

12. _________________ Not having to work too hard

13. _________________ Knowing what is going on in the organization

14. _________________ Feeling my job is important

15. _________________ Having an employee council

16. _________________ Having a written job description

17. _________________  Being complimented by my boss when I do 
a good job

18. _________________ Getting a performance rating

19. _________________ Attending staff meetings

20. _________________ Agreement with the organization’s objectives

21. _________________  Opportunity for self-development and 
improvement

22. _________________ Fair vacation arrangements

23. _________________  Knowing I will be disciplined if I do a bad 
job

24. _________________ Working under close supervision

25. _________________  Large amount of freedom on the job (chance 
to work without direct or close supervision).

Work Motivation Checklist, a copyrighted instrument, by Leslie E. This 
and Gordon L. Lippitt, Work Motivations Checklist 1A, Development 
Publications: Washington, DC.
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ABSTRACT

Present day organizations are found to be taking all preventive measures 
to arrest attrition of their employee resources, but sadly they are unable to 
focus on retaining them. When we have introspected to explore the reason 
behind it, we found that action and attitude of bosses, managers, and the 
organization influences more than the salary, incentive, perks, etc. On 
the other hand, research findings have confirmed that today’s knowledge 
workers employed in booming service sectors have a deep desire to feel 
that they are succeeding and their talents and capabilities are used in the 
best possible way—creating a difference to their career and organization. 
Therefore, the onus lies on HR to identify what resonates with employees 
and accordingly devise policies and strategies to meet the preferences and 
interests of them. This kind of proactive approach is believed to augment 
retention. Progressive countries of contemporary times are lined up for 
robust hiring plans to cater the young and skilled workforce in service 
industries. The biggest challenge is to retain these young talents as losing 
them will have a huge impact on organization. This study is an attempt 
to visit the factors that affect employee retention in one hand and docu-
ment some of the best practices followed by selected service organiza-
tions. The implications for practitioners’ are also discussed in light of the 
propositions.

3.1 INTRODUCTION

Hiring employees is just a start toward creating a strong workforce. 
Retaining and keeping them motivated and interested for optimal produc-
tivity, and success is most important. Research findings have brought out 
the fact that, the cost of replacing old employees with new ones is antici-
pated around twice the employee’s annual salary. Precisely, an estimation 
of the total cost of losing a single position ranges from 30% of annual 
salary of the position for junior management to 70%, and the cost can be 
as high as 150% for senior leadership positions across industries (Hewitt 
Associates, 2004). Replacing one’s high potential and high performing 
employees places a big dent in companies’ budget. It is very much frus-
trating for an organization to go through the entire process of hiring and 
training, only to find employees leaving after 2 months or sometimes even 
quitting just after the training period is over (Dibble, 1999). In Indian 
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context, given the high percentage of employees who plan to seek new 
employment opportunities as the job markets are rebounding; warrants 
HR professionals and business leaders to understand turnover’s costly 
impact and focus on ways to keep their best employees on board (Sang-
havi, 2015).

One of the foremost challenges for HR professional is to identify 
the interests and preferences of employees as the labor force of today’s 
market is much different. The age old practices like “incentivizing finan-
cially” though required, but it is no longer a key attribute of retention 
management. Venkatanarayanan, President-HR, Rane Group, Chennai, 
India says that in this technology age by the time the organization thinks 
of giving a raise, employees have been already accepting better offers 
elsewhere (Venkatanarayanan, 2015). This warrants HR professionals to 
think beyond incentivizing to focus for creating a meaningful employee 
experience that can provide challenging assignments, while encouraging 
learning and career growth. Therefore, this study is attempting to visit the 
factors that affect employee retention in one hand and document some of 
the best practices followed by selected service organizations.

3.2 CHALLENGES FROM EMPLOYER’S PERSPECTIVE

Today’s employers are most likely managing three generation of employees 
which creates various value sets within an organization. The first genera-
tions born during 1950–1970s are very much loyal to their employers and 
are prepared to work their way to the top. The second generations born 
during 1971–1980s are probably looking for a shortcut to the top. This 
generation entered the workplace when terms like downsizing, negative 
growth, and jobless recovery were catch phrases. The third generation, 
born during 1980s onward, understands that knowledge is power; their 
learning style is extremely adaptable, and they demand flexibility, have 
confidence in their ability, and expect quick promotions (Arnold, 2005). 
Employers can perceive these generations as fickle, selfish, and transient.

As the first generation employees retire and the young third genera-
tion enter the workforce, this massive demographic shift is causing big 
problems for even the most successful companies. Especially, these young 
third generations are highly sought after for their technological savvy, 
energetic work ethos, and young hip attitudes that can help companies to 
connect with young customers (Cotton & Tuttle, 1986). Many employers 
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are able to recruit the young third generation employees effectively, but 
end up alienating and losing them shortly thereafter. It is observed by 
many employers that despite their good qualities, they do not always share 
the traditional values of boomers with whom they often come into conflict. 
Disenchanted by this attitude of young generations, the first generations are 
found giving up their parent employers and look for opportunities outside 
the corporate world (Hytter, 2007). This high turnover rate among all these 
generations who are to be replaced is costing companies billions of dollars 
every year (Whitt, 2006). However, it is imperative that one cannot afford 
to let generational differences stand in the way of getting things done. Nor 
can one afford to alienate one generation by favoring another.

Retaining talented employees is one of the topmost priorities of 
employers today. Each and every good employee is found to be quit-
ting for better jobs, and it stands as an important concern amongst Indian 
PSUs and Private MNCs. Therefore, for HR professional, the challenge is 
not only to attract the best talent but also to retain them throughout their 
professional career.

Predominantly, rising opportunities for career development, life-style 
decisions, frequent job changing, work–life imbalance, poor mentoring, 
and stress are some of the factors which influence an individual’s deci-
sion to continue or to quit (Krishnan & Singh, 2010; Rosse, 1988). For 
employers, retaining talent takes efforts to work out with aforesaid factors 
diligently. Wermeling (2009) in his study has stated that, companies that 
utilize effective employee retention strategies know that wages and bene-
fits are not the most crucial factors in determining whether an employee 
will stay or leave. Instead employee wants to feel that they are valued 
contributors. Contemporary organizations have realized the fact that 
loosing talented employees are not only costly, but it also impacts morale 
and productivity and can have a negative effect on valued customers.

The employees stay or leave their jobs and organizations for various 
different reasons. The terminated employees leave the organizations 
because management wants them to do so, but those who leave organi-
zations voluntarily are a matter of great concern. A survey conducted by 
McKinsey and Company (2012) found that the most critical factors that 
affect the attraction and retention of managers and executives are value 
and culture of the organization, the management of the organization, the 
freedom and autonomy in the job, career advancement and growth oppor-
tunities, the compensation and incentives that they receive, the geographic 



Employee Retention Strategies in Service Industries 57

location they work in as well as respect they earn from their peers and 
colleagues. Lagunas (2015) in his study on retention factors across orga-
nizations in international scenario has opined that, “Employees don’t quit 
jobs;” instead “They quit managers.” His findings have estimated that 
80% of turnover is driven by the environment a manager creates for an 
employee (compared to 20% resulting from issues with company culture). 
On the other hand, there are also umpteen personal issues like health prob-
lems, mortgage, divorce, death, etc. causing distraction from work and 
affecting the abilities of employees to continue working with an organiza-
tion. Therefore, these kind of sensitive issues stand as a challenge for an 
employer to address (Boswell et al., 2012).

For our research, we have found more than 1500 keywords from schol-
arly works on employee retention from Google database agreeing that 
turnover is a crisis and searching the right talent is a challenge. Every kind 
of literature in this domain have impressed on the fact that organizations 
must have the best talent in order to succeed in the hypercompetitive and 
increasingly complex global economy. Along with the understanding of 
the need to hire, develop, and manage, organizations need to take neces-
sary steps to retain talented people. However, a handful of researchers’ 
have stated that that there is lack of enthusiasm for investing resources 
to maintain top talent. The question that arises at this point of time is, if 
talent is hard to find, then why not employers do the whole lot of thing for 
retaining them?

3.3 FACTORS AFFECTING RETENTION IN SERVICE-BASED 
INDUSTRIES

Retention is ideally an intentional move by an organization to construct 
an environment which engages employees in the long run (Chaminade, 
2007). The main reason for retention is to avoid the loss of experienced 
employees from the organization as this could have adverse effect on orga-
nizational productivity. Most of the time employees migrate to competing 
organization with the acquired knowledge and trade secrets that they 
have learned from their former employers especially in service industries 
(Abassi & Hollman, 2000). Empirical studies in this connection have 
brought the fact that in this era of globalization employees usually go for 
a change in every 6 years (Pandit, 2007). This stands as a challenge for 
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management to identify the reasons for such a frequent change of employ-
ment. Chary (2002) in his book on “Business Guru Speaks” have cited a 
quote of N. R. Narayana Murthy, Chief Mentor of Infosys, India in the 
context of employee retention as, “when our key assets, that is, employees 
walk out every evening, our net worth is reduced to zero. Our challenge 
is to ensure that they are coming back next day rejuvenated, refreshed and 
energized.”

Keeping in view of the large cost associated with employee turnover, 
characterized by downsizing and layoffs, the onus is on HR managers to 
work out with sound policies that will enable them to retain their talented 
employees (Steel et al., 2002). These practices are reflected under the term 
“retention management.” Johnson (2000) has defined retention manage-
ment as, “the ability to hold onto those employees one want to keep for 
longer than its competitors.” In the literature, numerous factors are put 
forward as important points to check in while devising plans for reten-
tion management. These factors vary from purely financial inducement 
to so-called new age benefits. Basically, these inducements are grouped 
into four major categories: (1) financial incentives, (2) career development 
opportunities, (3) job content, (4) social atmosphere, and (5) work–life 
balance (e.g., Horwitz et al., 2003; Roehling et al., 2000; Ulrich, 1998).

First, financial rewards or the provision of an attractive remuneration 
package are one of the most widely discussed retention factors in service 
sectors and especially in IT industries across the globe. They not only 
fulfill financial and material needs, but also have a social meaning with 
the salary level providing an indication of the employee’s relative posi-
tion of power and status within the organization. However, research shows 
that there is much interindividual variability in the importance of finan-
cial rewards for employee retention (Pfeffer, 1998; Woodruffe, 1999). For 
instance, a study conducted by the “Institute for Employment Studies” 
reveals that only 10% of people who had left their employer gave dissatis-
faction with pay as the main reason for leaving (Bevan, 1997). However, 
despite the fact that many studies show financial rewards to be poor moti-
vating factors, it remains a tactic used by many organizations to commit 
their employees to the organization by means of remuneration packages 
(Mitchell et al., 2001; Woodruffe, 1999). For instance, in a recent study 
made by Horwitz et al. (2003) states that the most popular retention strat-
egies reported by HR managers of knowledge firms engaged in service 
sectors are related to compensation.
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Second, opportunities for career development are considered as one 
of the most important factors affecting employee retention. It is suggested 
that an organization that wants to strengthen its bond with its employees 
must invest in the development of its human resource (Hall & Moss, 1998; 
Hsu et al., 2003; Steel et al., 2002). Other factors relating to career devel-
opment are the provisions of mentoring or coaching to employees, the 
organization of career management workshops and the setup of compe-
tency management programs (Roehling et al., 2000). For instance, in a 
recent study conducted by Allen et al. (2003) found that employees percep-
tions of growth opportunities offered by their employer reduced turnover 
intentions. Steel et al. (2002) have also reported through an empirical data 
showing that lack of training and promotional opportunities were the most 
frequently cited reasons for high performers to leave the company.

The third category of retention factors relates to employees job content, 
more specifically the provision of challenging and meaningful work. It 
builds in the assumption that people do not just work for the money but to 
create a purpose and satisfaction in their life through their job (Mitchell 
et al., 2001; Pfeffer, 1998). According to Woodruffe (1999), employees in 
addition to a strong need to deliver excellent results also wants to take on 
difficult that are relevant for the organization if they find the job mean-
ingful. However, if their work consists of the routine based performance 
of tasks, the likelihood of de-motivation and turnover gets to be relatively 
high. By thinking carefully about which task to include in which jobs, 
companies can affect their retention rates (Steel et al., 2002). Though, 
employers use to focus on rewards as it plays a critical role in employee 
attraction however, recognition has a huge role in aspects like employee 
engagement and retention.

The social atmosphere, that is, the work environment and the social 
ties with in this environment, is the fourth retention factor considered by 
many researchers. Cappelli (2001) states that loyalty to the organization is 
a thing of the past, but loyalty to one’s colleagues may act as an effective 
means of retention. When an employee decides to leave the organization, 
this also means the loss of a social network. Some research suggests that 
social contacts between colleagues and department are an important factor 
for retaining talent. Organizations can contribute to the creation of a posi-
tive social atmosphere by stimulating interaction and mutual cooperation 
among colleagues and through open and honest communication between 
management and employees (Roehling et al., 2000).
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3.4 ADDRESSING THE RETENTION AGENDA

According to the study report carried out by Bernthal and Wellins (2001) 
in Development Dimensions International stating that the turnover rate for 
nonmanagement employees were almost twice as high as for management 
employees (19.3% vs. 10.3%). This has proved that it is more difficult to 
retain frontline and professional staff in service industries, while there is 
an increase in turnover rates. The report has stated about top five reasons 
on employees leaving their most recent positions. They were quality of 
relationships with immediate supervisors, ability to balance work and 
home life, the feeling of making a difference, level of teamwork and coop-
eration with coworkers and level of trust in the workplace.

Since HR functionaries play a vital role in employee retention, a well-
coordinated and market-driven strategy is warranted to be followed by 
them. This requires a fundamental change in understanding the nuances 
of employee retention. It is proposed that organizations can arrest the 
employee attrition through selective hiring, ensuring work–life balance 
and creating a healthy organizational climate. Some of the Indian and 
International best practices have been cited to enrich the discussion on 
these agendas.

3.4.1 SELECTIVE HIRING

An effective retention strategy begins at the early stages of the recruitment 
and selection process. This is true because most of the employees’ turnover 
happens due to chemistry or bad fit. Research indicates that most of the 
people leave organizations due to mistakes made during the hiring phase 
(Trevor et al., 1997). For this reason, some smart companies are adopting 
the strategy of “hire for attitudes and train for skill.” They have realized 
that it is easier to develop the skills and capabilities that an employer needs 
than to attempt to change the employee’s personality or mindset.

For instance, Infosys, India receives about twice the number of 
applications from its competitors. However, it is very much selective in 
recruiting employees in its board. Infosys basically looks for candidates 
with good analytical ability, team work and leadership potential, besides 
innovation skills and structured approach for problem solving. Some 
companies go to even extraordinary lengths before hiring some body. 
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According to Hewitt, a leading Indian company was selecting a senior 
marketing manager after the candidate had gone through several rounds 
of interviews. The company had identified the person and thought he was 
the right one for the job. Hewitt associates were on the verge of making 
an offer. The HR head took him out for dinner and during the meal the 
prospective marketing manager was particularly rude to a waiter in front 
of his potential employer and peer. The company reversed its decision to 
recruit him because if he could be rude to the waiter in such a setting, how 
could this behavior reflect the company image and culture if he were in 
charge of marketing?

Besides getting the right people in the door, recruiting has an important 
symbolical aspect. When a prospective employee undergoes rigorous selec-
tion process, the person feels that he or she is joining an elite organization. 
This creates high expectations and gives an impression that people matter 
most to the organization (Ramlall, 2003; Wells & Thelen, 2002). When 
companies recruit people, they often focus on attracting precisely those 
people who will be the most difficult to retain. Peter Capelli, Professor 
of Wharton School of Business, advocates that companies must shift 
their sights to workers who can do the job, but are not in great demands 
and hence organizations may be able to shelter themselves from market 
forces. In India, few companies are found to be not going to premier busi-
ness schools for recruitment, rather they visit second-tier technical and 
management institutions for campus recruitment in order to improve their 
selection process.

Since compatibility is the key to long-term relationships, cultural issues 
need to be addressed throughout the selection process, which begins with 
recruitment. To determine cultural fitness, companies must look beyond 
the information in job descriptions, while assessing potential candidates 
and making hiring decisions (Tett & Meyer, 1993). For instance, South-
west Airlines looks for those who are fit especially with company culture. 
During the interview of a pilot, interviewers probe for attitudes, beliefs, 
and behaviors that would give clues about how the potential employee 
might treat flight attendants or peers, how he might deal with conflicts at 
work and what mattered most to him. While exploring the reasons behind 
it, we have found an interesting piece of a paper on “why does Southwest 
care about an employee’s sense of humor, especially the Pilots?” South-
west managers basically test the sense of humor of prospective employees 
in many ways during series of interviews because it indicates that the 
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company is truly looking for a fit between the way works get done at 
Southwest Airlines and the personality of the prospective employees.

3.4.2 WORK–LIFE BALANCE

Work–life balance has an important consequence for employee attitudes 
toward their organizations as well as for the lives of employees. The 
work–life boundary may be especially significant in managing highly 
skilled knowledge workers, such as round the clock service professionals 
whose commitment and loyalty to adhere to different time zones presents a 
challenge to employees. Some of the Indian and international surveys and 
studies have shown that work–family initiatives have a very encouraging 
impact in areas such as employee motivation, satisfaction, commitment, 
and stress levels. We have tried to bring some of the study findings that 
buttress the return on investment on work–family initiatives:

(a) Mercer Inc. (2003) in its survey with more than 800 organizations 
has found from 86% of its surveyed employees stating that, “the 
companies cannot remain competitive without addressing work–
life and diversity issues.” In addition to it, more than 50% of the 
respondents said that work–life programs had a positive impact on 
employee productivity, morale, and attendance of employees.

(b) In a survey of employees and customers conducted by First 
Tennessee Bank (2015) revealed that business units run by 
managers, who were rated highest by employees in supporting 
work–family initiatives, had a 7% higher customer retention rates 
than those run by other managers.

(c) Nearly 60% of 3000 employees surveyed at Hoechst Celanese 
(1997) reported that the ability to balance work–family responsi-
bilities was of great importance in their decisions to remain with 
the company.

(d) A recent survey carried out by Ceridian employer services 
confirmed what savvy managers have learned by experience: 
Flexible work arrangements are “highly successful” in retaining 
employees. Nearly two-third of Ceridian’s respondents felt that 
virtual teams, flexible work plans, and telecommuting were effec-
tive in boosting retention.
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In order to attract and retain talent, smart organizations are addressing 
the issues of work–life balance. For instance, the work–life at Infosys, 
India is tailored around the personal lives of its employees. The company 
positions itself as an extension of family and takes care of every indi-
vidual need, from seeing an employee through a close relative’s illness to 
celebrating special occasions together. A number of special occasions are 
organized regularly where both the employees and their family partici-
pate. Besides other programs, annual special day like “Pretit Infocian” is 
held where children of employees participate and have an opportunity to 
explore their parents’ workplace.

The work–life of Hewlett-Packard, India focuses around helping 
employees in meeting the company’s objectives as well. HP appreciates 
personal life needs of an employee; beyond providing statutory leaves, an 
additional leave often days are provided for employees who are getting 
married. Another 10 days, if the employee is preparing for a competi-
tive exam, 8 weeks for legally adopting a child, 5 days for employees 
who suffer bereavement in the family; 5 days for new fathers. Further 
depending upon the need, the employees can take leave beyond stipulated 
time. All special events from employee’s birthday to business achieve-
ments are celebrated with sounds of success.

Retaining employees in the hospitality industry was vital as the cost of 
recruiting and training new employees was very high. Marriott operated in 
an industry where every day counted and weekends and holidays generated 
more business than weekdays. Customer service had to be provided on a 
24/7/365 basis. The implications was that employees had to go through 
a hectic work schedule, with an average work week lasted for more than 
50 h. With the increasing workload due to rising customers in late 1990s, 
several key managers at Marriott left. They wanted to devote more time in 
their personal lives and their jobs at Marriott were not helping the cause. 
Facing this challenge, Marriott launched a new program called “Manage-
ment Flexibility” on a pilot basis at three of its hotel chain. The aim was 
to assist Marriott’s managers in balancing their professional and personal 
lives, without negatively affecting customer service or the company finan-
cials. As a result of this the company was able to avoid unnecessary meet-
ings and formal procedures. The working hours of managers at these hotels 
were reduced to five days per week. The emphasis was given more to work 
being done properly rather than the number of hours worked. The results 
were pretty encouraging. Feedback revealed that after implementing the 
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program, managers felt their jobs are less strenuous and that burnout was 
significantly lower.

3.4.3 BUILDING AN ADAPTIVE ORGANIZATIONAL CULTURE

Building an adaptive and strong organizational culture is a prerequisite for 
employee engagement and satisfaction, which in turn improves retention. 
Companies with strong and adaptive cultures earn significant premium 
over competitors, making the nurturing of such cultures exceedingly desir-
able. A study of 207 companies in 22 countries found that adaptive compa-
nies get revenue four times greater than that of nonadaptive companies 
achieving 12 times the stock price performance (Kotter & James, 1992). 
In a research conducted by Collins and Porras (1994), organizations that 
are built to last characterize having a strong organizational culture. They 
have revisited the dimensions of culture and proposed an adaptive culture 
on the ground of employee retention. They have stated culture as

• A deep seated powerful ideology or set of core beliefs in which 
employees are thoroughly indoctrinated with an insistence on 
“walking the talk.”

• It acts like glue that holds the members together.

Whereas adaptive culture should embrace:

• The ability to embrace change—through gradual evolution or 
placing big strategic bets.

• Encouraging trials and error, opportunism of “purposeful accidents.”
• A penchant for self-improvement, even if they are already best in 

class.

Retention is basically aligned with a high-performance organization 
culture and is built around elements such as innovative, purpose, lead-
ership, and trust. However, the core element which acts as a dynamo is 
“people” in service industries. This is because in service-oriented indus-
tries, people brings performance, process do not. Therefore, people 
management practices need to be revamped and synthesized to form 
high-performance work systems. High-performance work systems are a 
kind of management approach in achieving optimal fit between people, 
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technology, work, and information (Vandenberg et al., 1999) in service- 
based industries. The characteristics of high-performing work systems that 
augment employee retention are as follows:

• Flexible organizational settings where work rules and job descrip-
tions are fluid and employee friendly.

• Minimal formal or hierarchical structure.
• High level of employee involvement and participation in the opera-

tion of organization policies and decision making.
• Highest level of continuous learning and development.
• High level of transparency and shared communication.

National Thermal Power Corporation of India, India practices on 
recruitment, training and development, mentoring, comprehensive bene-
fits, and employee welfare establishes a culture of high performance 
making the company the second most efficient power generator in the 
world. A survey commended by Mercer HR consulting in 2014 revealed 
that the company’s leadership commitment to employees, the alignment 
of its HR policies with corporate culture and its ability to create work–life 
balance has achieved a low attrition rate of 1.7% (for 2014).

Nicholas Piramal India Ltd., a pharmaceutical company with a long 
history of merger and acquisitions, is an amalgamation of many cultures, 
most of being multinational in nature. As a result, the company imbibed 
the best of all cultures and created its own which reflects unity in its 
diversity. The company’s work culture is focused on high performance, 
entrepreneurship, and empowerment and is based on mutually beneficial 
personal development that understands and helps employees to manage 
their dreams and goals. The HR system is designed with transparency 
and feedback as the primary pivots of employee evaluation and growth. 
The company through dedicated and regular training programs runs 
throughout the year, providing organizational learning and development 
opportunities to all its employees. Communication is a priority for top 
management. It is evident that the company’s chairman regularly shares 
success and triumphs with the company as a whole through personal-
ized meeting and digital in-house journals which reach majority of the 
employees. Nicholas Piramal has set up a culture where in talent at 
all levels with leadership potential can be spotted quickly and poten-
tial leaders were presented with the opportunity to grow. This has been 
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seen from the fact that the attrition levels are very much lower than the 
industry norms.

Tata Steel is a company which has a high-value system and a philos-
ophy of “total return to the community.” Tata Steel has been a pioneer in 
introducing many HR initiatives like 8-h day, free medical aid, establish-
ment of welfare departments at plant levels, paid leave, provident fund, 
work-men’s accident compensation, technical training, maternity benefits, 
gratuity, social audit, pension schemes, etc. which later became the statu-
tory provisions of Govt. of India. Tata Steel has taken several initiatives 
on retention management through improving the motivational level of 
employees, ensuring their participation, enhancing decision making abil-
ities at all levels. A formalized system of personal development laying 
emphasis on training of the employees, talent review, job rotation systems, 
performance linked compensations, formal rewards and recognition 
systems, linking of knowledge management systems with appraisal, lead-
ership opportunities in quality circles, continuous improvement programs, 
formal and documented moral and social conduct code and ethical norms, 
etc. are some of the feature of such initiatives. The company also has a 
provision of “an extremely transparent and credible multi-path communi-
cation system” using both formal and online tools.

3.5 IMPLICATIONS FOR HR PRACTITIONERS

Service-oriented organizations that are serious about managing and 
retaining talents need to develop a formalized strategy. The key to having 
an effective strategy is to fully understand the real reasons that people 
choose and leave an organization. Turnover can have a significant impact 
on a company’s bottom line (Mitchell et al., 2001). While the cost of turn-
over varies from company to company, experts estimate that the loss of 
an employee can range from 30% to up to 150% of that person’s salary. 
Unfortunately, most organizations do not have a formal retention strategy 
to address this key business issue (Mohamed et al., 2006). Instead, they 
approach retention on as need basis rather than developing a comprehen-
sive, coordinated, and preventive strategy.

Before the problem of retention can be addressed, one needs to know 
where the problem exists. The first step toward developing a reten-
tion strategy is to quantify and measure turnover rates for the entire 
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organization, including specifics for each department and supervisor 
(Rosse & Hulin, 1985; Winterton, 2004). The second step is to analyze 
the competition. What companies are competing with for employees? Do 
the organization’s compensation package, working conditions, and reputa-
tions match or exceed those of the competitors?

Since the relationships between supervisor and employee are a vital 
factor in retention, the strategy should include a plan for selecting and 
developing leadership talent (Kaira, 1997). Most people who become 
supervisors never receive training on managing employees until they are 
in the job for a significant amount of time or in some cases, not at all. One 
of the key measures of supervisor performance should be employee satis-
faction and turnover (Brockbank, 1999; Döckel et al., 2006). It is found 
that the more positive the work environment, the higher is the retention 
rate. Most organizations spend more time criticizing and reprimanding 
than they do praising and recognizing (Kochanski & Ledford, 2001). 
Workers who are emotionally engaged in their work are less likely to 
change jobs. A good retention strategy addresses each employees need to 
understand his or her importance to the company and its mission. Finally, 
the strategy should establish open communications based on trust and 
integrity throughout the company.

Why an employee stays with an organization is a strategic issue for 
HR managers in order to workout retention policies and practices that are 
effective at individual and organizational levels. Literature survey indi-
cates that career development is the most important retention factors since 
offering good opportunities for career development not only prevents 
employees from leaving the company, but also contributes in a positive 
way to their loyalty to the organization (Maurer & Lippstreu, 2008; Weng 
et al., 2010). HR managers should better take into account what their 
employees values and how they evaluate their organizations efforts toward 
retention management, if they are to contribute in a cost-efficient way to 
the strategic objectives of the organization. If HR managers are to be effec-
tive in their retention management this means that they should take into 
account this subjectivity instead of departing from generally agreed upon 
views on what is important to employees in general. This in turn, should 
contribute to their role in the company as a strategic partner given that the 
attraction and retention of talented employees will stay an important factor 
of competitive advantage for service-oriented organizations both in times 
of economic downturn and upheaval.
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ABSTRACT

The gender equality at all areas of life and work is the focus of European 
Union and its fundamental value. Gender balance is important from both, 
macroeconomic and microeconomic perspective, where, among other 
aspects, the positive correlation between the share of women at the compa-
nies’ decision-making positions and the companies’ performance exists. But 
causes for the underrepresentation of women in decision-making processes 
and positions within organizations are multidimensional and complex. 
Purpose of the present research is to analyze the gender equality at deci-
sion-making positions within organizations in Slovenia in more depth, with 
three major objectives: (i) to analyze the gender difference regarding the 
perceived equality of genders in the organizations at the decision-making 
positions; (ii) to analyze the gender differences regarding reconciliation of 
private and professional life of female and male managers; and (iii) to inves-
tigate the opinion of female and male managers regarding possible/feasible 
measures to achieve gender equality in decision-making positions in the 
economy. A survey with random sample of female and male managers of 
medium-sized and large companies in Slovenia was conducted. Research 
results suggest that the sociocultural attitudes toward women, that put 
women in the center of the family with all responsibilities in relation to 
that, seem not to have the negative effect on gender equality at decision-
making positions in organizations in Slovenia. Research results suggest 
that system-imposed barriers are more influential and refer especially to 
those at the company level, such as unclear or vague career advancement 
criteria leading to biased decision regarding career promotions and opin-
ions regarding women’s career potential. Research brings several policy 
implications for policy makers as well as for business practice.

4.1 INTRODUCTION

The gender equality at all areas of life and work has been the focus of 
European Union (EU) and its fundamental value since the Treaty on EU 
in 1957 (consolidated version of the Treaty on EU, 2012). Despite the 
sustained emphasis and activities in this field, the success is only partial 
and limited. As gender equality index shows, there have been visible, albeit 
marginal, improvements in the last observed time period in EU (EIGE, 
2015). Since gender equality is a multidimensional and complex concept, 
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the gender equality index covers eight domains, with six of them (work, 
money, knowledge, time, power, and health) being combined in a core 
index, and two additional domains (violence and intersecting inequalities). 
From the view point of the present research, it is important to note that 
“most pronounced, although marginal improvements are evident in the 
domain of work and money, reflecting the EU’s focus on economic and 
labor market policy” (EIGE, 2015, p. 3). Although the domain of work 
measures the extent to which women and men can benefit from equal 
access to employment and appropriate working conditions (participation), 
the extent of segregation, and quality of work, it can be viewed as a rough 
estimate of gender equality at decision-making positions in the economy 
as well. Results show that not only are women less likely to participate in 
the labor force in all EU member states, they also tend to work fewer hours 
and are likely to spend fewer years in work than men overall. Women also 
represent the strong majority of employees in predominantly feminized 
sectors (education, health services, and social work).

On top of that, research results show that inequality is also present in 
the field of payments (European Commission, 2014). Women’s average 
earnings in male-dominated occupations are approximately as high as 
men’s average earning, while the situation is quite different in integrated 
occupations with the gap being even deeper in female-dominated occupa-
tions (Tominc, 2002). Statistical data show (European Commission, 2015) 
that for the economy as a whole (http://ec.europa.eu/eurostat/statistics-
explained/index.php/Gender_pay_gap_statistics) in 2013, women’s gross 
hourly earnings were on average 16.4% below those of men in the EU and 
16.6% in the euro area. Across Member States, the gender pay gap varied 
by 26.7 percentage points, ranging from 3.2% in Slovenia to 29.9% in 
Estonia (Eurostat, 2015). As expected, economic sectors with even nega-
tive gender gaps were in 2013 male-dominated sectors. Thirteen Member 
States registered negative gender pay gaps in the water supply, sewerage, 
waste management, and remediation activities and 12 Member States in 
the construction industry.

Evidence from the literature suggests that gender equality is important 
for economic and social development, with a bidirectional relationship 
between economic development and improving the ability of women to 
access the constituents of development, especially in low-income countries 
(Duflo, 2012), but in the EU Member States as well: the strong positive 
relationship between the Gender Equality Index and the gross domestic 
income across EU Member States is noticeable (EIGE, 2013).

http://ec.europa.eu/eurostat/statistics-explained/index.php/Gender_pay_gap_statistics
http://ec.europa.eu/eurostat/statistics-explained/index.php/Gender_pay_gap_statistics
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Statistical data show that women are underrepresented in decision-
making positions, particularly in politics and business across the EU 
Member States. Although the situation differs between EU countries, on 
average women represented only 28% of members of the single or lower 
houses of parliaments in the EU countries in November 2014. In business 
organizations the gap regarding leadership positions is even deeper. At the 
end of 2014, women accounted for only one-fifth of board members of the 
largest publicly listed companies registered in the EU countries and less 
than one-tenth of president positions (European Commission, 2015).1

Purpose of the present research is to analyze the gender equality at 
decision-making positions within organizations in Slovenia in more 
depth. This research investigates whether the differentiation between 
females and males at decision-making positions in organizations exists—
this gender gap can be reflected in the perceived attitudes and support of 
family regarding the coordination of family responsibilities, in satisfaction 
with employment, current job position, and career, in the perceived gender 
equality in the organization and in economy in general, in satisfaction with 
the quality of work and life—these are domains analyzed in the present 
research, as well as in other aspects. The objective of this research is also 
to test and investigate the opinion of female and male managers regarding 
different aspects of measures and actions aimed at achieving the equality 
of genders at decision-making positions in organizations.

Objectives of the present research are

(i) to analyze the gender difference regarding the perceived equality 
of genders in the organizations at the decision-making positions;

(ii) to analyze the gender differences regarding reconciliation of 
private and professional life of female and male managers; and

(iii) to investigate the opinion of female and male managers regarding 
possible/feasible measures to achieve gender equality in decision-
making positions in the economy.

1The companies covered are the largest publicly listed companies in each country. Publicly 
listed means that the shares of the company are traded on the stock exchange. The “largest” 
companies are taken to be the members (max. 50) of the primary blue-chip index, which 
is an index maintained by the stock exchange covering the largest companies by market 
capitalization and/or market trades. Only companies which are registered in the country 
concerned (according to the ISIN code) are counted (European Commission, 2015).
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4.1.1 THEORETICAL BACKGROUND AND HYPOTHESES 
FORMED

Equality in decision-making positions is one of the five priority areas 
(others being equal economic independence, equal pay for equal work 
and work of equal value, dignity, integrity, and an end to gender-based 
violence, gender equality in external action) in Women’s Charter (Euro-
pean Commission, 2010a) and European Commission’s Strategy for 
Equality between Women and Men 2010–2015 (European Commission, 
2011c). The strategy highlights the contribution of gender equality to 
economic growth and sustainable development, and support the imple-
mentation of the gender equality dimension in the Europe 2020 Strategy 
(European Commission, 2010b).

The importance of the gender balance in EU strategic documents is 
not surprising since it has effect at both, macro and micro levels. From 
the macroeconomic view-point, research results report that increase of 
women’s empowerment in the labor force is correlated with economic 
growth particularly in low-income countries (Duflo, 2012), but in the 
EU as well (Lofstrom, 2009), although the causality between the two is 
unknown. In developed economies, the gender balance in the economy 
may play an important role in addressing the problem caused by aging of 
population and the burden of pensions (European Commission, 2011a).

At the microlevel perspective, an increasing number of reports indi-
cate that a positive correlation between the share of women at the compa-
nies’ decision-making positions and the companies’ performance exists, 
although, again, results do not prove any causality (European Commis-
sion, 2011a). Also, research results of Ittonen et al. (2013) suggest that 
firms with female audit engagement partners are associated with smaller 
abnormal accruals, thereby implying that female auditors may have 
a constraining effect on earnings management. Their research results 
support the view that the behavioral differences between women and men 
may have important implications for the quality of auditing and finan-
cial reporting. Moreover, research results suggest (Palvia et al., 2014) 
that banks with female CEOs hold more conservative levels of capital 
after controlling for the bank’s asset risk and other attributes. Further-
more, while neither CEO nor Chair gender is related to bank failure in 
general, the strong evidence that smaller banks with female CEOs and 
board Chairs were less likely to fail during the financial crisis was found. 
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Again, these results support the view that gender-based behavioral differ-
ences may affect corporate decisions.

Also gender diversity among members of management boards 
contributes to board effectiveness. Perrault (2015, p. 149) discusses “that 
through real and symbolic representations, women enhance perceptions 
of the board’s instrumental, relational, and moral legitimacy, leading to 
increased perceptions of the board’s trustworthiness which in turn fosters 
shareholders’ trust in the firm.”

On the other hand, causes for the underrepresentation of women in deci-
sion-making processes and positions are multidimensional and complex 
(European Commission, 2015). Traditional gender roles and stereotypes 
are still present in societies, suggesting that household activities and child 
care continued to be seen as women’s tasks. With the purpose to analyze 
the gender difference regarding the perceived equality of genders in the 
organizations at the decision-making positions (objective (i) of the present 
research), hypotheses H1–H3 were formed:

H1—Regarding the perceived gender equality at decision-making 
positions within organizations significant differences between female 
and male managers exist.
H2—Regarding the perceived satisfaction with the work and life 
significant differences between female and male managers exist.
H3—Regarding the perceived satisfaction with the employment 
position and career significant differences between female and male 
managers exist.

The lack of support for women and men to balance care responsibilities 
are also often present. Work–life balance is affected by lack of access to 
care services for children, elderly, and disabled persons, inadequate mater-
nity-leave schemes and not flexible working arrangements. The work–life 
balance and gender differences regarding reconciliation of private and 
professional life of female and male managers were analyzed within the 
objective (ii) and hypotheses H4 and H5 were formed:

H4—Regarding the perceived family attitudes and support in the 
balance of work and life, significant differences between female and 
male managers exist.
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H5—Regarding the carried out share of domestic and family obliga-
tions, the significant differences between women and men managers 
exist.

Barriers are found also in many political and corporate cultures where 
traditional gender roles prevail and lead to the vertical segregation of 
women, who are underrepresented in management positions that lead to the 
top management positions. Despite the fact that many international corpo-
rations have adopted and implemented diversity policies, women are still 
seriously underrepresented in decision-making roles, which is reflected in 
statistical data of share of female presidents or members of the Manage-
ment Boards. The objective (iii) of the present research is therefore to 
investigate the opinion of female and male managers regarding possible/
feasible measures to achieve gender equality in decision-making positions 
at the corporate level, with the purpose to identify the most suitable ones.

 H6—It is possible to identify possible/feasible measures to 
achieve gender equality in decision-making positions at the corpo-
rate level, based on the opinions of mangers.

4.1.2 SLOVENIA—COUNTRY CHARACTERISTICS

Slovenia is a small open economy and an EU country that has been quite 
significantly affected by the global economic crisis. Historically, Slovenia 
was a part of the Austrian–Hungarian Monarchy. It also has the experience 
of socialism and of a communist history, since it spent also almost half of 
the century as part of the former Yugoslavia. Slovenia has been a member 
of the EU since 2004.

The transition process from socialism into the market economy has 
brought profound changes to the labor market, also regarding the female 
participation in the labor force, the average level of education, the gender 
wage gap, etc. The transition process has affected both men and women 
with a loss in job security and employment costs, but it seems women 
took over a large share of the adjustment costs (Ruminska-Zimny, 2003). 
Moreover, it seems that transition changes have also had important and 
often negative effects on women’s position in society where men and 
women under the communist regime were supposedly equal in all aspects 
of society (Stoyanovska, 2001). However, with the fall of the communist 



78 Employees and Employers in Service Organizations

regime, structural inequalities between men and women became evident 
(Tominc, 2002). A common characteristic of labor market developments 
during the transition process, which is also strongly present in Slovenian 
economy, is gender asymmetry, seen in employment, sectorial changes of 
employment, income and wages, access to jobs in the private sector, etc. 
The not completely finished transition process is lately combined with the 
effects of global economic crisis.

As already mentioned, the statistical data about the extent of the gender 
imbalance at decision-making positions in companies show that women 
are still underrepresented (European Commission, 2011a–c). In EU, in 
general, the participation of women in labor market has grown to nearly 
50% (to 44.9% in Slovenia in May 2015) as well has grown the share of 
women among university graduates to 60% (to 61.1% in Slovenia in May 
2015). But unfortunately, the corresponding increase of use of women 
talents at the decision-making positions in companies is not observed: 
In business organizations, the gap regarding leadership positions is deep. 
In October 2014, women accounted for just 20.2% of board members of 
the largest publicly listed companies registered in the EU countries and 
only 7% of president positions (European Commission, 2015). There are 
substantial differences across countries: in France, Latvia, Sweden, and 
Norway more than 25% of board members are female, while in the Czech 
Republic and Malta this share is less than 5%. Slovenia is in this respect 
the average EU country with 20% of females as board members. In NACE 
sectors from A to F (agriculture, mining, quarrying, and manufacturing), 
the share was considerably higher—28%, while in NACE sectors from 
G to K (wholesale, retail, and services) the reported share is lower, only 
16%. Regarding the share of female chairpersons of the highest decision-
making body in the company, Slovenia is below EU average, with 5%, 
while 12 out of 28 Member States reported less than 5%.

4.2 DATA AND METHODOLOGY

With the purpose to achieve the above-described objectives of the present 
study, the random sample of female and male managers in Slovenia was 
obtained, using the questionnaire.

Design of the questionnaire was conducted in three steps. In the first 
step, we reviewed the literature and concluded that established and stan-
dardized way of measuring these issues in the academic literature does not 
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yet exist as a whole, only partial solutions until now can be used (Euro-
pean Commission, 2011b; Judge et al., 1994; Karatepe & Baddar, 2006; 
Lyness & Brumit Kropf, 2005; Orser & Leck, 2010; Shapiro & Olgiati, 
2002; Singhapakdi et al., 2013). Therefore, we performed also the in-depth 
individual interviews. The purpose of in-depth interviews was to gather 
relevant facts, which reflect the personal opinion of the persons who are 
directly integrated into the decision-making process in companies. Their 
views represent an additional illumination of the studied areas, helping in 
the process of designing a questionnaire that will provide the reliability 
and validity of measurement in the case of random sample used. With 
this purpose in-depth individual interviews with three female and three 
male managers in five companies in Slovenia were conducted in February 
2014. Two companies were large and three were medium sized according 
to the number of employees. The aim of this part of qualitative research 
was therefore to obtain information that helped using the design of specific 
domains that constitute the multidimensional variables used to analyze 
these complex phenomena.

In the second step, the on-line questionnaire was prepared and 
pretested with three male and three female managers. This step resulted 
in the measurement scales of multidimensional variables, as described in 
Table 4.1.

With the purpose to test the hypotheses H1–H4, the multidimensional 
variables are represented in the questionnaire by several statements. We 
used the following scale: 1 = strongly disagree, 2 = disagree, 3 = mildly 
disagree, 4 = neither agree nor disagree, 5 = mildly agree, 6 = agree, and 
7 = strongly agree. Respondents marked the level of agreement with the 
statements.

TABLE 4.1 The Measurement Scales for Multidimensional Variables.

Perceived gender equality at decision-making positions within organizations

[GE1]: I feel the same willingness to bid for the top managerial positions in comparison 
with the opposite gender.

[GE2]: I believe I have the necessary abilities and skills to take over the leading position 
in comparison with the opposite gender.

[GE3]: I think I have less freedom because of the family obligations, compared with the 
opposite gender.

[GE4]: I believe that people trust me (as a manager) equally in comparison with the 
opposite gender.
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Perceived gender equality at decision-making positions within organizations

[GE5]: I believe that I have the same opportunities to be at the managerial position as 
the opposite gender.

[GE6]: I believe that I have the same responsibilities for the management of 
organizations like the opposite sex.

[GE7]: I believe that my rights to take over a managerial position in the business society 
are treated equally in comparison with opposite sex.

[GE8]: Opinions are divided regarding the gender balance on the boards of organizations.

[GE9]: The law enables equal gender representation on boards of organizations.

[GE10]: In the organization, I feel equal in the decision-making process compared with 
the opposite gender.

[GE11]: In general, I perceive equal influence in the organization compared with the 
opposite gender.

[GE12]: I believe that I am equally paid in comparison with the opposite gender.

Perceived satisfaction with the work and life

[SWL1]: In general I feel physically safe at the workplace.

[SWL2]: My job provides positive health benefits.

[SWL3]: I do enough for myself to staying good health.

[SWL4]: I’m satisfied with the payment I receive for my work.

[SWL5]: My job has a positive impact on my family.

[SWL6]: At work, I have good friends.

[SWL7]: I have enough free time to be able to enjoy other things in life.

[SWL8]: I feel valued in the business environment.

[SWL9]: People in the organization respect my expertise in my field of work.

[SWL10]: I feel that working on my position allows me to realize my potential overall.

[SWL11]: I feel that I learned new things that can help me to better perform work activities.

[SWL12]: My working position allows me to strengthen my professional skills.

[SWL13]: My work requires a lot of creativity.

[SWL14]: My working position helps me to develop creativity outside of the workplace.

Perceived satisfaction with the employment position and career

[SEC1]: Overall, I am satisfied with my working position.

[SEC2]: I’m often thinking to stop engaging at a managerial position.

TABLE 4.1 (Continued)
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Perceived satisfaction with the employment position and career

[SEC3]: In general, I am satisfied with the type of work I’m doing at the job.

[SEC4]: Most people in similar workplace are very satisfied with the work situation.

[SEC5]: People working in a senior managerial position often think to quit to pursue a 
leading position.

[SEC6]: In general, I am satisfied with the success that I have achieved in my career.

[SEC7]: I’m satisfied with the progress in meeting the goals of my entire career.

[SEC8]: I’m satisfied with the progress in meeting the goals regarding my personal 
income.

[SEC9]: I’m satisfied with the progress in meeting goals for my career promotion.

[SEC10]: In general, I am satisfied with my career.

Perceived family attitudes and support in the balance of work and life

[FA1]: Difficulties of my working situation interfere with my family life.

[FA2]: Due to the time devoted to my work it is hard to meet my family obligations.

[FA3]: Because of the duties associated with the work, I have to often change plans for 
family activities.

[FA4]: Requirements of the family or spouse (partner) are connected with my work 
situation.

[FA5]: At work place, I have to often postpone my work obligations because of the time 
I need for my family.

[FA6]: Due to demands of my family, I often cannot do at home the work related to my 
managerial positions that I should do.

[FA7]: My family life hinders my responsibility in the workplace, for example, timely 
arrival to work, completing everyday tasks, overtime work, etc.

For testing the hypothesis H5, the question about the share of domestic 
and family obligations that are the responsibility of the respondent was 
included into the questionnaire and the values were indicated by respon-
dents as numerical values (in %).

For testing H6, several proposed measures to achieve gender equality 
in decision-making positions at the corporate level, were included into the 
questionnaire, as presented by Table 4.2. Again, the 1–7 Likert scale of 
agreement with the statements was used.

TABLE 4.1 (Continued)
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The questionnaire included also three questions gathering demo-
graphics, that is, gender, level of education, and managerial position of the 
respondent in the organization.

In the third, final step, the questionnaire was used in the survey. The 
sampling frame consisted of medium-sized and large companies (more 
than 50 employees) in Slovenia. From this frame, 150 companies were 
randomly selected. The questionnaire was sent to the e-mail addresses of 
male and female managers and executive managers (president, president 
of the Management Board, members/member of the board, supervisors, 
managers, partners, directors, owner, etc.), representing top management, 
who manage an organization. We received n = 32 completely filled in 
questionnaires, representing 21.3% response rate.

TABLE 4.2 Measures to Achieve Gender Equality in Decision-making Positions at the 
Corporate Level.

Measures
[M1]: To achieve gender equality in decision-making positions, professional and public 
debates should be implemented.
[M2]: Slovenia should implement an annual conference on gender equality in decision-
making positions.
[M3]: Organizations should provide appropriate staff workshops to raise awareness on 
gender equality, for men and for women.
[M4]: Measures to achieve gender equality in decision-making positions should be 
created at EU level.
[M5]: The state should raise awareness on gender equality in the workplace with the 
help of the national media.
[M6]: Country should draw up a national program to achieve the gender equality in 
decision-making positions.
[M7]: Any organization that have developed an internal good practice on gender equality 
in decision-making positions, should receive the certificate/award.
[M8]: Each organization must develop the internal legislation/act regarding the gender 
equality in decision-making positions.
[M9]: It would be necessary to establish and continuously monitor in-depth statistics 
on gender equality in decision-making positions at the level of organization, at national 
level, by sector, etc.)
[M10]: Organizations should continuously carry out surveys on gender equality in 
decision-making positions.
[M11]: The principles of gender equality in decision-making positions should be 
included in the general guidelines and strategic objectives of the organization.
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Measures
[M12]: Organizations should use the intranet as a means of providing greater transpar-
ency on key issues and practices in the field of gender equality.
[M13]: Organizations should assess executive employees based on the achievement of 
the goals of gender equality.
[M14]: To achieve gender equality in decision-making is necessary to improve the 
knowledge and surveillance in connection with the relevant social legislation.
[M15]: Organizations should provide employees family services (maternal and paternal 
services).
[M16]: Organizations should provide services to employees and allowances for child care.
[M17]: Organizations should provide staff training to facilitate entry into the workplace 
after parental leave.
[M18]: Problems and awareness on gender equality in the society should be included 
into all levels of the school system.

The basic characteristics of the sample structure are described in 
Table 4.3.

TABLE 4.3 Sample Characteristics.

Characteristics Relative frequency (%)
Gender

Male

Female

56.25

43.75
Education

Secondary school

High school

University graduates

Master of science/doctorate

6.25

6.25

59.37

28.13
Position in the company

President of the Management Board

Member of the management Board

Partner, manager of the company, regional manager

Other managerial positions

3.20

9.36

40.64

46.80

TABLE 4.2 (Continued)
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Data analysis was performed using univariate and multivariate statis-
tical methods. For constructing the multidimensional variables, the factor 
analysis was used. The analysis of the data set was based on exploratory 
factor analysis (Hair et al., 2010) in which the principal component anal-
ysis and Varimax method were used. The Bartlett’s test of sphericity (BTS), 
the Kaiser–Meyer–Olkin statistics (KMO > 0.5) and the significance level 
(p < 0.10) were calculated. The reliability and validity of the measurement 
instrument was tested, keeping in mind the Cronbach’s alpha (α > 0.7). 
We have examined factor loadings (ƞ ≥ 0.5), communalities of variables 
(h > 0.4) and eigenvalues of factors (λ ≥ 1.0).

For testing gender differences, the t-test was used at 0.10 significance 
level.

4.3 RESULTS

4.3.1 VALIDITY AND RELIABILITY ANALYSIS OF THE 
MEASUREMENT SCALES—FACTOR ANALYSIS

The results of the factor analysis indicate that it is meaningful to use it 
regarding the BTS and KMO statistics, while the results lead to two factors 
solution for each multidimensional variable, as presented by Table 4.4. 
With the purpose to obtain as high as possible share of variance explained 
by factors of meaningful structure, items with lower factor loadings and 
communalities were excluded. The second and the third iteration of the factor 
analysis led to the eight items for “Perceived gender equality at decision-
making positions within organizations,” eight items for “Perceived satis-
faction with the work and life,” eight items for “Perceived satisfaction with 
the employment position and career,” and five items for “Perceived family 
attitudes and support in the balance of work and life.” All four obtained 
measurement scales proved high reliability (Cronbach’s alpha > 0.7).

All factor weights of the items included are higher than the value of 0.5. 
A total of 76.58% of total variance is explained by the “Perceived gender 
equality at decision-making positions within organizations,” factors. 
According to the factor loadings factor 1 describes “perceived current 
gender equality at decision-making positions in organization,” while 
factor 2 represents “perceived legislative options and personal willingness 
to participate at the highest decision making positions in the organization.”
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A total of 72.66% of total variance is explained by “Perceived satisfac-
tion with the work and life” factors. Factor loadings allow us to explain 
factor 1 as “perceived satisfaction with the attitude of work colleagues 
and with payments.” This factor includes several aspects: satisfaction with 
payment, appreciation and respect of colleagues, professionalism, and 
creativity. Factor 2 describes “perceived friendship and physical safety.”

TABLE 4.4 Factor Analysis Results—Communalities and Factor Loadings—and 
Reliability Analysis Results.

Items of “Perceived  
gender equality at 
decision-making positions 
within organizations”

Comm. Factor 1—“perceived 
current gender 
equality”—loadings

Factor 2—“legislative 
options and personal 
willingness”—loadings

GE1 0.736 0.810

GE4 0.684 0.825

GE5 0.782 0.846

GE6 0.766 0.861

GE7 0.747 0.831

GE9 0.832 0.905

GE10 0.818 0.814

GE12 0.761 0.709

KMO: 0.819; BTS: Chi-square = 174.236, p < 0.001; Cronbach’s alpha: 0.911

Items of “Perceived  
satisfaction with the work 
and life”

Comm. Factor 1—“perceived 
attitude of work 
colleagues, payments” 
—loadings

Factor 2—“perceived 
friendship and physical 
safety”—loadings

SWL1 0.803 0.896

SWL4 0.515 0.718

SWL6 0.814 0.874

SWL8 0.836 0.869

SWL9 0.799 0.799

SWL10 0.869 0.926

SWL12 0.606 0.771

SWL13 0.571 0.665

KMO: 0.767; BTS: Chi-square = 147.737, p < 0.001; Cronbach’s alpha: 0.861
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Items of “Perceived  
gender equality at 
decision-making positions 
within organizations”

Comm. Factor 1—“perceived 
current gender 
equality”—loadings

Factor 2—“legislative 
options and personal 
willingness”—loadings

Items of “Perceived satisfac-
tion with the employment 
position and career”

Comm. Factor 1—“general 
perceived satisfac-
tion—employment” 
—loadings

Factor 2—“perceived 
aversion to negative 
attitudes”—loadings

SEC1 0.862 0.846

SEC2 0.933 −0.962

SEC3 0.714 0.819

SEC6 0.855 0.893

SEC7 0.894 0.945

SEC8 0.690 0.829

SEC9 0.798 0.893

SEC10 0.848 0.883

KMO: 0.773; BTS: Chi-square = 246.635, p < 0.001; Cronbach’s alpha: 0.875

Items of “Perceived family 
attitudes and support in the 
balance of work and life”

Comm. Factor 1—“perceived 
deprivation of family 
life”—loadings

Factor 2—“perceived 
obstacles in 
fulfilling job 
obligations”—loadings

FA1 0.782 0.876

FA2 0.825 0.900

FA3 0.747 0.844

FA6 0.812 0.887

FA7 0.822 0.795

KMO: 0.548; BTS: Chi-square = 67.896, p < 0.001; Cronbach’s alpha: 0.739

Constructs obtained by the factor analysis reveal that using the factor analysis is meaning-
ful, and that the factors—constructs explain sufficiently high proportion of variance of 
original variables. All constructs obtained with the factor analysis were used for testing 
hypotheses H1–H4.

For the “Perceived satisfaction with the employment position and 
career” a total of 82.44% of total variance was explained with the two 
factors. From the values of factor loading in Table 4.4, it can be concluded 

TABLE 4.4 (Continued)
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that while factor 1 covers several different aspects of this variable and 
can be described as “general perceived satisfaction with employment posi-
tion and career,” factor 2 covers “perceived aversion to negative attitudes 
towards engaging at managerial position.”

A total of 79.76% of the total variance for “Perceived family attitudes 
and support in the balance of work and life” is explained by the two factors 
obtained. Factor loading suggest that factor 1 describes “perceived depri-
vation of family life due to the complexity of work,” while factor 2 deals 
with “perceived obstacles in fulfilling job obligations because of family 
obligations.”

4.3.2 HYPOTHESES TESTING

Table 4.5 shows the results of testing H1 on the level of individual items 
within the multidimensional variable “perceived gender equality at deci-
sion-making positions within organizations,” while Table 4.6 brings the 
result using the two factors obtained with the factor analysis. Among all 
items, female managers assessed the highest the perception of having less 
freedom because of the family obligations, compared with the opposite 
gender (5.56 ± 0.984); male managers on general do not perceive that this 
is true (2.57 ± 1.399). Female managers are on general also more self-
confident regarding the necessary abilities and skills needed for leading 
positions as compared to male managers (women: 5.72 ± 0.895; men: 5.57 
± 1.555) but the gender difference is not significant. On the other hand, 
male managers assessed the highest statement regarding bidding for the 
top managerial positions in comparison with the opposite gender (6.14 ± 
0.949), but female managers assessed the agreement with this statement 
high as well (5.17 ± 1.425), nevertheless the difference is significant. 
It is important to notice, that the beliefs to have the same opportunities 
to be at the managerial position as the opposite gender are significantly 
lower by female managers as compared to their male working colleagues 
(women: 4.22 ± 1.555; men: 5.57 ± 1.399). At all other statements, male 
managers assessed the agreement with them on average higher, with the 
difference being significant at six out of remaining eight statements. These 
results show the support for H1, which is confirmed also at the level of 
both factors, as presented in Table 4.6—Hypothesis H1 that regarding 
the perceived gender equality at decision-making positions within 
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organizations significant differences between female and male managers 
exist is therefore supported.

TABLE 4.5 Results of Testing H1 (Individual Items).

Items Gender Mean Std. 
Dev.

Sig.

[GE1]: I feel the same willingness to bid for the 
top managerial positions in comparison with the 
opposite gender

F 5.17 1.425 p < 0.05

M 6.14 0.949

[GE2]: I believe I have the necessary abilities and 
skills to take over the leading position in compar-
ison with the opposite gender

F 5.72 0.895 p > 0.10

M 5.57 1.555

[GE3]: I think I have less freedom because of the 
family obligations, compared with the opposite 
gender

F 5.56 0.984 p < 0.001

M 2.57 1.399

[GE4]: I believe that people trust me (as a manager) 
equally in comparison with the opposite gender.

F 5.11 1.278 p > 0.10

M 5.71 1.069

[GE5]: I believe that I have the same opportuni-
ties to be at the managerial position as the opposite 
gender

F 4.22 1.555 p < 0.05

M 5.57 1.399

[GE6]: I believe that I have the same responsibili-
ties for the management of organizations like the 
opposite gender

F 5.06 1.514 p > 0.10

M 5.93 1.385

[GE7]: I believe that my rights to take over a mana-
gerial position in the business society are treated 
equally in comparison with opposite gender

F 4.89 1.367 p > 0.10

M 5.64 1.216

[GE8]: Opinions are divided regarding the gender 
balance on the boards of organizations

F 3.78 1.263 p < 0.05

M 4.86 1.512

[GE9]: The law enables equal gender representation 
on boards of organizations

F 5.11 1.132 p < 0.05

M 5.93 0.997

[GE10]: In the organization, I feel equal in the 
decision-making process compared with the oppo-
site gender

F 4.44 1.580 p < 0.001

M 6.14 0.663

[GE11]: In general, I perceive equal influence in the 
organization compared with the opposite gender

F 4.50 1.543 p < 0.001

M 5.86 0.770

[GE12]: I believe that I am equally paid in compar-
ison with the opposite gender

F 4.39 1.819 p < 0.001

M 5.93 1.141
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TABLE 4.6 Results of Testing H1 (Factors).

Factor Gender Mean Std. 
Dev.

Sig.

1: “Perceived current gender equality at decision-
making positions in organization”

F −0.288 1.053 p < 0.10
M 0.370 0.820

2: “Perceived legislative options and personal 
willingness to participate at the highest decision 
making positions in the organization”

F −0.334 0.997 p < 0.05
M 0.429 0.855

Tables 4.7 and 4.8 bring results of testing hypothesis H2, first at the 
level of individual items and also at the level of both factors for multi-
dimensional variable “Perceived satisfaction with the work and life”. 
The highest assessment by female managers was obtained regarding the 
feeling of physically safe at the workplace (5.78 ± 1.003), which was 
assessed even higher by male managers (5.86 ± 1.027), while the differ-
ence between genders is not significant. Item that was assessed the highest 
by male managers is that they perceive that their work requires a lot of 
creativity (6.21 ± 0.975), where the difference with female managers 
(5.28 ± 1.274) is statistically significant. Few more significant differences 
between the two genders are found. Male managers on general feel signifi-
cantly more highly valued by the business environment as compared to 
female managers (women: 4.72 ± 1.320; men: 5.64 ± 0.842); they also feel 
that their expert work is respected in organization to the higher extent as 
compared by female managers (women: 5.00 ± 1.138; men: 5.86 ± 0.535). 
Research results suggest that hypothesis H2 is not entirely supported. This 
conclusion is suggested also based on the results at the level of factors, 
presented in Table 4.8.

TABLE 4.7 Results of Testing H2 (Individual Items).

Items Gender Mean Std. Dev. Sig.

[SWL1]: In general I feel physically safe at the 
workplace

F 5.78 1.003 p > 0.05

M 5.86 1.027

[SWL2]: My job provides positive health benefits F 4.11 1.367 p > 0.05

M 3.86 1.406

[SWL3]: I do enough for myself to stay in good 
health

F 4.28 1.742 p > 0.05

M 4.36 1.336
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Items Gender Mean Std. Dev. Sig.

[SWL4]: I’m satisfied with the payment I receive 
for my work

F 4.56 1.464 p > 0.05

M 5.21 0.802

[SWL5]: My job has a positive impact on my 
family

F 4.39 1.243 p > 0.05

M 4.71 1.326

[SWL6]: At work, I have good friends F 4.94 1.349 p > 0.05

M 5.21 1.051

[SWL7]: I have enough free time to be able to 
enjoy other things in life

F 3.56 1.542 p > 0.05

M 4.00 1.301

[SWL8]: I feel valued in the business environment F 4.72 1.320 p < 0.05

M 5.64 0.842

[SWL9]: People in the organization respect my 
expertise in my field of work

F 5.00 1.138 p < 0.05

M 5.86 0.535

[SWL10]: I feel that working on my position 
allows me to realize my potential overall

F 4.56 1.381 p > 0.05

M 5.21 0.893

[SWL11]: I feel that I learned new things that can 
help me to better perform work activities

F 5.61 0.916 p > 0.05

M 5.86 0.864

[SWL12]: My working position allows me to 
strengthen my professional skills

F 5.22 1.060 p > 0.05

M 5.43 0.852

[SWL13]: My work requires a lot of creativity F 5.28 1.274 p < 0.05

M 6.21 0.975

[SWL14]: My working position helps me to 
develop creativity outside of the workplace

F 4.44 1.756 p < 0.05

M 5.57 0.756

TABLE 4.8 Results of Testing H2 (Factors).

Factor Gender Mean Std. Dev. Sig.

1: “Perceived satisfaction with the attitude of 
work colleagues and with payments”

F −0.313 1.125 p < 0.05

M 0.403 0.646

2: “Perceived friendship and physical safety” F −0.082 1.060 p > 0.10

M 0.106 0.945

TABLE 4.7 (Continued)
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While the significant gender differences regarding factor 1 are found, 
testing differences regarding factor 2 revealed no significant result. 
Hypothesis H2 that regarding the perceived satisfaction with the work 
and life significant differences between female and male managers exist is 
partly supported.

Results of testing H3 are presented in Tables 4.9 and 4.10. Table 4.9 
presents results of testing gender differences regarding individual items 
of variable “perceived satisfaction with the employment position and 
career.”

TABLE 4.9 Results of Testing H3 (Individual Items).

Items Gender Mean Std. Dev. Sig.

[SEC1]: Overall, I am satisfied with my working 
position

F 5.22 1.263 p > 0.10

M 5.50 0.855

[SEC2]: I’m often thinking to stop engaging at a 
managerial position

F 2.72 1.447 p > 0.10

M 2.64 1.277

[SEC3]: In general, I am satisfied with the type 
of work I’m doing at the job

F 5.39 1.037 p > 0.10

M 5.79 0.699

[SEC4]: Most people in similar workplace are 
very satisfied with the work situation

F 4.56 0.984 p < 0.10

M 5.14 0.663

[SEC5]: People working in a senior managerial 
position often think to quit to pursue a leading 
position

F 3.11 1.323 p > 0.10

M 3.50 1.454

[SEC6]: In general, I am satisfied with the 
success that I have achieved in my career

F 4.94 1.349 p < 0.05

M 5.86 0.663

[SEC7]: I’m satisfied with the progress in 
meeting the goals of my entire career

F 4.78 1.396 p < 0.10

M 5.43 0.646

[SEC8]: I’m satisfied with the progress in 
meeting the goals regarding my personal income

F 4.33 1.572 p < 0.05

M 5.36 0.745

[SEC9]: I’m satisfied with the progress in 
meeting goals for my career promotion

F 4.56 1.381 p < 0.05

M 5.50 1.019

[SEC10]: In general, I am satisfied with my 
career

F 5.11 1.183 p > 0.10

M 5.64 0.745
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Significant differences are found especially regarding satisfaction with 
different aspects of achieved career, although women and men assess 
these items relatively high. Lower assessments as compared to males 
were achieved by female managers regarding the satisfaction with success 
achieved in career (women: 4.94 ± 1.349; men: 5.86 ± 0.663), regarding 
meeting goals of the entire career (women: 4.78 ± 1.396; men: 5.43 ± 
0.646), as well as regarding personal income (women: 4.33 ± 1.572; men: 
5.36 ± 0.745) and career promotion (women: 4.56 ± 1.381; men: 5.50 ± 
1.019). The overall satisfaction with the career does not differ significantly 
between genders (women: 5.11 ± 1.183; men: 5.64 ± 0.745). Significant 
differences regarding items describing employment positions were not 
found.

TABLE 4.10 Results of Testing H3 (Factors).

Factor Gender Mean Std. Dev. Sig.

1: “General perceived satisfaction with employ-
ment position and career”

F −0.297 1.178
p < 0.05

M 0.382 0.539

2: “Perceived aversion to negative attitudes 
towards engaging at managerial position”

F 0.0495 1.089
p > 0.10

M −0.064 0.908

Again, research results suggest that H3 is partly supported. That is 
confirmed also based on the gender differences at the level of factors 
that are presented in Table 4.10, where significant difference was found 
regarding the general perceived satisfaction with employment position 
and career, while women and men do not differ significantly regarding 
the perceived aversion to negative attitudes toward engaging at manage-
rial position. Therefore, hypothesis H3 that regarding the perceived satis-
faction with the employment position and career significant differences 
between female and male managers exist is partly supported.

Test results of testing H4 regarding the “Perceived family attitudes 
and support in the balance of work and life” variable, are presented in 
Table 4.11 at the level of individual items and in Table 4.12 at the level of 
both factors.
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TABLE 4.11 Results of Testing H4 (Individual Items).

Items Gender Mean Std. Dev. Sig.
[FA1]: Difficulties of my working situation inter-
fere with my family life

F 4.00 1.782 p > 0.10
M 4.14 1.657

[FA2]: Due to the time devoted to my work it is 
hard to meet my family obligations

F 4.11 1.410 p > 0.10
M 4.43 1.651

[FA3]: Because of the duties associated with the 
work I have to often change plans for family 
activities

F 4.50 1.581 p > 0.10
M 3.86 1.956

[FA4]: Requirements of the family or spouse 
(partner) are connected with my work situation

F 2.06 1.056 p > 0.10
M 2.50 1.092

[FA5]: At workplace, I have to often postpone my 
work obligations because of the time I need for 
my family

F 2.67 1.572 p > 0.10
M 2.79 1.311

[FA6]: Due to demands of my family, I often 
cannot do at home the work related to my mana-
gerial positions that I should do

F 1.89 1.183 p > 0.10
M 2.00 1.617

[FA7]: My family life hinders my responsibility 
in the workplace, for example. Timely arrival to 
work, completing everyday tasks, overtime work, 
etc.

F 3.06 1.514 p > 0.10
M 2.86 1.834

Mean assessments of individual items are on general relatively low 
by both genders, also none gender differences were found. There is no 
clear pattern of differently perceived aspects regarding family attitudes 
and support in the balance of work and life between men and women. 
Results are similar when testing H4 at the level of factors, as presented in 
Table 4.12.

TABLE 4.12 Results of Testing H4 (Factors).

Factor Gender Mean Std. Dev. Sig.

1: “Perceived deprivation of family life due to 
the complexity of work”

F 0.017 0.946 p > 0.10

M −0.022 1.102

2: “Perceived obstacles in fulfilling job obliga-
tions because of family obligations”

F 0.018 0.830 p > 0.10

M −0.024 1.218
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No significant gender differences are observed, neither regarding the 
perceived deprivation of family life due to the complexity of work (factor 
1), nor regarding perceived obstacles in fulfilling job obligations because 
of family obligations (factor 2). Therefore, hypothesis H4 that regarding 
the perceived family attitudes and support in the balance of work and life 
significant differences between female and male managers exist is not 
supported.

But significant gender differences were found regarding the carried out 
share of domestic and family responsibilities, when testing hypothesis H5, 
as presented in Table 4.13.

TABLE 4.13 Results of Testing H5.

Variable Gender Mean Std. Dev. Sig.

The carried out share of domestic and family 
responsibilities

F 65.00 22.622 p < 0.001

M 37.14 11.387

Female managers reported that they carry out on average 65% of all 
domestic and family responsibilities, while male managers much less, 
37.14%. The gender differences are also statistically significant; therefore, 
hypothesis H5 regarding gender differences in the carried out share of 
domestic and family responsibilities is supported.

In Table 4.14, the possibility and feasibility of measures to achieve 
gender equality in decision-making positions at the corporate level, based 
on the opinions of mangers are presented. Measures are ranked regarding 
the mean values of assessment, separately for female and male managers, 
gender differences were tested as well.

TABLE 4.14 Measures to Achieve Gender Equality in Decision-making Positions within 
Organizations.

Measure Gender Mean Std. Dev. Sig.
[M1]: To achieve gender equality in decision-
making positions professional and public debates 
should be implemented.

F 4.56 1.294 p > 0.10
M 4.36 1.499

[M2]: Slovenia should implement an annual 
conference on gender equality in decision-making 
positions.

F 4.56 1.199 p > 0.10
M 4.43 1.604
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Measure Gender Mean Std. Dev. Sig.
[M3]: Organizations should provide appropriate 
staff workshops to raise awareness on gender 
equality, for men and for women

F 4.61 1.501 p > 0.10
M 4.14 1.460

[M4]: Measures to achieve gender equality in 
decision-making positions should be created at 
EU level

F 5.00 1.283 p > 0.10
M 4.86 1.351

[M5]: The state should raise awareness on gender 
equality in the workplace with the help of the 
national media

F 5.00 1.237 p > 0.10
M 4.79 1.424

[M6]: Country should draw up a national program 
to achieve the gender equality in decision-making 
positions

F 5.00 1.414 p > 0.10
M 4.50 1.557

[M7]: Any organization that have developed 
an internal good practice on gender equality in 
decision-making positions, should receive the 
certificate/award

F 5.28 1.447 p < 0.10
M 4.64 1.393

[M8]: Each organization must develop the 
internal legislation/act regarding the gender 
equality in decision-making positions

F 4.72 1.526 p < 0.05
M 3.86 1.512

[M9]: It would be necessary to establish and 
continuously monitor in-depth statistics on gender 
equality in decision-making positions at the level 
of organization, at national level, by sector, etc.

F 4.89 1.367 p > 0.10
M 4.43 1.505

[M10]: Organizations should continuously carry 
out surveys on gender equality in decision-
making positions.

F 4.56 1.580 p > 0.10
M 3.71 1.773

[M11]: The principles of gender equality in 
decision-making positions should be included in 
the general guidelines and strategic objectives of 
the organization

F 5.22 1.517 p > 0.10
M 4.64 1.499

[M12]: Organizations should use the intranet as a 
means of providing greater transparency on key 
issues and practices in the field of gender equality

F 4.72 1.602 p > 0.10
M 4.14 1.351

[M13]: Organizations should assess executive 
employees based on the achievement of the goals 
of gender equality

F 5.17 1.339 p < 0.10
M 4.00 1.922

[M14]: To achieve gender equality in decision-
making is necessary to improve the knowledge 
and surveillance in connection with the relevant 
social legislation

F 5.00 1.188 p > 0.10
M 4.43 1.399

TABLE 4.14 (Continued)
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Measure Gender Mean Std. Dev. Sig.
[M15]: Organizations should provide employees 
family services (maternal and paternal services)

F 5.22 1.478 p < 0.05
M 3.93 1.385

[M16]: Organizations should provide services to 
employees and allowances for child care

F 5.17 1.339 p < 0.05
M 3.57 1.399

[M17]: Organizations should provide staff 
training to facilitate entry into the workplace after 
parental leave

F 5.00 1.609 p > 0.10
M 4.29 1.437

[M18]: Problems and awareness on gender 
equality in the society should be included into all 
levels of the school system

F 5.22 1.396 p > 0.10
M 5.21 1.122

Although the assessments between both genders mainly do not 
differ significantly, female managers assess all measures higher than 
male managers. The highest assessment by female managers is reported 
regarding the suggestion that any organization that have developed an 
internal good practice on gender equality in decision-making positions, 
should receive the certificate/award (women: 5.28 ± 1.447; men: 4.64 ± 
1.393), followed by the opinion that the principles of gender equality in 
decision-making positions should be included in the general guidelines 
and strategic objectives of the organization (women: 5.22 ± 1.517; men: 
4.64 ± 1.499), the opinion that organizations should provide employees 
family services (maternal and paternal services) (women: 5.22 ± 1.478; 
men: 3.93 ± 1.385) and opinion that problems and awareness on gender 
equality in the society should be included into all levels of the school 
system (women: 5.22 ± 1.396; men: 5.21 ± 1.122). It can be concluded 
that it is possible to identify possible/feasible measures to achieve gender 
equality in decision-making positions at the corporate level based on the 
opinions of mangers (H6 is supported).

4.4 CONCLUSIONS AND DISCUSSION

Our research results show that several gender differences and inequalities 
exist regarding the balance at the decision-making positions within orga-
nizations in Slovenia.

TABLE 4.14 (Continued)
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Research results suggest that both aspect of perceived gender equality, 
namely, perceived gender equality at decision-making positions in the 
respondent’s organization (factor 1), as well as perceived gender equality 
ensured by legislation and perceived personal willingness to participate at 
the highest decision-making positions (factor 2), are perceived significantly 
differently by female and male managers. Female managers perceive the 
gender equality on general significantly lower than males, including the 
lower assessment of personal willingness to bid for the top managerial 
positions in comparison with the opposite gender. Since female managers 
are self-confident into necessary skills and abilities needed for decision-
making positions in organization there are obviously other reasons for 
underrepresentation of women at top managerial positions in organiza-
tions. Among the reasons, there is undoubtedly the general organizational 
culture in organizations, since female managers perceive having signifi-
cantly lower opportunities to be at the top managerial position as the oppo-
site gender. Hypothesis H1 that regarding the perceived gender equality 
at decision-making positions within organizations significant differences 
between female and male managers exist is therefore supported.

While the friendship relationships of managers in organizations as well 
as physical safety are perceived on general equally by female and male 
managers (factor 2), the picture is quite different regarding the perceived 
attitudes of work colleagues (factor 1), which are assessed significantly 
lower by female managers as compared to males. The business climate 
in organizations on general does not provide equal respect and equal 
evaluation of managers, since female managers perceive these attitudes 
on general significantly lower. If these results are added to previous find-
ings of perceiving lower opportunities to be at the top managerial posi-
tion as males, it seems that female managers are facing different treatment 
in comparison with their male colleagues. Hypothesis H2 that regarding 
the perceived satisfaction with the work and life significant differences 
between female and male managers exist is partly supported.

Research results suggest that female managers are on average signif-
icantly less satisfied with the progress in their careers as compared to 
males. The significantly lower satisfaction by female managers is found 
regarding all components of the perceived career goals: women are less 
satisfied regarding the achieved career success, regarding meeting career 
goals, goals regarding personal income, as well as regarding career 
promotion. This result is expected, taking into account the obstacles and 
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characteristics of organizational culture and attitudes of the organiza-
tional and business environment. On the other hand, no significant gender 
differences regarding concerning to stop working at the demanding deci-
sion-making positions were found. This implies that women do not differ 
with regard to perseverance in carrying out work in demanding decision-
making positions, despite the, on average, lower perceived support of 
organizational and the wider business environment. Hypothesis H3 that 
regarding the perceived satisfaction with the employment position and 
career significant differences between female and male managers exist is 
partly supported.

Research results also suggest that perceived attitudes of family and 
perceived family support in balance of work and family life do not differ 
between the two genders. While some aspects were assessed higher by 
women managers (changing plans for family activities due to work, diffi-
culties in everyday responsibilities due to family obligations), others 
were assessed lower (like difficulties to fulfill family obligations due to 
work, need to postpone work obligations due to family obligations) and 
no significant gender differences were found. Therefore, the evidence to 
support hypothesis H4 that regarding the perceived family attitudes and 
support in the balance of work and life significant differences between 
female and male managers exist was not found.

These results imply that families support women and men at deci-
sion-making positions on general equally and that both genders perceive 
generally positive family attitudes and support in the balance of work and 
life activities, although female and male managers significantly differ 
regarding the share of carried out household tasks and domestic liabili-
ties, where female managers bear a significantly higher burden. Hypoth-
esis H5 regarding gender differences in the carried out share of domestic 
and family responsibilities is supported. But obviously, female managers 
do not perceive the significantly higher share of carried out household 
and family work as compared to male managers, as the lack of the family 
support.

These research results confirm that traditional gender roles in family 
and everyday life are generally not the obstacle to establish the gender 
balance at the decision-making positions in organizations. The sociocul-
tural attitudes toward women, that put women in the center of the family 
with all responsibilities in relation to that, seem not to have the negative 
effect on gender equality at decision-making positions in organizations in 
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Slovenia. Research results suggest that system-imposed barriers are more 
influential. These barriers refer especially to those at the company level, 
such as unclear or vague career advancement criteria leading to biased 
decision regarding career promotions and opinions regarding women’s 
career potential.

This research brings several policy implications for policy makers 
as well as for business practice. According to the results of the analysis 
performed, it is expected that policy measures that should help closing 
the male–female gap at decision-making positions in organizations, that 
are highly assessed by female managers, are aimed toward barriers at the 
corporate level as nonlegislative instruments: especially like prizes and 
awards for organization that have developed an internal good practice on 
gender equality in decision-making positions. The organizational culture 
should contribute to the gender balance also by including principles of 
gender equality in decision-making positions into the general guidelines 
and strategic objectives of the organizations. In this respect, the corpo-
rate governance code addressing gender equality at top decision-making 
position and that rely on peer pressure within organization, pressure from 
stakeholders and media, can play an important role.

As research results show, female managers nevertheless fell that the 
big share of domestic tasks lies on their shoulders. The measures regarding 
providing maternal and paternal services as well as child care services by 
organizations are so highly ranked.

To achieve the objectives of balance equality in decision-making posi-
tions in organizations, the educational system at all levels of education is 
important, according to the opinions of both, female and male managers. 
Cultural and social norms are very difficult to change, yet certainly not 
in a short period of time. From this perspective, the integration of the 
principles of gender equality in all areas of work and life into all stages of 
the education system is a measure that can contribute to changes in deep-
rooted principles of gender inequality in the cultural and social norms.

The high degree of consensus regarding the need to apply virtually all 
actions and measures recorded implies that gender equality at the decision-
making positions within organizations is important topic for discussion, 
even more—it calls for action. It is important to highlight good practices 
and it is important to provide reference material in order to contribute to 
gender balance.
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ABSTRACT

Importance of knowledge management (KM) lies in the fact that it could 
result in empowerment of individuals and organization itself to accomplish 
activities effectively through organizing of knowledge. Broad scope of 
KM and its interdisciplinary nature spans traditional functions and profes-
sional boundaries. KM is a major issue for human resources management. 
Organization, culture, and information technology play crucial enabler for 
various aspects of KM. Aim of this chapter is to present findings regarding 
influences of organizational factors on KM. In the empirical part, research 
in SME IT companies is presented. Data were analyzed using partial least 
square structural equation modeling techniques.

5.1 INTRODUCTION

Success of companies, especially service companies, depends on knowl-
edge in performing activities. The 21st century is declared as a century of 
knowledge (Milanović, 2010), whereas competitive advantage is perceived 
as a link to knowledge and therefore interest in knowledge management 
(KM) grows on. Environment where companies operate has certain prop-
erties, according to which companies differ from each other (Belak et al., 
2014, p. 29). Companies are becoming the main actors responsible for 
the destruction and development of environment (Pučko, 2005). Based on 
extensive review of literature, Boersma and Stegwee (1996) identified 10 
different KM approaches: strategic approach, human resource manage-
ment approach, learning organization approach, intellectual capital 
approach, knowledge technology approach, ICT approach, organizational 
approach, innovation approach, network approach, and quality control 
approach. KM has been defined and explored in various ways, but gener-
ally, it relates to unlocking and leveraging knowledge of individuals to 
gain appropriate knowledge from appropriate individuals in appropriate 
time (Hutchinson & Huberman, 1994). Therefore, knowledge becomes 
available as an organizational resource (Anand & Singh, 2011) and helps 
individuals to share and apply information with regard to organizational 
performance (Hutchinson & Huberman, 1994). At its core, KM is trying 
to harvest insights and experience which make the organization function 
(Sarayreh et al., 2012). Key factors for KM are considered to be (Moffett 
et al., 2003) macroenvironment (includes economic, technical, and social 
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agents of change), organizational culture (includes organizational struc-
ture, strategy, change management), people or personal contributors 
(include knowledge roles and skills, motivation, empowerment), infor-
mational contributors (include information fatigue, information auditing), 
and technology or technical contributors (include system standardization 
and technical usability). Every of these factors has influence on KM and 
can be linked with its performance.

Therefore, this chapter, through an empirical pilot study, investigates 
KM in small software companies from four different perspectives: tech-
nical contributions, informational contributors, people/personal contribu-
tors, and culture/organizational climate, in SME IT companies. For data 
analysis, the partial least square structural equation modeling (PLS-SEM) 
is used and for results reporting the SmartPLS software.

5.2 PERSPECTIVES ON KNOWLEDGE

Different authors (Davenport & Prusak, 1998; Hicks et al., 2006) address 
questions in defining KM by distinguishing data, information, and knowl-
edge also known as the knowledge hierarchy (Davenport & Prusak, 
1998; Hicks et al., 2006). Although these three terms are sometimes used 
interchangeably, they are quite distinct one from another. Data comprise 
facts, observations, or perceptions, whence information is a subset of 
data including those data that posse’s relevance and purpose (Becerra-
Fernandez et al., 2004). Unlike the information, which is visible, inde-
pendent of various actions, decisions, and environment which can easily 
be conveyed and duplicated, knowledge is invisible, and closely associ-
ated with actions and decisions, it identifies itself with existing environ-
ment, is transferable through learning, and cannot be duplicated (Kumar, 
2010). The knowledge is information that facilitates action and has been 
recognized as currency for organizational sustenance and competitive 
advantage (Osterloh et al., 2002; Wiig, 1997). Knowledge embraces main 
place among traditional factors of production, such as land, labor, and 
capital. Its importance has been recognized in the 1990s and after that, 
literature began to fill with research and analysis regarding knowledge 
(Jengard, 2010). Knowledge is perceived as the most important intellec-
tual property and asset of the company (Chan et al., 2011; Collins, 2010) 
and also resource that enhances competitive advantages of each organiza-
tion. Oxford Dictionary and Thesaurus (2007) defines the term knowledge 
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as “awareness or familiarity gained by experience (of a person, fact, or 
thing),” “person’s range of information,” “specific information; facts or 
intelligence about something,” or “a theoretical or practical understanding 
of a subject.” Davenport and Prusak (1998) define knowledge as “fluid 
mix of framed experience, values, contextual information and expert 
insight that provides a framework for evaluating and incorporating new 
experiences and information. It originates from and is applied in the minds 
of knowers.” Chase (1997) describes knowledge as an input to produc-
tion, as valuable as the product itself and competitiveness of companies 
becomes dependent on the ability to harness and exploit knowledge.

There are different kinds of knowledge classified according to several 
criteria. One of them was presented by Alavi and Leidner (2001) who 
have defined various perspectives on knowledge. First, one is viewing 
knowledge as a state of mind, which focuses on enabling individuals to 
expand their personal knowledge and apply it according to organizations’ 
needs. Second perspective is an object that posits knowledge that can be 
viewed as a thing to be stored and manipulated (i.e., an object). In addi-
tion, knowledge can be viewed as a process and as a condition of having 
access to information. Fourth view of knowledge is as a capability. This 
suggests that KM perspective is centered on building core competencies, 
creating intellectual capital and understanding the strategic advantage of 
know-how. According to some authors, knowledge can be divided into 
nonempirical (occurred through reflection) and empirical (created through 
experience) (Jelkić, 2011). It becomes meaningful for the company when 
it is available and its value increases with respect to its availability.

Drawing on work of Nonaka (1991), two dimensions of knowledge 
emerge in organizations: tacit and explicit. This typology of knowledge 
had considerable influence on theory of organizational learning and KM 
in general (Daud & Yusoff, 2011). Explicit knowledge is accurate, it is 
easy to articulate and therefore easy to code, document in writing or in 
pictures, easy to carry, share and communicate—it is generally more 
accessible and systematic than tacit knowledge and relates to the tech-
nical knowledge. In contrast to explicit knowledge, tacit experiential 
knowledge is subconsciously understood, applied, and difficult to artic-
ulate. Tacit knowledge includes an understanding, intuition and arises 
with experience while explicit knowledge can be transferred. It is very 
personal, includes intangible factors that are related to beliefs, experiences 
and values of employees, and working knowledge of employees (Pan & 
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Scarbrough, 1999). Study of tacit knowledge, which was first introduced 
by Michael Polanyi (Smith, 2003) can be characterized as “invisible” and 
difficult. In his papers, Polanyi dealt with tacit knowledge, which evoked 
great interest. This resulted in significant numbers of papers and studies 
and above all disagreements and contradictions about this issue.

Transfer of knowledge throughout the organization is considered as 
a critical driver of its effectiveness (Dinur, 2011, p. 246). Chan et al. 
(2004, p. 14) raised the question of how interaction between individuals 
and groups should be for a successful knowledge transfer. Discussing the 
key processes in knowledge transfer, they emphasize that organizational 
effectiveness is limited if individuals are not willing to share knowledge 
with other employees. Organizations can develop knowledge in a variety 
of technical domains. Due to limited resources, organizations are forced 
to make a choice. They chose to develop knowledge in one technolog-
ical domain and so reduce their own possibilities to develop expertise in 
another field. Such choice affects organization’s ability to succeed in the 
long run (Moorthy & Polley, 2010). Therefore, it is important to study the 
KM and its factors and their interplay in companies.

5.3 KNOWLEDGE MANAGEMENT

KM is explicit and systematic management of vital knowledge and is asso-
ciated with creating, gathering, organizing, diffusion, use, and exploita-
tion of the knowledge (Anand & Singh, 2011). It is not only a necessity, 
but also source of competitive advantage and thus an important strategic 
resource for business organizations. Popularity of KM has been increasing 
fast, especially in the late 1990s and it has become a central topic of 
management philosophy and a management tool (Edvardsson, 2003). Rise 
of KM is attributed to development of intranets that allowed faster and 
direct communication within organizations (Srikantaiah & Koenig, 2000, 
p. 25). In 1995, there were 45 articles on KM in the ABI/information data-
base, 158 in 1998, and 835 in 2002 (Edvardsson, 2003). One of the main 
goals of KM is to take the tacit knowledge, what people carry around with 
them, what they observe and learn from experience and what is internal-
ized and therefore not readily available for transfer to another, and turn it 
into explicit knowledge which has been formalized in people’s heads, or 
documented in books and paper (Srikantaiah & Koenig, 2000, p. 223).
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KM is defined as creating, acquiring, storing, sharing, transferring, 
and utilizing both explicit and implicit forms of knowledge at individual, 
group, organizational, and community level through harnessing of people, 
process, and technology (Madhoushi et al., 2010). KM, from an opera-
tional perspective, is perceived as systematic process by which “organi-
zation identifies, creates and acquires, shares and leverages knowledge” 
(Chivu & Popescu, 2008). Housel and Bell (2001) summarized four main 
goals of KM: (1) gathering: bringing information and data into the system; 
(2) organizing: associating items to subjects establishing context, making 
them easier to find; (3) refining: adding value by discovering relation-
ships, abstracting, synthesizing, and sharing; (4) disseminating: getting 
knowledge to people who can use it. Term KM does not imply only on a 
set of technologies or methodologies, but also practice and discipline that 
involves interaction of people, processes, and technology. KM is not only 
a necessity but also source of competitive advantage and thus an important 
strategic resource for business organizations.

Most definitions of KM include a combination of a management 
philosophy related to organizational knowledge and a technology-based 
knowledge gathering and sharing systems. Overall accepted definition 
defines KM as (Thite, 2004): “Creating, acquiring, storing, sharing, trans-
ferring and utilizing both explicit and implicit forms of knowledge at indi-
vidual, group, organizational and community level through harnessing of 
people, process and technology.” Literature discussing applications of IT 
to organizational KM initiatives reveals three common applications (Alavi 
& Leidner, 2001): (1) coding and sharing of best practices; (2) creation 
of corporate knowledge directories; (3) creation of knowledge networks. 
Housel and Bell (2001) summarized four main goals of KM: (1) gathering: 
bringing information and data into the system; (2) organizing: associating 
items to subjects establishing context, making them easier to find; (3) 
refining: adding value by discovering relationships, abstracting, synthe-
sizing, and sharing; (4) disseminating: getting knowledge to people who 
can use it. KM, from an operational perspective, is perceived as systematic 
process by which “organization identifies, creates and acquires, shares and 
leverages knowledge” (Chivu & Popescu, 2008).

Existing research and conceptual studies in KM filed are identified 
as dynamic sets of activities (Mehta, 2008). These are called the KM 
processes. Knowledge discovery and creation process is defined as devel-
opment of new tacit or explicit knowledge from data and information or 
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from the synthesis of prior knowledge (Becerra-Fernandez et al., 2004, p. 
33). Knowledge capturing is process of retrieving explicit or tacit knowl-
edge that resides within people (individuals or groups), artifacts (practices, 
technologies, or repositories) or organizational entities (units, organiza-
tions, or interorganizational networks) (Becerra-Fernandez et al., 2004, p. 
33). Capturing is a process by which expert’s thoughts and experience are 
captured (Awad & Ghaziri, 2004, p. 121) in order to elucidate importance 
or interlinkage (Staab et al., 2000). Once knowledge is created, it needs 
to be stored in database for subsequent use by employees in different 
departments (Storey & Kelly, 2002). Knowledge storage is a process of 
structuring and storing of knowledge (Massa & Testa, 2009) and is consid-
ered as one of the essential elements in the KM process as it helps in the 
prevention of losing important information (Lee et al., 2013). Refined and 
stored knowledge enables employees to retrieve and disseminate knowl-
edge conveniently and therefore proving it to be a valuable element for 
company (Gold et al., 2001). In knowledge creation and storage process, 
a distinction between individual and organizational memory can be made. 
Individual memory is based on a person’s observations, experiences and 
actions (Alavi & Leidner, 2001). Collective also known as organizational 
memory are means by which knowledge from past experience and events 
influence present organizational activities and it extends beyond the indi-
viduals memory (Alavi & Leidner, 2001; Stein & Zwass, 1995). Process 
of knowledge application depends on the available knowledge and on 
the whole KM process. The better the processes of knowledge discovery, 
capture, and storage the higher, the chance that the knowledge needed will 
be available (Becerra-Fernandez et al., 2004, p. 35).

Knowledge sharing process is a social interactive culture, involving 
the change of employee knowledge skills and experience through every 
department in organizations. It comprises set of shared understandings 
related to providing employees access to relevant information (Hoegl et 
al., 2003). Such process of sharing organizational knowledge facilitates 
exchange of working experiences, technical know-how and individual 
insights between and among individuals. Knowledge sharing has become 
essential in organizations because it enables enhancement of innovation 
performance and reduces the redundant learning efforts (Lin, 2007). It 
can also be concaved as involving supply and demand for new knowl-
edge (Ardichvili et al., 2003). Most authors agree that knowledge sharing 
depends on individual factors like experience, values, motivation, and 
beliefs (Connelly & Kelloway, 2003; Lee & Choi, 2003; Lin, 2007).



112 Employees and Employers in Service Organizations

Knowledge sharing has been identified as a major focus and research 
area of KM. It provides a link between the level of individual knowl-
edge workers, where knowledge resides and level of organization, where 
knowledge attains its (economic, competitive) value (Hendriks, 1999). 
Process of sharing starts at individual level and expands to group and orga-
nizational level (Lin, 2007). Most authors agree that knowledge sharing 
depends on individual factors like experience, values, motivation, and 
beliefs (Connelly & Kelloway, 2003; Lee & Choi, 2003; Lin, 2007). Many 
researchers have been examining effectiveness of knowledge sharing from 
different viewpoints focusing on the problem of transferring tacit and 
complex knowledge across organization parts, on the nature of informal 
relationships between two parties to transfer knowledge and on the 
problem of searching for knowledge (Brauner & Becker, 2006; Connelly 
& Kelloway, 2003; Fong et al., 2011; Goh & Hooper, 2009; Hoegl et al., 
2003; Jalote, 2003; Lee et al., 2011; Martins & António, 2010; Moorthy & 
Polley, 2010). Effectively sharing knowledge increases the accumulation 
of organizational knowledge and develops the capability of its employees 
for better performance of their jobs (Jalote, 2003). Combining knowledge 
of different employees creates new opportunities and responds to chal-
lenges in innovative ways (Mathew et al., 2011). In addition, Lin (2007) 
argues that the survival of company may be substantially undermined if 
employees are not willing to share knowledge, by which the ethic founda-
tions can seriously be affected.

Effectively sharing knowledge increases the accumulation of organi-
zational knowledge and develops the capability of its employees for better 
performance (Jalote, 2003). Organizations can develop knowledge in a 
variety of technical domains. Due to limited resources, organizations are 
forced to make a choice. They chose to develop knowledge in one techno-
logical domain and so reduce their own possibilities to develop expertise 
in another field. Such choice affects organization’s ability to succeed in the 
long run (Moorthy & Polley, 2010). Therefore, it is important to study the 
KM and its factors and their interplay in companies.

5.4 INTERNAL FACTORS AND KNOWLEDGE MANAGEMENT

Aspects of KM have been dominated by two main factors: (1) the 
supporters of information and communication technology and (2) the 
human resource (HR) views (Jantz, 2001). Some authors believe that IT 
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is the main driver for KM, though others disagree and believe that KM is 
mostly about people and culture and not technology (Soliman & Spooner, 
2000). Various authors (Attafar et al., 2012; Daud & Yusoff, 2011; du 
Plessis, 2007b; Mathew et al., 2011; Moffett & McAdam, 2009; Moffett 
et al., 2003; Scarbrough, 2003) have dealt with KM, aspects, and factors. 
According to research by Mathew et al. (2011), KM initiative is deter-
mined by the organizational culture and technology and people; to the same 
conclusion came Moffett et al. (2003). They concluded that organizations 
should have effect on all three factors in order to successfully exploit the 
knowledge in organization and have defined these factors as companies’ 
internal factors. Research conducted by Daud and Yusoff (2011) suggests 
that combination of process of KM as well as organizational skills and 
intellectual capital as a strategic organizational asset enables the increases 
of organizational effectiveness.

5.4.1 PEOPLE AND TECHNOLOGY IN KNOWLEDGE 
MANAGEMENT

Knowledge-oriented culture challenges people to share knowledge 
throughout the company (Davenport & Prusak, 1998). People in an orga-
nization conform to the culture of the organization. Changes in organi-
zations’ culture places demands on employees to change their mindsets. 
Through education, remuneration, and knowledge sharing, people influ-
ence the company in all areas: quality advantage and speed of develop-
ment. Therefore, to upgrade the status of the company, first thing is to 
develop people (employees) (Bahtijarević-Šiber, 1999). Thus, within the 
field of organizational change resulting from KM, human issues must be 
considered as a key factor. This consideration has given rise to the knowl-
edge worker, and key influences on this concept are increased information 
technology, a shift in markets away from labor intensive manufacturing 
and an increase in education (Carter & Scarbrough, 2001; Moffett et al., 
2003; Pan & Scarbrough, 1999). Technology is viewed as a key contrib-
utor and also enabler to the field of KM (Davenport & Prusak, 1998). 
This perspective is related to technological ability in capturing data, infor-
mation, and knowledge that surpasses human capacity in absorbing and 
analyzing these in a focused manner. Literature regarding KM, particu-
larly, reflects a techno-centric focus which, in essence, regards knowledge 
that can be captured, manipulated, and leveraged through IT (Pastor et 
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al., 2010). This perception is limited and needs to be enhanced with a 
human-centric focus. Such focus perceives knowledge as a social creation 
emerging at the interface between people and information and between 
people and people themselves (Pastor et al., 2010). From this perspective, 
KM is concerned with the way organizations create, supplement, and orga-
nize knowledge around their activities, within their cultures and develop 
organizational efficiency by improving the use of employees’ talent (Pan 
& Scarbrough, 1999).

Different researchers (Ahmed & Ahmad, 2012; Attafar et al., 2012; 
Davenport & Völpel, 2001; Hussock, 2009; Ishak et al., 2010; Lin, 2007; 
Oltra, 2005; Özbebek & Toplu, 2011; Theriou & Chatzoglou, 2008) 
have been interested in area of KM and employees, combining it with 
perspectives of strategic, project, and information management. Modern 
companies and development of management support the premise of the 
“knowledge workers.” Key influences on this concept are increased infor-
mation technology, a shift in markets away from labor intensive manufac-
turing and an increase in third-level education opportunities (Scarbrough, 
2003).

5.4.2 KNOWLEDGE MANAGEMENT AND CULTURE

Various factors have influence on KM in companies (e.g., employees, orga-
nizational values, infrastructure, culture, technology, macroenvironment, 
and others). Organizational culture with its values and norms is of essen-
tial meaning for ensuring the long-term success of companies. Culture is 
a set of achievements of human society: all creations, both material and 
non-material (Belak et al., 2014, p. 29). Companies’ culture is perceived 
as one of the key success factors in MER Model of Integral Management 
developed by the Institute for Management and Development (MER) in 
Slovenia (Milfelner & Belak, 2012). Considering MER Model of Inte-
gral Management (Belak & Duh, 2012) selected companies key success 
factors are compatibility, competitiveness, efficiency, culture, credibility, 
ethics, ecology, entrepreneurship, synergy, and philosophy. Culture of a 
particular company in this is a wide, complex, and multi-faceted phenom-
enon, which forms the social system and consequently impacts the envi-
ronments (Belak et al., 2014, p. 29). More recently, corporate culture has 
been denoted as encompassing the assumptions, beliefs, goals, knowledge, 
and values that are shared by organizational members (Belak et al., 2014). 
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Pučko (from Belak et al., 2014, p. 37) considered companies culture as 
a system of values, beliefs and usage which are typical for people from 
the company and are permanently present in the context of strategic plan-
ning, implementation, and control. The culture deals with a process that 
stems from the environment and returns to it (Belak et al., 2014, p. 30). 
Employees (people) invest in the circumstances of the evolving knowl-
edge society in developing some specific knowledge or skills, which 
demands from them to take over a significant risk that authorizes them 
to participate in the governing of their enterprises. The existing tendency 
of the increasing variable component of employees’ remuneration, which 
is apparent, requires risk sharing between owners and employees (Pučko, 
2005). In addition to higher profit, the image of companies is improved 
through technology used for communication with shareholders (infor-
mation sharing and marketing) (Babu, 2012). Organizational culture is 
considered a key element in managing organizational change and renewal.

Culture is regarded as an effective factor on KM success in many 
researches (Carrión et al., 2004; Davenport & Prusak, 1998; Mason & 
Pauleen, 2003; Nonaka, 1991; Oltra, 2005; Pan & Scarbrough, 1999). 
Culture of confidence and trust is required to encourage the application 
and development of knowledge within an organization (Pan & Scarbrough, 
1999). It plays an effective role in KM effectiveness as the identity and 
foundation of organization (Attafar et al., 2012) and can have direct effect 
on employees’ empowerment and knowledge sharing behavior (Özbebek 
& Toplu, 2011). Judge and Cable (1997) and Kristof (1996) focused on the 
importance of a fit between new employees and the organization’s knowl-
edge culture. Their research is linked to the person-organizational fit liter-
ature within HRM, with emphasis on a fit between organizational culture 
and hiring of suitable personality, as well as the socialization of individ-
uals into the culture of the company. Culture plays an effective role in KM 
effectiveness as the identity and foundation of the organization (Attafar 
et al., 2012) and is principal determinant of successful KM initiatives 
(Mathew et al., 2011). Knowledge-sharing culture must enable an incen-
tive system to support the participation toward knowledge sharing (e.g., 
“knowledge sharer” of the month or giving out virtual dollars) (Hussock, 
2009). Attafar et al. (2012) state that stronger culture influences stronger 
KM. According to du Plessis (2007a), the cultural realities in companies 
should be taken into account when implementing KM. In company where 
success is measured with billable hours, such systems leaves little time for 
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KM; therefore, the culture is oriented toward financial measurement and 
KM is not seen as important (du Plessis, 2007a).

In today’s knowledge-intensive organizations, primary objective of 
information and communication technology is to lead users to the infor-
mation they need. This includes creating, gathering, storing, accessing, 
and making available the right information that will result in insight for the 
organizations’ users (Davenport & Prusak, 1998). Information technology 
is essential; it organizes, communicates, and creates the life-blood of a 
modern organization: business critical data and eliminates barriers and 
boundaries—enabling innovation and competitive advantage (Standards 
Australia, 2012). Technology is expected to play a key role in helping 
organizations achieve their business objectives; it has an important role in 
corporate governance of the companies (Chandiramani, 2007).

5.5 RESEARCH MODEL AND RESEARCH METHODOLOGY

Aim of this chapter is to analyze the interrelationship between people, 
technical aspects, and KM. As stated above, the organizational environ-
ment (KM) factors include: technical contributions, informational contrib-
utors, people/personal contributors, and culture/organizational climate 
(see Moffett et al., 2003). Moffett et al. proposed a MeCTIP model that 
portrays five factors (Me—macroenvironment; C—culture; T—tech-
nology; I—information, and P—people) which have influence on adop-
tion of KM within organizations. Authors have analyzed and tested this 
MeCTIP model in various sectors. For the purpose of this research, the 
relationship between four factors and KM is observed in IT Croatian 
companies. Accordingly, following hypothesis and conceptual model 
based on literature findings have been researched:

H1: Organizational environment factors have a significant association 
with knowledge sharing.

The above stated hypothesis has been divided into four:

H1a: Technical contributors have a significant association with knowl-
edge management.
H1b: Informational contributors have a significant association with 
knowledge management.
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H1c: Personal contributors have a significant association with knowl-
edge management.
H1d: Culture has a significant association with knowledge management.

Later methodology of data collection and analysis and results of the 
pilot study in Croatia IT companies are presented.

For data collection, survey method was used for small IT companies. 
Accordingly, online questionnaire was formed in GoogleDocs and sent 
through e-mail with appropriate cover letter, whereas 77 answers were 
received. Focus was on KM, which was analyzed through four main 
factors: culture, people, information, and technology. For culture 9 items 
were used and for people (personal contribution) 10, for informational 
climate 5, and technical contribution 6. KM in general was measured using 
five items. Responses were measured on a 5-point Likert scale ranging 
from 1 = strongly disagree to 5 = strongly agree. Form the mentioned 
items; several had to be dropped in order to ensure reliability and validity 
of the model. The partial least square structural equation modeling (PLS-
SEM) technique was employed to analyze the research model constructed 
in Figure 5.1.

FIGURE 5.1 Conceptual framework. Note: KM, knowledge management; Tech, technical 
contributions; Info, informational contributors; Peop, people/personal contributors; Cult, 
culture/organizational climate.
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Structural equation modeling (SEM) techniques are considered to be 
a major component of applied multivariate statistical analyses which are 
used in various sciences (e.g., biology, economy, educational researchers, 
marketing researchers, medical researchers, and others) (Pugesek et al., 
2003). For this purpose, several specialized SEM programs are used in 
order to simplify the calculations, for example, AMOS, EQS, LISREL, 
Mplus, Mx, RAMONA, SEPATH, SmartPls (Pugesek et al., 2003). SEM 
models represent translations of a series of hypothesized cause–effect 
relationships between variables into a composite hypothesis concerning 
patterns of statistical dependencies (Pugesek et al., 2003). SEM is a 
combination of factor analysis and multiple regression (Pugesek et al., 
2003). It is used to determine how sets of variables define constructs (i.e., 
measurement model) and how these constructs are related to each other 
(i.e., structural model) (Bollen & Long, 1993). With SEM, the relation-
ship between measured variables and the relationship between unmea-
sured, hypothetical constructs can be modeled. Two different techniques 
for SEM can be applied (Afthanorhan, 2013): covariance-based technique 
(CB-SEM) and PLS-SEM. PLS-SEM increases the explained variance 
of the endogenous latent constructs (dependent variables) and minimizes 
the unexplained variance (Afthanorhan, 2013). CB-SEM is a covariance-
based technique and attempts to minimize the difference between the 
sample covariance and that predicted by the theoretical model (Pugesek 
et al., 2003). PLS does not assume the normality of data distribution, and 
therefore is more suitable for smaller samples. The analysis can also be 
conducted with several (fewer than three) indicators (items), whereas the 
CB-SEM assumes that there are more than three indicators (Afthanorhan, 
2013).

For purpose of this research, the PLS-SEM is employed and software 
the SmartPLS 2.0 (Ringle et al., 2005) is used. SmartPLS is one of the 
main applications for PLS-SEM. This software, developed by Ringle et al. 
(2005), has a friendly user interface and advanced reporting features and 
is freely available to academics and researchers.

5.6 RESEARCH RESULTS

The structural model reflecting the research hypothesis H1 (H1a–d) 
depicted Figure 5.1 was analyzed using the proposed SmartPLS software. 
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In order to validate the model several indicators regarding factors and KM 
had to be dropped. So from nine items measuring culture, four had to be 
dropped. In the final model, 3 indicators explain the information factor, 7 
(out of 10) explain the personal contributors, and technology is explained 
by 4 items, and KM by 3.

The beta values of path coefficient indicate direct influences of 
predictor upon the predicted latent constructs (see Fig. 5.2). The coef-
ficient of determination is 0.409 for the KM endogenous latent variable. 
The inner model suggest that personal contributors have the strongest 
effect on KM (0.514), followed by culture (0.290) and technical contri-
butions (0.135), although the informational contributors have negative 
effect on KM (−0.275). The hypothesized relationship between KM 
and personal contributors, culture and technical contributions is statis-
tically significant due to the high-standardized path coefficients which 
need to be higher than 0.1 (Wong, 2013), though the hypothesized path 
relationship between informational contributors and KM is not statisti-
cally significant. Consequently, the hypothesis (H1) has been partially 
confirmed showing that technology, people, and culture have a significant 
association with KM.

FIGURE 5.2 Structural model with path coefficients. Note: KM, knowledge management, 
Tech, technical contributions; Info, informational contributors; Peop, people/personal 
contributors; Cult, culture/organizational climate.
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The dimensions of KM showed good validity and reliability and thus 
reflect the overall KM aspects in companies. The four latent variables 
(personal contributors, culture, technical contributions, and informational 
contributors) substantially explain 40% of variance of KM. It can be 
concluded that personal contributors, culture, and technical contributions 
are substantial predictors of KM, but informational contributors do not 
predict KM in companies directly.

TABLE 5.1 Reliability and Discriminant Validity Assessment of the Measurement Model.

Items AVE Composite 
reliability

R2 KM Cult Info Peop Tech

KM 0.6196 0 0.4092 0.9065

Cult 0.5216 0.8414 0 0.5143 0.72221

Info 0.6477 0.8461 0 0.347 0.6423 0.8047

Peop 0.501 0.8714 0 0.5868 0.696 0.7412 0.7078

Tech 0.5409 0.8183 0 0.4041 0.3271 0.4134 0.5615 0.7354

Source: Authors’ research.

Smart PLS also assesses the psychometric properties of the measure-
ment model and estimates the parameters of the structural model (Yeşil et 
al., 2013). Results of the reliability and discriminate validity testing of the 
measurement model are presented in Table 5.1. As shown, the composite 
reliabilities of measure in the model range from (0.8183) which exceeds 
the recommended threshold values of 0.70 (Yeşil et al., 2013), though 
some authors demand a 0.60 minimum level (Wong, 2013). High level 
of internal consistency reliability is demonstrated among all four reflec-
tive variables. To check convergent validity, each latent variable’s average 
variance extracted (AVE) is evaluated. As shown in Table 5.1, it is fund 
that all of the AVE values are higher than the acceptable threshold of 0.5, 
and therefore the convergent validity is confirmed. The square root of AVE 
can be used to establish the discriminate validity of the model (Fornell & 
Larcker, 1981). These results are presented in Table 5.1 as bolded elements 
in the matrix diagonal. They are greater, in all cases, than the off-diagonal 
elements in their corresponding row and column. These results indicate 
that discriminate validity is well established.
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5.7 LINKING KNOWLEDGE MANAGEMENT AND 
PERFORMANCE APPRAISAL

Human resources management includes decisions that affect the success 
of business, with aim of achieving long-term company strategy. This 
specific area of management has been explored throughout last few 
decades and various authors have defined range of classification and func-
tions of HR management. Human resources practices and functions differ 
from industry to industry as well from size of the organization. Taking in 
consideration that there is no universal prescription for HRM policies and 
practices and everything lays on organization’s context, culture, and its 
business strategy, it is important for every company to find the “best fit.” 
For purpose of this chapter, human resource functions are defined accord-
ingly (Scarbrough, 2003): recruitment and selection, training and develop-
ment, performance appraisal (management).

Performance management (PM) is continuous activity for evaluating 
employee work and is engaged for improving employee performance 
productivity and effectiveness (Chan, 2004). One goal of performance 
management is gaining information necessary for decision-making related 
to employee remuneration. Furthermore, tracking performance allows 
planning of career development which is in the interest of the company 
and individual employees (Bahtijarević-Šiber, 1999). Performance assess-
ment results with three categories of workers’ performance (Tuan, 2011). 
First, evaluation of employee’s abilities and his/her’s personal character-
istics, then the behavior of employees, and in the end, specific job perfor-
mance. This is necessary for accurate evaluation in order to develop a 
remuneration system based on the performance of employees (Tuan, 
2011). In assessment it is important to note that all employees do not have 
same ethical principles, temperament, abilities, skills, and knowledge. 
Key activities in performance management are performance planning, 
coaching, and review. Performance planning includes defining job respon-
sibilities and performance expectations, as well as goals and objectives. 
Second is the performance coaching which occurs during the whole period 
and it involves monitoring, coaching, and developing the employees. It’s 
mostly based on feedback information. And third key activity is the perfor-
mance review as the formal stage at the end of the review period. It is 
based on performance appraisal (Chan, 2004).
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Evaluating the performance of work may also contribute to the 
sharing of knowledge (North, 2008, pp. 149–150). Previous research has 
shown that motivated employees are willing to share when they think that 
knowledge sharing will be worth the effort (Lin, 2007). Results of Lam 
and Lambermont-Ford (2010) research showed that external motivational 
factors help knowledge sharing in organizations. Some of the previous 
studies have proven that PM is linked to KM and knowledge sharing (Liu 
& Liu, 2011). Currie and Kerrin (2003) analyzed performance manage-
ment systems and stated that the performance management system 
inhibits knowledge sharing, as much of the conflict between different 
functions was due to the divergent objectives set out for employees in the 
performance agreements. Paying attention to needs of employees, giving 
feedback to them and performance appraisal based on accurate standards 
is effective on facilitation of KM process (Attafar et al., 2012). Better 
performance appraisal system can help employees obtain information 
about the requirements of knowledge sharing (Liu & Liu, 2011). Jaw and 
Liu (2003) stated that it is important for companies to publish the results 
of the PM to the employees and through that enforce remedial actions 
for the underperforming employees. Knowledge sharing can help incen-
tive systems which are measures aimed to increase employee motivation. 
Some of the incentives can be increase of salary, bonuses, trips, feed-
back (evaluation) about the performance of work, independence, promo-
tion, etc. Thus, a PM system may serve as a positive pressure in directing 
employees to develop for better performance, through greater knowl-
edge sharing among other employees (Fong et al., 2011). Therefore, it 
is important to study effect of performance management and knowledge 
sharing behavior in companies.

5.8 CONCLUSION

The field of KM continues to grow and expand, bringing new conclusions 
and discoveries. Individuals, human potentials are in the center of KM, 
so KM is individuals’ management and individuals’ management is KM 
(Davenport & Völpel, 2001). As managerial philosophy, KM is perceiv-
able in practices of different organizations and is not an ultimate tool 
that solves all information and knowledge problems (Jha, 2011). Broad 
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scope of KM and its interdisciplinary nature spans traditional function 
and professional boundaries ranging from IT professionals to accountants, 
marketers, organizational development, and change management profes-
sionals (Chivu & Popescu, 2008). Some authors argue that rise and growth 
of KM is managerial response to various empirical trends associated with 
globalization and postindustrialism (Scarbrough & Swan, 2001). Value of 
knowledge tends to perish quickly over time and companies need to speed 
up innovation and enhance creativity and learning (Kluge et al., 2001). 
Growing number of organizations adopts team working, organic struc-
tures, knowledge-centric cultures (Edvardsson, 2003) through that the 
importance of knowledge is highlighted in current organizational theory 
and contemporary organizational trends.

Individuals, human potentials are in the center of KM, so KM is indi-
viduals’ management and individuals’ management is KM (Davenport 
& Völpel, 2001). If human resources, employees, and their effective 
managing are essential for company and if people’s most valuable resource 
is knowledge, then HRM and KM are closely interrelated. Importance of 
KM lies in the fact that it could result in empowerment of individuals and 
organization itself to accomplish activities effectively through organizing 
of knowledge (Jantz, 2001).

Presented pilot study was conducted in order to analyze the KM and 
its factors in software companies. Insight in the factors influencing KM 
can result with understanding how to improve knowledge collection, 
encourage knowledge sharing culture, and effectively store and apply the 
knowledge. Results showed that in software small companies’ researched, 
main effect on KM have people and their characteristics, followed by 
cultural and technological contributors. Discriminant validity and reli-
ability of the data was confirmed, and SmartPLS was used for data 
analysis.

Main limitations of this research are the small sample size and the fact 
that companies are form just one country which limits the generalizability 
of the findings. Therefore, authors recommend further research in compa-
nies from countries with increased sample size. Future studies can also 
include other variables that may affect performance management and KM 
in general.
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ABSTRACT

Enterprise resource planning (ERP) solutions have been recently imple-
mented in service organizations. But most of organizations cannot confirm 
promised benefits of ERP solutions have been achieved. One of the reasons 
is ERP users who do not accept and use ERP solutions in their whole func-
tionality. Research has showed that users impacts ERP solutions use and 
acceptance. Technology acceptance model (TAM) developed by Davis 
(1989) has been most widely used for researching user acceptance and 
usage of information technologies and solutions. In our study which is 
based on TAM we have researched ERP solutions use after 1 year of oper-
ation in organizations. Because of this we modified TAM with construct 
extended use instead of actual use. We also present relationship between 
work compatibility and usefulness. We added new relationship between 
work compatibility and attitude toward using ERP solution. In majority 
TAM research papers only limited number of external factors has been 
researched therefore we added 13 external factors which have influence 
on ERP extended use. The hypothesized model has been empirically tested 
using data collected from a survey. Model has been analyzed using PLS.

6.1 INTRODUCTION

Majority of organizations, especially in service sector, have implemented 
enterprise resource planning (ERP) solutions until today, but it seems that 
their users don’t use ERP solutions in extended way. Because of ERP solu-
tions characteristics, they have huge impact on employees and especially 
on those who are ERP users. Impact of ERP solutions on their users and 
their acceptance and degree of ERP usage has been recognized as one of 
key factors of ERP implementation success.

ERP solutions are transforming business processes and how organiza-
tions operate. Although that the most important contributions of business 
information systems (BIS) are that they significantly reduce the time to 
complete business processes and help organizations to share information 
(Lee et al., 2010). They also usually offer a better work environment for 
their organizational workers as they are given more efficient system to 
work with. On the other hand, they have been also plagued with high failure 
rates and inability to realize promised benefits (Kwahk & Lee, 2008). As 
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with any information systems (IS), user perceptions about the IS play a 
critical role in its usage and eventual success (Saeed et al., 2010). They 
added that recent studies indicate that evaluating the user’s acceptance in 
the nature of the IS, moderate usage should be an important consideration 
in evaluating IS usage. If IS is entail with major reorganization of work 
practices and it is prescribed as mandatory, that it is likely to be trigger 
with strong user feelings (Saeed et al., 2010). We can say that BIS only 
give organizations real benefits if users accept and use it extensively during 
daily tasks. Even more, organizational workers’ perceptions play a critical 
role in determining whether a business solution is implemented effectively 
and used to its maximum capacity, even that those business solutions are 
mandate to use. Users can choose to resist using them, use them only mini-
mally or use them in extended way. The most wildly implemented BIS 
at organizations in last few years are ERP solutions, the chapter will be 
focused on them.

A primary outcome expectation from the ERP solution is improvement 
in efficiency. So, much of the success of ERP solutions implementation 
lies in operational phase of ERP life cycle, which consists of stabilization 
stage and routine stage (Bradford, 2008; Motiwalla & Thompson, 2009). 
Stabilization stage is the time from Go-live to about 30–90 days after, 
or until the number of issues and problems has been reduced to a small, 
manageable number. In the majority of cases in that stage operational 
efficiency drops in productivity. Eventually the users’ turn-on their ERP 
systems and they begin to work using ERP systems, instead of having 
to navigate many different systems. However, at some point in the ERP 
system’s life users begin to see the advantages of the ERP system and then 
they carefully begin to explore its functions, gradually reaching success. 
Benefits start to occur as an organization gains more experience in using 
the ERP system (Gattiker & Goodhue, 2005; Hong & Kim, 2002; Markus 
& Tanis, 2000; Ross & Vitale, 2000; Saeed et al., 2010). Finally, having 
mastered the system, the users begin to get creative. This shows that the 
ERP users have accepted the system and are putting it to extended use.

Moreover, numerous factors influence IS success, especially individual 
acceptance or resistance (Amoako-Gyampah & Salam, 2004). To improve 
the efficiency and effectiveness of ERP system use, organizations need 
to research factors that impact user satisfaction. In this area, technolog-
ical acceptance model (TAM) is one of the most widely used models for 
explaining the behavioral intention (BI) and actual usage and can improve 
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our understanding of how influence on actual usage could help increase 
efficiency and effectiveness of ERP system use (Shih & Huang, 2009). 
Review of the literature shows that in past few years, a few studies that 
have examined the users’ adoption of ERP systems through TAM have 
been published (for latest researches see Calisir et al., 2009; Kwak et al., 
2012; Lee et al., 2010; Shih & Huang, 2009; Sun et al., 2009; Yang Chan 
et al., 2013; Youngberg et al., 2009). But all of them examine few contex-
tual factors that have influence on intention to use ERP system or ERP use 
in stabilization stage or earlier stages of ERP lifecycle. In addition, very 
few studies have been conducted regarding technology acceptance of ERP 
systems, especially those dealing with autonomous ERP users (i.e., Sun et 
al., 2009). Through their scientific work, researchers have recognized that 
the generality of TAM and researching of small numbers additional factors 
that have impact on TAM fails to supply more meaningful information on 
users’ opinions about a specific system especially of ERP system that is 
considered as a strategic IS in organizations. In the ERP context, organi-
zations have to adopt business processes of an implemented ERP system. 
Inherent business rules behind business processes gives organizational 
users little choice but to follow strict business process of ERP system. 
Therefore, there is the need to incorporate additional factors or integrate 
it with other IT acceptance models for improvement of its specificity and 
explanatorily utility (i.e., Agarwal & Prasad, 1999; Lu et al., 2003).

6.1.1 TECHNOLOGY ACCEPTANCE FRAMEWORKS

Several theoretical models have been used to investigate the determinants 
of acceptance and use of new information technology (IT) (Venkatesh et 
al., 2003). The theory of reasoned action (TRA) (Fishbein & Ajzen, 1975) 
is a fundamental theory used to explain human behavior (Venkatesh et 
al., 2003). According to TRA, BI can be explained by the attitude toward 
behavior and subjective norms (Fishbein & Ajzen, 1975). TRA has been 
applied into theory of planned behavior (TPB) (Ajzen, 1991) and into the 
theory of TAM (Davis et al., 1989). Numerous empirical studies have 
found that TAM consistently explains a substantial proportion of the vari-
ance (typically about 40%) in usage intentions and behavior, and the TAM 
compares favorably with alterative models such as the TRA and TPB 
(Davis et al., 1989; Legris et al., 2003; Venkatesh & Davis, 2000). TAM 
has become well established as a robust, powerful, and parsimonious 
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model for predicting user acceptance (Lu et al., 2003; Liu & Ma, 2006; 
Venkatesh & Davis, 2000) and so among the theoretical models is most 
widely used by IS/IT researchers (Amoako-Gyampah & Salam, 2004; 
Davis, 1989; Davis et al., 1989; Lee et al., 2010). The key purpose of 
TAM is to provide a basis for tracing impact of external factors on internal 
beliefs, attitudes, and intentions (Davis et al., 1989). TAM posits that two 
beliefs, perceived usefulness (PU) and perceived ease of use (PEOU) are of 
primary relevance for computer acceptance behavior (Davis et al., 1989). 
PU is defined as “degree to which a person believes that using a particular 
system would enhance his or her job performance” (Davis, 1989, p. 320). 
PEOU in contrast, refers to “the degree to which a person believes that 
using a particular system would be free of effort” (Davis, 1989, p. 320). 
The two central hypotheses in TAM state that PU and PEOU positively 
influence an individual’s attitude toward using a new technology (AT), 
which in turn influences his or her BI to use it. Finally, intention is posi-
tively related to actual use. TAM also predicts that PEOU influences on 
PU, as Davis et al. (1989, p. 987) put it, “effort saved due to improved 
perceived ease of use may be redeployed, enabling a person to accomplish 
more work for the same effort.”

6.1.2 THEORETICAL BACKGROUND OF BUSINESS 
INFORMATION SOLUTIONS ACCEPTANCE BY USERS IN 
ORGANIZATIONS

One of the main reasons for lack of sophisticated use of ERP systems is, 
according to many studies, the lack of user acceptance. As several studies 
(i.e., Umble et al., 2002; Nah et al., 2004) have revealed, a common reason 
for ERP failures can be attributed to users’ reluctance and unwillingness to 
adopt and to use the implemented ERP system. More researches on TAM 
stress out that if we want to explain higher proportion of the variance (typi-
cally about 40%), we have to include external factors which have impact 
on cognitive factors (Davis et al., 1989; Legris et al., 2003; Venkatesh & 
Davis, 2000) or integrate other cognitive factors (i.e., Agarwal & Prasad, 
1999; Lu et al., 2003). A literature review of past ERP studies regarding 
TAM indicates that few studies have investigated ERP user acceptance 
and usage. Research shows that a small number of researches have been 
published, and all of them expose small numbers of determinants (external 
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factors) or cognitive factors which could have influence on ERP acceptance 
and usage in different phases of an ERP system life cycle (see Table 6.1).

TABLE 6.1 ERP Literature Review Regarding TAM.

Reference Focus Phase—ERP 
system life cycle

Nah et al. 
(2004)

They tested impact of four cognitive constructors 
(perceived usefulness, perceived ease of use, 
perceived compatibility, and perceived fit) on attitude 
toward using ERP system and symbolic adoption

Post-
implementation 
(stabilization 
phase)

Amoako-
Gyampah 
and Salam 
(2004)

Their study evaluated the impact of one belief 
construct (shared beliefs in the benefits of a tech-
nology) and two technology success factors (training 
and communications) on perceived usefulness and 
perceived ease of use in one global organization

Implementation 

Shivers-
Blackwell 
and Charles 
(2006)

They research student’s readiness for change (through 
gender, computer self-efficacy and perceived benefits 
of ERP) on behavioral intention regarding the ERP 
implementation

Implementation

Bradley and 
Lee (2007)

They investigate through case study the relationship 
between training satisfaction and the perceptions 
of ease of use, the perceptions of usefulness, 
effectiveness and efficiency in implementing an ERP 
system at a mid-sized university

Implementation

Hsieh and 
Wang (2007)

They research impact of perceived usefulness and 
perceived ease of use on extended use

Post-
implementation 
(routine stage)

Kwahk and 
Lee (2008)

They examined the formation of readiness for change 
(enhanced by two factors: organizational commitment 
and perceived personal competence) and its effect on 
the perceived technological value of an ERP system 
leading to its use

Post-
implementation 
(stabilization 
stage)

Bueno and 
Salmeron 
(2008)

They develop a research model based on TAM for 
testing the influence of the critical success factors (top 
management support, communication, cooperation, 
training, and technological complexity) on ERP 
implementation

Implementation

Uzoka et al. 
(2008)

They extended TAM to research the selection of ERP 
by organizations using factors: impact of system 
quality, information quality, service quality, and 
support quality as key determinants of cognitive 
response, which ERP system to purchase/use

Selection
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Reference Focus Phase—ERP 
system life cycle

Sun et al. 
(2009)

They extended IT usage models to include role of 
ERP’s perceived work compatibility in users’ ERP 
usage intention, usage, and performance in work 
settings

Post-
implementation 
(routine stage)

Shih and 
Huang 
(2009)

Their study attempts to explain behavioral intention 
and actual use through incorporated additional 
behavioral constructs: top management support, 
computer self-efficacy, and computer anxiety

Post-
implementation 
(routine stage)

Calisir et al. 
(2009)

They examine factors (subjective norms, compat-
ibility, gender, experience, and education level) that 
affect users’ behavioral intention to use ERP system 
based on potential ERP users at one manufacturing 
organization

Implementation

Youngberg et 
al. (2009)

They researched impact of perceived ease of use, 
result demonstrability, and subjective norm on 
perceived usefulness and impact of it on usage 
behavior

Post-
implementation 
(stabilization 
stage)

Lee et al. 
(2010)

They examined factor organizational support  
(formal and informal) on original TAM factors

Post-
implementation

Garača 
(2011)

Study investigates the correlation of the perceived 
usefulness of the ERP system, perceived ease of using 
it, and computer anxiety in users to their satisfaction 
with the used ERP system

Post-
implementation

Yang Chan et 
al. (2013)

They researched three mediating variables, namely 
perceived ease of use, perceived usefulness, and 
self-efficacy, and four external variables, namely 
subjective norms, training support, fairness of the 
organization’s business evaluation system, and belief 
in the benefit of the IT on factor intention to use in a 
mandatory environment

Post-
implementation

But to assess if TAM is suitable for explaining end-users’ acceptance in 
the ERP context, we need to expose relationships defined by TAM in the 
ERP context. TAM has been tested primarily on technologies that are rela-
tively simple to use (e.g., e-mail, word processors) and is not mandatory to 
use by users. Several researchers (Adamson & Shine, 2003; Brown et al., 
2002; Nah et al., 2004) have pointed out that TAM needs to be extended 
or revised in order to explain end-users’ acceptance of complex IT in 

TABLE 6.1 (Continued)
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organizational settings. ERP usage is characterized as mandatory (Nah et 
al., 2004; Pozzebon, 2000; Yang Chan et al., 2013) and that one users’ tasks 
have strong impact on other users’ tasks. That’s mean that users do not have 
the choice not to use the system, regardless of their attitude. All researchers 
who examine ERP acceptance and usage through TAM, except Nah et al. 
(2004), had focus on external factors which have influence on cognitive 
constructs (see Table 6.1). Because of that they exclude relations between 
basic constructs of TAM in context of ERP which can be seen in Table 6.2.

At the end of this head in Figure 6.1, the research model with rela-
tionships which different researchers had exposed between factors is 
presented.

FIGURE 6.1 Relationships between factors in extended TAM for ERP regarding to ERP 
researches.

In summary, because of high rate of ERP implementation failure, more 
research in the area of technological acceptance is needed (Youngberg et 
al., 2009). The original TAM is well established and tested and, further-
more, a variety of extensions has been developed in different IT environ-
ments. Regardless of ERP complexity and ERP implementation failure, 
very few studies have been conducted regarding technology acceptance, 
especially those dealing with autonomous ERP users and including more 
cognitive constructs.

6.2 ERP SOLUTIONS ACCEPTANCE MODEL

To examine ERP users’ use of ERP systems, we extended the TAM model. 
Synthesizing prior researches on TAM and researches on ERP systems, a 

Perceived 12 469 12 Attitude to 2 Actual Use 
Usefulness ERP system 
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conceptual model that represents the cumulative body of knowledge accu-
mulated over the years from TAM and ERP research has been developed 
(see Fig. 6.2). The gray area within the dotted line denotes the original 
TAM. Because our research was focused on current usage of ERP system 
in routine stage, there was no need to examine the BI on-use; BI was 
dropped from the research model.

FIGURE 6.2 Conceptual model.

According to Davis (1989) and Davis et al. (1989), PEOU influences 
PU, and PU and PEOU influence attitude toward using the system (AT). 
Because we examined extended use after 1 year of operation, we can’t talk 
about PU and PEOU. In our study, we hypothesized:

H1: ERP ease of use has positive and direct effect on ERP usefulness.

H2: ERP ease of use has positive and direct effect on attitude toward 
ERP system.

H3: ERP usefulness has positive and direct effect on attitude toward 
ERP system.

Research efforts have been devoted to extend to the theory by exam-
ining the antecedents of PU and PEOU. As noted by Venkatesh and Davis 
(2000), a better understanding of these factors would enable us to design 
effective organizational interventions that might lead to increased user 
acceptance and use of new IT systems. Over the last two decades, there 
has been substantial empirical support in favor of TAM (see Venkatesh 
& Bala, 2008). Even though TAM is a model applicable to a variety of 
technologies, the constructs of TAM need to be extended by incorporating 

Organizational I H6 
Process 

Characteristics ERP Usefulness fill-. Attitude to 
ERP system 

System and HS 
Techno logical -tHl 
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Personal ERP Ease of Use I/ 

Characteri sti cs and 
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additional factors (Calisir et al., 2009). Schwarz (2003) review of iden-
tified antecedents to cognitive factors (PEOU and PU) puts factors into 
three groups, which are individual variable (such as computer experience, 
self-efficacy, and prior experiences), organizational influences (such as 
management and external support and perceived resources), and tech-
nology characteristics (such as accessibility of the medium and interface 
type). On the other hand, Venkatesh and Bala (2008) expose four different 
types of determinants of PU and PEOU: individual differences, system 
characteristics, social influence, and facilitating conditions. Whereas in the 
context of ERP systems, we expose on prior research of external factors 
three groups of factors (see Table 6.3): personal characteristics and infor-
mation literacy (PCIL), system and technological characteristics (STC), 
and organizational-process characteristics (OPC).

The problem of TAM researches are that most researchers investigate 
small numbers of external factors that have influence on user acceptance 
and usage. In context of ERP systems, there are more external factors that 
can have influence on users’ acceptance and extended usage. Because of 
that, conceptualization of higher order factors (in our case second-order 
factors), in which more external factors jointly have to be included, have 
been researched because we wanted to extent the understanding of user 
behavior in ERP settings. On that presumption, we also hypothesized:

H4: There is group of external factors which have influence through 
conceptual factor personal characteristics and information literacy on 
use of ERP system.

H5: There is group of external factors which have influence through 
conceptual factor system and technological characteristics on use of 
ERP system.

H6: There is group of external factors which have influence through 
conceptual factor organizational-process characteristics on use of ERP 
system.

6.3 RESEARCH STUDY

Our hypotheses have been tested empirically using a filed survey of ERP 
users using ERP systems in routine stage. Organizations have been selected 
using two criteria: (1) the organizations must have implemented one of the 
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two most popular global ERP solutions in Slovenia: SAP or Microsoft 
Dynamics and (2) the organizations must have used the ERP system for 
more the 1 year at the time of the study. A total of 122 companies the 
initial e-mail has been send to each organization to verify if they matched 
our selection criteria and to explain the purpose of the study. Forty-four 
organizations agreed to participate in the survey, and they were asked to 
distribute the survey questionnaire to their ERP users. All respondents 
were required to have used ERP system in their daily work. A number of 
293 questionnaires were properly filled by respondents and used for the 
purpose of analysis.

The constructs of purposed model are ERP usefulness, ERP ease of 
use, and attitude toward ERP use for basic TAM of ERP systems, influence 
by constructs of external variables. The constructs of external variables 
are distributed among three second-level constructs which are PCIL, STC, 
and OPC. PCIL includes factors: experience with computer, computer 
self-efficiency, personal innovativeness toward IT and computer anxiety. 
STC includes factors: ERP data quality, ERP system functionality, ERP 
system performance, and user manuals (help). And OPC includes factors: 
social influence, fit with business processes, ERP training and education, 
ERP support and ERP communication. So our model includes 17 first-
order factors and three second-order factors. Higher order factors, in our 
case second-order factors, can thus be created by specifying a latent vari-
able which represents all the manifest variables of the underlying lower 
order factors.

All the items of factors were measured on a 7-point Likert scale, 
ranging from “strongly disagree” to “strongly agree” taken from relevant 
prior researches and adapted to relate to the context of ERP usage. In addi-
tion, demographic information has been collected. The instrument was 
pilot tested with a group of 30 ERP users in 1 organization. The instru-
ment’s reliability was evaluated, the Cronbach’s alpha values ranged from 
0.58 to 0.91, indicating a satisfactory level of reliability exceeding value 
0.5 (Hinton et al., 2004). As part of the pretest, comments and sugges-
tions on questionnaire items and items wording have also been taken into 
account. Based on the results of the pilot testing, revisions and additions 
were made to the instrument. Pilot participants were included in the main 
data gathering effort, since they were part of the population of interest. 
Final scales and items after are listed in Table 6.4.
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Covariance-based structural equation modeling (SEM) and component-
based SEM, or partial least squares (PLS) approach can be employed to 
estimate the parameters in a hierarchical model. According to Chin (1998), 
PLS has several major strengths: it is a predicative technique suitable for 
situations with less theory development; it places minimal demands on 
measurement scales; it avoids factor indeterminacy problems and inad-
missible solutions; it avoids identification problems of recursive models; it 
makes no assumptions about the data; it requires no specific distributions 
for measured variables; it assumes the errors are uncorrelated; it works 
well with small samples; and it is better suited for analyzing complex rela-
tionships and models. Models, which include second-order factors, consist 
of a higher order factors that are modeled as causally impacting a number 
of first-order factors (i.e., standard factors with measured indicators, Chin, 
1998). Therefore, these second-order factors are not directly connected to 
any measurement items. PLS allows for the conceptualization of higher 
order factors by repeated use of manifest variables (Tenenhaus et al., 2005). 
A higher order factor can thus be created by specifying a latent variable 
which represents all the manifest variables of the underlying lower order 
factors. Due to all exposed benefits, we decided to use PLS. The empirical 
data was analyzed in two stages involving a PLS technique, using Smart 
PLS 2.0 M3 (Ringle & Will, 2005). In the first stage, all measurement 
scales have been examined for their psychometric properties, while the 
second stage focused on hypothesis testing and analysis.

6.4 RESULTS AND ANALYSIS

A number of 293 questionnaires were properly filled by respondents from 
44 organizations and used for the purpose of analysis. Survey respondents 
represented different groups of industries, including IT and telecommu-
nications (44.0%); manufacturing (35.2%); professional, scientific. and 
technical activities (10.2%); wholesale and retail trade (4.1%); and others 
(6.5%). Respondents were 51.5% male and 48.5% female. Most of them 
(67.2%) had high-school education or more. ERP system has been used 
for 4.73 years in average (min = 0, max = 18, SD = 3.0). A percentage 
of 53.6% (157) have marked working place as worker (experts and other 
employees), 31.7% (93) have marked low management (e.g., manager of 
group or organization unit), 12.6% (37) have marked middle management 
(e.g., CIO) and 2% (6) have marked corporate government and/or top 
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management. Average total working years is 15.4 years (min = 0, max = 
43, SD = 10.2) and average working years on these working place is 7.6 
years (min = 0, max = 37, SD = 7.4).

Recall that all the scales were derived from previously developed and 
validated measures and the instrument’s reliability was evaluated through 
the pilot testing; psychometric properties (measurement model) of these 
scales were assessed via evaluation of reliability, convergent validity, and 
discriminant validity each of measurement scale.

For external factors second-order factor procedure has been used. The 
method of repeated indicators known as the hierarchical component model 
suggested by Wold (1982) is the easiest to implement. The second-order 
factor is directly measured by observed variables for all the first-order 
factors that are measured with reflective indicators. While this approach 
repeats the number of manifest variables used, the model can be estimated 
by the standard PLS algorithm (Henseler et al., 2009). Because all of 
external factors did not meet assessment requirements of the measurement 
model, we excluded them from further analysis. These external factors are 
computer self-efficacy and experience with computer from PCIL group, 
ERP functionality from STC group and ERP support, ERP communica-
tions and ERP training and education from OPC group. The final version 
of model is presented.

We examined two measures of reliability: Cronbach’s alpha (α) and 
composite reliability (CR). As shown in Table 6.4, each of our 11 scales 
had Cronbach’s alpha exceeding 0.70 and CR exceeding 0.8, assuring 
adequate reliability for our measurement scales.

For convergent validity Fornell and Larcker’s assessment criteria has 
been adopted: all item factor loadings should be significant and exceed 
0.7, and the average variance extracted (AVE) for each construct should 
exceed 0.5 (Fornell & Larcker, 1981). Table 6.4 lists item factor loadings, 
all of which were significant at p < 0.01 and were higher than recom-
mended level of 0.70 and also all values AVE exceeded 0.50. Remainder 
of our measurement scales shows strong evidence for convergent validity. 
In Table 6.7 the CR and AVE of the measures in the second-order model 
are included, which provides evidence for reliable measurements.

Discriminant validity between constructs has been assessed following 
Fornell and Larcker’s recommendation that the square root of AVE for each 
construct should exceed the bivariate correlations between that construct 
and all other constructs (Fornell & Larcker, 1981). The inter-construct 
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correlation matrix (see Table 6.5) shows that the principal diagonal 
elements (square root AVE) exceed non-diagonals elements in the same 
row or columns (bivariate correlations), demonstrating that the discrimi-
nate validity of all scales is also adequate.

TABLE 6.5 Intercorrelations of the Latent Variables.

1 2 3 4 5 6 7 8 9 10 11

1. Personal innovativeness 
toward IT

0.88

2. Computer anxiety 0.34 0.83

3. ERP data quality 0.15 0.19 0.83

4.  ERP system 
performance

0.10 0.19 0.64 0.80

5. User manuals (help) 0.11 0.18 0.52 0.47 0.87

6. Business processes fit 0.16 0.18 0.68 0.57 0.40 0.92

7. Social influence 0.07 0.16 0.25 0.29 0.26 0.45 0.83

8. ERP usefulness 0.16 0.17 0.58 0.57 0.35 0.67 0.41 0.94

9. ERP ease of use 0.19 0.22 0.55 0.58 0.47 0.49 0.22 0.63 0.93

10.  Attitude toward using 
ERP

0.11 0.14 0.52 0.54 0.33 0.58 0.32 0.74 0.59 0.95

Overall, these measurement results are satisfactory and suggest that it 
is appropriate to proceed with the evaluation of the structural model.

The next step in analysis was to examine the path significance and 
magnitude of each of our hypothesized effect and the overall explanatory 
power of the proposed model. The hypotheses testing results are based 
on bootstrapping (with 500 subsamples) to test the statistical significance 
of each path coefficient using t-tests, as recommended by Chin (1998). 
Results of this analysis are shown in Table 6.6 and Figure 6.3.

Effect size (f2) can be viewed as a gauge for whether a predictor latent 
variable has a weak (0.02), medium (0.15), or large (0.35) effect at the 
structural level (Henseler et al., 2009). In our model, average f2 is 0.33 
which represent medium effect predictor latent variables at the structural 
level with none insignificant impact of independent variables on depended 
variables (see Table 6.6).
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TABLE 6.6 Parameter Estimation of the PLS Model by the Bootstrap Method and Effect 
Size.

Dependent 
variable

Independent 
variable

Standardized 
path coefficient

t-Values f 2

Usefulness OPC 0.45 9.52** 0.38b

Ease of use 0.44 7.79** 0.36b

Ease of use PCIL 0.11 2.24* 0.02a

SCT 0.61 13.05** 0.61b

Attitude Usefulness 0.61 10.84** 0.55b

Ease of use 0.21 3.72** 0.06a

**p < 0.01; *p < 0.05.
aA predictor latent variable has a weak (0.02) effect at the structural level (Henseler et al., 
2009).
bA predictor latent variable has a large (0.35) effect at the structural level (Henseler et al., 
2009).

As it can be seen from Table 6.7, the loadings of the first-order factors 
on the second-order factors exceed 0.7 and second-order factors have 
significant positive effect on ERP usefulness and on ERP ease of use. 
PCIL has weak but significant positive effect on ERP ease of use (β = 0.11, 
p < 0.05), STC has strong positive effect on ERP ease of use (β = 0.61. p 
< 0.01) and OPC has strong positive effect on ERP usefulness (β = 0.45, p 
< 0.01). These findings provide empirical support for hypotheses H5–H7.

TABLE 6.7 Path Coefficients External Variables in Second-order Model.

First-order external factors PCIL
α = 0.79 

CR = 0.85 
AVE = 0.49

STC
α = 0.92 

CR = 0.93 
AVE = 0.50

OPC
α = 0.86 

CR = 0.89 
AVE = 0.54

Personal innovativeness 0.85 (t = 43.20)
Computer anxiety 0.74 (t = 14.65)
Business process fit 0.83 (t = 37.3)
Social influence 0.72 (t = 15.05)
ERP data quality 0.90 (t = 67.96)
ERP system performance 0.85 (t = 38.18)
ERP user manuals (help) 0.69 (t = 16.78)

All t-values are bigger then 2.58 and are significant at p < 0.01.
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The structural model demonstrates predictive power as the variance 
explained (R2) in key endogenous constructs and is 0.56 for ERP useful-
ness, 0.42 for ERP ease of use and 0.58 for attitude toward ERP system. 
All of R2 can be described as “moderate” by Chin (1998). The findings 
show that our model explains large part of variance in the endogenous 
variables, with an average R2 of 0.52. Communality and redundancy coef-
ficients are also presented in Table 6.8. They can be used essentially in 
the same way as the R2, since they reflect the relative amount of explained 
variance for latent and manifest variables.

As important part of model evaluation is the examination of fit indexes 
reflecting the predictive power of estimated inner and outer model rela-
tionships, which can be measured by evaluating goodness-of-fit (GoF) 
coefficient (Tenenhaus et al., 2005). The general criterion for evaluating 
GoF is to calculate the geometric mean of the average communality 
and the average R2 of endogenous variables (Tenenhaus et al., 2005). 
According to the results in Table 6.8, GoF is 0.56, which can be consid-
ered as satisfactory.

Then, the blindfolding approach proposed by Wold (1982) has been 
followed to calculate the CV-communality and CV-redundancy indexes. 
The CV-communality index (H2) measures the quality of the measurement 
model, where the CV-redundancy index (i.e., Stone–Geisser’s Q2 which 
Tenenhaus et al. (2005) calls F2) measures the quality of the structural 
model. As shown in Table 6.8, the measurement model (H2 = 0.50) shows 
a little better quality than the structural one (F2 = 0.41).

6.5 DISCUSSION AND CONCLUSION

Most of IT/IS acceptance studies had bring environment, where accep-
tance of technology was voluntary (Brown et al., 2002; Nah et al., 2004). 
These environments are different because ERP use is mandatory for their 
users and each user tasks have impact on tasks of other users. This manda-
tory context is consistent with all ERP implementation projects in which 
employee usage is typically compulsory (Hsieh & Wang, 2007; Nah et al., 
2004; Yang Chan et al., 2013). Recent studies indicate that evaluating the 
user's disposition, the nature of the IS, and mandatory usage are all impor-
tant considerations in evaluating IS usage (Brown et al., 2002; Saeed et al., 
2010). IS that entail major reorganization of work practices and prescribed 
as mandatory are likely to trigger strong user feelings (Saeed et al., 2010).
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The role of users’ attitude in a mandated environment is important and 
should not be overlooked (Nah et al., 2004). As noted, Brown et al. (2002) 
excluding the attitude construct would not provide accurate representation 
of users’ acceptance of IT in the mandated contexts.

Empirical researchers have found support for original relationships of 
TAM in ERP settings in routine stage (e.g., see Hsieh & Wang, 2007; Lee 
et al., 2010; Shih & Huang, 2009; Sun et al., 2009), but they are not all 
support basic hypothesis of TAM. According to Davis (1989) and Davis et 
al. (1989), PEOU influences PU, PU and PEOU influence attitude toward 
using the system (AT). Researches of TAM indicate strong empirically 
support in direction from PEOU toward PU (Davis, 1989; Heijden, 2001). 
But in context of ERP solutions, empirical researches are in some cases 
support this relationship (e.g., Amoako-Gyampah & Salam, 2004; Bueno 
& Salmeron, 2008; Calisir et al., 2009; Hsieh & Wang, 2007; Lee et al., 
2010; Yang Chan et al., 2013) and some researches are not support that 
relationship (Hwang, 2005; Shih & Huang, 2009; Shivers-Blackwell & 
Charles, 2006).

TAM was originally conceptualized in the context of personal use 
and ignored the role of organizational work on IT usage or its predictors 
(Sun et al., 2009). First, organizational users use ERP systems to perform 
specific tasks and speed organizational work, because of that it is impor-
tant to examine the role of organizational work in ERP usage. Second, 
ERP systems are mandatory to use by organizational workers where one 
user’s tasks on the ERP system are tightly integrated with other users’ 
tasks (Nah et al., 2004). In other words, ERP users generally do not have 
a choice not to use the ERP system, regardless of their attitude. On the 
other hand, organizations that implement ERP systems want to use their 
systems to the fullest potential and realize the promised benefits. Because 
of all that for organizations, it is important that ERP users not just use 
basic functionality of ERP systems but to use extended functionality them. 
Hsieh and Wang (2007) have defined extended use as the use behavior 
that goes beyond typical usage and can lead to better results and returns. 
Extended use captures the breath and frequency of using different ERP 
features and functions. If the users find the ERP system to be useful, he or 
she will be more inclined to fully examine and use its features and func-
tions (Saeed & Abdinnour-Helm, 2008).

In case of ERP implementations, other cognitive considerations beside 
PU and PEOU may become relevant (Nah et al., 2004). In the ERP context, 
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organizations have to adopt business processes of an implemented ERP 
system. Although one of the major benefits of ERP systems is that they 
offer to organizations solution with best business practices it is not neces-
sary that this is the best options for ERP users. Inherent business rules 
behind the processes gives them little choice but to follow strict business 
processes of ERP system, unlike the old system, which allowed them 
many different processes variations (Shanks et al., 2003). So organiza-
tions deploy ERP systems to facilitate organizational work rather than to 
match users’ personal preferences or habits. At this presume we view work 
compatibility strictly as the fit of ERP to organizational work, and not to 
personal preferences or work habits. Work compatibility, like ERP useful-
ness and ERP ease of use, is very much a perceptual construct as it is the 
perception of fit between IT and work that motivates employees to use 
the system, irrespective of the actual extent of fit (Sun et al., 2009). ERP 
work compatibility refers to “degree” to which can ERP user do most of 
their tasks in ERP system. Work compatibility influences ERP usefulness 
and so it demonstrates the importance of incorporating work compatibility 
in models of IT usage as exposed, that is, Sun et al. (2009) and Scott and 
Walczak (2009). In a context of ERP usage, it is expected that relation-
ship between work compatibility and ERP usefulness as the more work 
compatible ERP system is, the more useful it is for ERP users.

Although that the most important contributions of ERP systems are 
that they significantly reduce the time to complete business processes and 
help organizations to share information (Lee et al., 2010) and that orga-
nizations usually offer a better work environment for their employees as 
they are given more efficient system to work with, ERP systems have been 
plagued with high failure rates and inability to realize promised benefits 
(Kwahk & Lee, 2008) in routine stage of operation phase. One of the most 
important reasons seems to be ERP users who do not use ERP system 
in properly way. Attempt of this research is to improve understanding of 
how influence of 13 external factors can increase the degree of attitude 
of ERP users toward ERP system. This work extended previous research 
by incorporating the groups of external factors: personal innovativeness, 
computer anxiety, self-efficacy, and computer experience for conceptual 
factor PCIL; data quality, system performance, user manuals, and ERP 
functionality for conceptual factor STC; and business processes fit, orga-
nizational culture, ERP support, ERP communication and ERP training 
for conceptual factor OPC. These three conceptual factors have influence 
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on ERP ease of use and ERP usefulness, which have furthermore influ-
ence on attitude toward using ERP system. This study also employed SEM 
(PLS approach) to assess overall model fit to verify the causal relation-
ships between factors. Studying the influence of more external factors on 
constructs not only contributes to the theory development but also helps in 
designing interventional programs of organizations.

Empirical researches have found support for original relationships of 
TAM in ERP settings in routine stage (e.g., see Hsieh & Wang, 2007; 
Lee et al., 2010; Shih & Huang, 2009; Sun et al., 2009; Yang Chan et al., 
2013). Our research confirms their results of influence ERP ease of use 
and ERP usefulness on attitude toward using ERP system (H2 and H3) and 
also influence of ERP ease of use on ERP usefulness (H1).

Based on the analytical results, this study found that it can be observed 
more external factors through second-order factors. In routine stage, 
external factors personal innovativeness and computer anxiety through 
second-order factor PCIL have influence on ERP ease of use. While external 
factors self-efficacy and computer experience did not be significant.

In contrast to most IT implementation research, the fact that ERP 
implementation research is focused on one technology has enabled the 
effect of specific technological characteristics to be examined. We have 
not found a research which has examined system and technology charac-
teristics (SCT) upon the ERP system user acceptance. STC data quality, 
system performance, and user manuals have strong impact on ERP ease of 
use, while ERP functionality did not be statistical significant.

Furthermore, business process fit and organizational culture from OPC 
have strong impact on ERP usefulness. It is important that organization 
adopt business processes of ERP solutions. Somers and Neslon (2004) 
pointed out that business process reengineering plays a particular crucial 
role in the early stages of implementation; it is moderately important in 
the acceptance stage and tends to be less important once the technology 
becomes routine stage. But our research shows that business process fit is 
also important in routine stage. We cannot confirm statement of Lee et al. 
(2010) that if organization provides sufficient ERP support to organizational 
workers for their tasks, they are more likely to enjoy their work and improve 
their performance through usage of the ERP system. Amoako-Gyampah and 
Salam (2004) discover in their research that ERP user training and educa-
tion had not only just high impact during implementation phases but also in 
operation phases especially in routine phase, when training on a continuous 
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basis is required to meet the changing needs of the business and enhance 
employee skills. Our research shows that ERP users do not think that they 
need formal or informal training. ERP communication promotes user trust 
toward the ERP systems and consequently user acceptance and actual usage. 
ERP communication is viewed as having a high impact from initiation to 
system acceptance, as it helps to minimize possible user resistance (Somers 
& Neslon, 2004), but it is not find significant at the routine stage.

The implications for researchers and practitioners, an extended version 
of TAM through second-order factors was proposed to improve the 
explanatory power of ERP usage. The new technique (PLS approach) for 
analysis of model is used. This research has potential for practical applica-
tion in the degree of ERP system usage. By confirming external factors, 
organizations should work on their organization culture and business 
process fit and on the other hand on their ERP system to assure better data 
quality, system performance, and user manuals to their users and in that 
way improve degree of attitude toward ERP system.

This study has certain limitations, which may present opportunity for 
further research. Since the respondents to the survey were limited to enter-
prises in our country, this study should be extended to other counties. Further 
research is needed to explore importance of presented external factors in 
different phases of ERP life cycle and also included some new external 
factors (e.g., top management support). Because ERP solutions are imple-
mented by different methodologies and approaches importance of external 
factors by ERP solutions also could be explored. In latest researches of ERP 
systems, factor work compatibility was presented (see Nah et al., 2004; 
Sun et al., 2009). Impact of external factors on work compatibility and also 
impact of work compatibility on TAM should be researched.
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ABSTRACT

One of the emerging challenges for the universities across the globe is 
its effective leadership. It is one of the most important aspects to run any 
organization successfully, likewise educational organization. However, it 
seems mechanism for leadership development in the higher education is 
missing. So, if an organization is at top, it must have effective leader. The 
present chapter is an attempt to highlight the issue and study leadership 
effectiveness of heads of departments of private and privately sponsored 
deemed to be universities. The chapter concludes that head of the depart-
ments at both types of private universities (PU) have moderate level of 
the leadership effectiveness. Furthermore, gender and experience of head 
of the departments have no effect on leadership effectiveness. The IQAC 
(Internal Quality Assurance Cell) can be used as instrument to develop 
leadership in the PU.

7.1 INTRODUCTION

The contemporary universities across the globe are facing several chal-
lenges. One of the emerging challenges for the universities across the 
globe is its effective leadership. Though, the positive effects of leader-
ship development in commercial organizations also apply to the academic 
context (Braun et al., 2009, p. 195). But rarely, a functional mechanism 
in the universities is found. Braun et al. (2009) highlighted that to date 
systematic leadership development is largely lacking for employees in 
higher education (p. 195).

The trend for leadership effectiveness in higher education is not 
contrary to the global trend. The chapter discusses the leadership effec-
tiveness in the private universities (PU) in India.

7.1.1 UNIVERSITIES IN INDIA

The word university is derived from the Latin word universitasnagistrorum 
et scholarium which roughly means community of teachers and scholars 
(Wikipedia.org/wiki/university). The word university refers in general to a 
number of people associated with one body, a society, company, commu-
nity, etc. “A university is a place where new ideas germinate, strike roots 

http://Wikipedia.org/wiki/university
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and grow tall and sturdy. It is a unique space, which covers the entire 
universe of knowledge. It is a place where creative minds converge, 
interact with each other and construct visions of new realities. Established 
notions of truth are challenged in the pursuit of knowledge” (Pal, 2009).

In India, university means an institution established or incorporated by 
or under Central Act, a Provincial Act or a State Act and includes any such 
institute as may in consultation with university concerned, be recognized 
by the UG in accordance with regulations made in this regard under the act 
(MHRD—mhrd.gov.in/overtest11).

In India, there are several types of university level institutions namely 
Central University, Institutions of National Importance, State University, 
Private University as well as Deemed to be University. Further, Deemed to 
be University are of two types (a) Deemed to be University which gets fund 
from government and (b) Privately sponsored Deemed to be University.

Central Universities, Institute of National Importance and some 
deemed to be universities (DU) are managed by Central Government. 
State Universities are managed by State Government, and PU and some 
DU are managed by private sectors through some nonprofitable society or 
trust.

In the study the focus was on the PU and private-sponsored (nongov-
ernment funded/granted) DU.

7.1.1.1 PRIVATE UNIVERSITY IN INDIA

Private University in India is emerging out as a new service industry. It 
produces human resources for not only the country but also for the world. 
Private University in India, as an organization, is transforming exponen-
tially in order to keep pace with domestic demands. This transformation 
requires an effective leadership in these universities in order to keep pace 
with global trend.

Last decade, an unprecedented quantitative growth has been witnessed 
in Higher Education System (HES). India has one of the largest HESs in 
the world. During the last decade, an exponential growth in HES has been 
observed, especially in private institutions. The number of PU reached to 
182 in 2014 from just 14 in 2005 (University Grants Commission Annual 
Reports). Private university system is emerging as a parallel system to its 
public counterpart as far as its quantitative growth is concerned. More-
over, Chhapia (2009) reported that:

http://www.MHRD%E2%80%94mhrd.gov.in/overtest11


168 Employees and Employers in Service Organizations

Every second student in India enrolls in a private college/institution. In 
2001, when private unaided institutes made up to 42.6 percent of all higher 
institutes 32.89 percent of Indian students studied in them. By 2006 the 
share of private institutes went up to 63.21 percent and their student’s 
share went up to 51.53 percent. (p. 7)

One of main reasons for this expansion is highlighted by Pal (2009) as 
“in the absence of any significant expansion in different sectors of higher 
education by the States has created a space for the growth of private 
providers” (p. 32).

Despite this largest status, there is still a wide gap for a huge expansion 
in HES. National Knowledge Commission [NKC] (2009) of India high-
lighted that “the portion of our population, in the relevant age group, that 
enters the world of higher education is about 7 per cent” (p. 62).

Quantitative growth of higher educational institutions (HEIs) is unprec-
edented. But as far as quality concern, it has several apprehensions to deal 
with. The NKC (2009) noted that “a quiet crisis in higher education in 
India, that runs deep” (p. 66). Furthermore, Thorat (2011) highlighted the 
fact that “68 per cent of the universities and 91 per cent of the colleges are 
rated average or below average in terms of quality parameters specified by 
the National Assessment and Accreditation Council (NAAC)” (p. 16). It 
may be inferred that most HEIs in India are neither scoring higher interna-
tional ranking in any international reputed ranking system nor getting high 
ranking in parameters especially developed for Indian context by NAAC.

Thus, there is quantitative growth in the PU in India but at the front of 
quality these are not at par. Now it is the time on which the quality of these 
institutions should be developed.

An effective leadership is an instrument which can lead the transfor-
mation between quantitative to qualitative growths. In order to develop 
a world-class university, an effective leadership is prerequisite in the 
university.

7.1.2 LEADERSHIP EFFECTIVENESS

Leadership means ability to lead an organization. It is the process by which 
a leader ingeniously directs guides and influences the work of others in 
attaining specified goals or objectives. It may be defined as a position of 
power held by an individual in a group, which provides him/her with an 
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opportunity to exercise interpersonal influence on the group members for 
activating and directing their efforts toward positive goals.

There are several ways to define leadership. It may be defined as a 
process, that influences other people to achieve common objectives of 
organization and guides the organization in a way to make it more coherent 
and cohesive is called leadership (Harman, 2002). It may also be defined 
as a process of leading people in the right direction in order to achieve 
goals.

Leadership is typically defined by the traits, qualities, and behavior 
of a leader (Horner, 2003). The leadership quality of head of the depart-
ments is a crucial factor in the success of any department progressively 
of the university. Leadership as the skill of a person is to influence an 
individual or a group for achieving their goal. Thus, the interpersonal skill 
of a person, to influence others was the only aspect, which was consid-
ered as criterion of leadership in ancient time. With the advance of civi-
lization, the role of a leader extended to almost all walks of life ranging 
from social life to occupational and organizational life, from local level 
to global level. Consequently, the issue became a subject of profound and 
profuse thinking. Leaders must have followers; one cannot be a leader 
unless there are people to be led. Leaders have more power to influence 
followers than the followers have to influence the leaders. The objective 
of leadership is to influence followers to achieve goals of the group. It is 
the process by which a person influences others to accomplish an objec-
tive and directs the organization in a way that makes it more cohesive and 
coherent. Though much research was done to identify the traits, no clear 
answer was found with regards to what traits consistently were associ-
ated with great leadership (Horner, 2003). Yukl (1998) defined the lead-
ership as a process of interaction between the leader and the other staff, 
influencing them toward workplace goals achievement. Leadership is the 
ability to provide direction toward chosen future aspirations and aligns the 
followers toward goals achievement (Kelly-Hiedenthal, 2004). Moreover, 
leadership is viewed as an active interactive process that involves various 
aspects like planning, organizing, directing, and controlling the group 
overall. According to Roussel et al. (2006), the activities of an organized 
group could be affected by a process in which the endeavors to achieve the 
objectives and tasks are managed by leadership. Leadership can be defined 
as inducing individuals or a group to take an action in according to the 
purpose of the leader. Leadership can be formal or informal. As Sullivan 
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and Decker (2004) explain, it can be formal when a manager demonstrates 
power and authority within a framework of legal approval by the organi-
zation. Leadership can be informal when utilized by a staff member who 
does not have effective leadership skills, ideas, and roles to promote the 
performance of the work outcomes.

Effective leadership is central to an organization’s success (Braun et al., 
2009). Furthermore, it develops both managerial and leadership behaviors 
and qualities.

Leadership effectiveness involves a group with the leader as the main 
directive element. A transactional view of leadership effectiveness empha-
sizes between leader and follower relationship in two aspects: first, it 
deals with the responsiveness of the group gaining specified goals, and 
second, securing those goals with greatest possibilities consideration 
for the individuals comprising the group. It depends upon the things are 
done to produce desired outcomes of group, as well as the outcomes of 
themselves. Leadership effectiveness means achieving a productive use 
of human and material resources beyond potential. It contributes to use 
of human and material resources, at or beyond potential. The leader-
ship effectiveness is one of the important parameter to judge quality in 
higher education. Gedney (1999) identifies the characteristic of an effec-
tive leader is “someone who motivates a person or a group to accomplish 
more than they would have otherwise accomplished without that leader’s 
involvement” (p. 1).

Leadership is important in providing direction, motivation, creating 
confidence, high morale, team spirit, and encouragement of initiatives 
to the group of staff members. An effective leadership provides effective 
direction to the organizations and its staff/members. To attain the specific 
objectives of the organization, there must be the direction of activities. 
The direction of activities is effected through leadership (Brecken, 2004). 
Leadership is the motivating power to group efforts. Effective leadership 
motivates the subordinates for higher productivity (Gary, 1996). Motiva-
tion is a goal-oriented characteristic that helps a person to achieve their 
objectives (Lyer, 2015; Oni, 2013). It pushes an individual to work hard 
at achieving his or her goals. An executive must have the right leader-
ship traits to influence motivation. However, there is no specific blueprint 
for motivation. An effective leader must have a thorough knowledge of 
motivational factors for others. He must understand the basic needs of 
employees, peers and his superiors. Leadership is used as a means of 
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motivating others (MSG [Management study guide], http://management-
studyguide.com/leadership-motivation.htm). Leadership creates confi-
dence in the subordinates by giving proper guidance and advice. Locke 
(1997) found that transformational leadership can express the trust to 
subordinates and enhance their confidence.

Good leadership increases the morale of the employees that, in turn, 
contributes to higher productivity. Ngambi (2011) found in his study 
the existence of relationship between leadership and morale, and those 
leadership competencies such as communication, fostering trust, and 
team building set a clear direction for the colleagues that impact on 
their morale. Neely’s (1999) research explored the relationship between 
employee morale and productivity. His results revealed a pattern that links 
the productivity of employees with their level of morale.

Effective leadership promotes team-spirit and team-work which is 
quite essential for the success of any organization. Teams are an essential 
component of successful organizations today and building and motivating 
teams are necessary pursuits to attain that success. Teams require contin-
uous nurturing and interaction to maintain high performance throughout 
their temporary lives. Leadership must now concentrate on motivating and 
supporting teams using tools that were not previously considered but have 
become crucial in a globalizing environment. In order for a team to be 
attuned to success, a combination of attributes are required that include: 
clear objectives; shared leadership; clear roles and responsibilities; inter-
dependent members; mutual encouragement; and trust between the leader 
and the team (Sohmen, 2013).

A progressive, forward, and democratic-minded leader always encour-
ages initiative on the part of the followers. Intellectually stimulating 
leaders encourage employees to think for themselves, question long-held 
assumptions, and approach problems in innovative ways (Jennifer & 
Julian, 2013).

Thus, it may be concluded that the leadership is highly important to the 
development of organizations. An effective leader can create an excellent 
work environment evolving a certain direction, work motivation, creating 
confidence, higher morale, team spirit, and encouragement of initiatives 
among all its subordinates in order to achieve the goal of the organization. 
Effective leadership can help to run any service organization successfully 
including educational organization. So, if an organization is at top. It must 
have effective leaders. Furthermore, an effective head of the departments 

http://management-studyguide.com/leadership-motivation.htm
http://management-studyguide.com/leadership-motivation.htm
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at private university may lead the department and achieve the goal of the 
university, meet the global challenges and can keep the pace with global 
development. Undoubtedly, leadership is an important notion affecting 
performance of organizations. The realization that schools must trans-
form is placing greater responsibility on school heads as managers and as 
leaders (NUEPA, 2014). Viewing the importance of the leadership effec-
tiveness it is very essential to investigate the status of leadership effective-
ness among the private and DU in India.

7.2 OBJECTIVES OF THE STUDY

1. To compare the leadership effectiveness of head of the depart-
ments of Private and DU.

2. To compare the leadership effectiveness of heads of engineering 
department of Private and DU.

3. To compare the leadership effectiveness of heads of management 
department of PU and DU.

4. To compare the leadership effectiveness of head of the depart-
ments in relation to their gender.

5. To compare the leadership effectiveness of head of the depart-
ments in relation to their work experience.

7.2.1 HYPOTHESES OF THE STUDY

1. There will be found a significant difference of the leadership effec-
tiveness of head of the departments from PU and DU.

2. There will be found a significant difference of the leadership effec-
tiveness of heads of engineering department from PU and DU.

3. There will be found a significant difference of the leadership effec-
tiveness of heads of management department from PU and DU.

4. There will be found a significant difference of the leadership effec-
tiveness of head of the departments in relation to their gender.

5. There will be found a significant difference of the leadership 
effectiveness of head of the departments as function of their work 
experience.
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7.3 METHODOLOGY

7.3.1 SAMPLE

Population of the study was consisted of all the PU and private-sponsored 
(nongovernment funded/granted) “DU” from Delhi National Capital 
Region (NCR).

Target population was consisted of all the PU and private-sponsored 
(nongovernment funded/granted) DU in Delhi NCR established till the 
date of 31 March 2009 having engineering and management departments.

The date 31 March 2009 was chosen in order to ensure that university 
must have completed three academic years (six semesters) so that univer-
sity have some cumulative investment on teaching-learning resources. The 
two departments (Engineering & Management) were selected as these are 
common in most of “PU” and “DU” of Delhi NCR. Head of the depart-
ment (Engineering & Management) & Faculty working in the university 
for more than 6 months were target population.

Sampling frame enlisted four private-sponsored (nongovernment 
funded/granted) DU and three PU of Delhi NCR. Head of the departments 
of engineering and management departments were comprises sampling 
frame.

7.3.1.1 SELECTION OF THE UNIVERSITIES

Two PU and two DU were selected with the use of “Simple Random 
Sampling Technique.” The use of simple random sampling technique was 
well justified as a well maintained list of PU and DU were developed and 
used for sampling. It discarded the biasness of researcher as “Random 
method ensures the same probability of all possible sample of fix size n” 
(Kerlinger, 2011) so, it ensures that there was no control of researcher on 
sample selection.

7.3.1.2 SELECTION OF HEAD OF THE DEPARTMENTS

As common departments were considered for the selection of head of the 
departments, so heads were automatically selected; thus, there was no 
scope of researcher’s biasness.
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In case university has more than one department for Engineering or 
Management stream and headed by separate heads then one head of the 
department who has completed 6 months at present position selected. If 
there was more than one head of the department who has completed 6 
months at current position then one head was selected with the use of simple 
random sampling technique in order to discard biasness of the researcher.

7.3.2 INSTRUMENT USED: ASSESSMENT OF LEADERSHIP 
EFFECTIVENESS

Leadership is one of the most important aspects to run any organization 
successfully likewise for the universities. Assessment of leadership effec-
tiveness is a complex work as “there are no universal traits of leaders, certain 
requirements for leadership effectiveness do exist across diverse situations” 
(Taj, 2010). The most commonly used measure of leader effectiveness the 
extent to which the leader’s organizational unit performs its task success-
fully and attains its goals. In some cases, objective measures of performance 
are available such as profits, profit margin, increase sales, market share, 
sales relative to target sales, return on investment, productivity, cost per unit 
of output, cost in relation to budgeted expenditure, and so on. In some cases, 
subjective ratings of effectiveness are obtained from the leader’s superiors, 
peers, or subordinates. The attitude of followers toward the leader is another 
common factor of leader effectiveness. Its indicators are related to satisfying 
the needs and expectations of followers the respect and admiration of the 
followers for the leader and commitment of the followers (Dhar & Pethe, 
2003). In university system, effective leadership can help in achievement of 
aims and objectives of the University. So, “a systematic leadership develop-
ment program needs to be developed to ensure academic leadership effec-
tiveness in research universities” (Shahmandi et al., 2011).

The study used leadership effectiveness scale (LES) by Haseen Taj 
(2010) for the data collection which has high (intrinsic validity, 0.60, 0.78, 
and 0.67) validity and (test–retest 0.60 and split half 0.64) reliability.

7.3.3 METHOD

Descriptive survey method was employed for the study.
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7.3.4 STATISTICAL TECHNIQUES USED

The obtained data are statistically analyzed herewith the objectives 
of clarifying and explaining the problems raised and hypotheses 
formulated.

1. The statistical measures employed in this study were as follows:
2. Mean values and SD were calculated for graphical presentation of 

the data related to different level/type of variables.
3. t-Test has been employed to explore the extent to difference of 

leader effectiveness among the heads of various departments from 
PU and DU with help of SPSS-20.

7.4 EMPIRICAL RESULTS

7.4.1 LEADERSHIP EFFECTIVENESS OF HODS OF PRIVATE 
AND DEEMED TO BE UNIVERSITIES

As shown in Table 7.1 that the result reveals that the group of HoDs of 
private university was found to be slight more leadership effectiveness 
(M = 271.33, N = 40, SD = 12.25) than the group of HoDs of DU (M = 
270.80, N = 40, SD = 13.81). However, the t-ratio (0.18) was found not 
significant.

TABLE 7.1 Leadership Effectiveness of Heads of Private and Deemed to be Universities.

S. No. University No. Mean SD SEm t-Ratio p-Value Sig.

1 Private 40 271.33 12.252 1.93 0.18 0.85 NS

2 Deemed to be 40 270.80 13.816 2.18

Hence, the null hypothesis (H0), that is, there is no significant differ-
ence of the leadership effectiveness of head of the departments of PU and 
DU is accepted. It means the type of universities have no effect on lead-
ership effectiveness of head of the various departments. So, the head of 
departments at both types of the universities has moderate level of effec-
tiveness as per norms and guideline manual of LES.
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7.4.2 LEADERSHIP EFFECTIVENESS OF HEADS OF 
ENGINEERING DEPARTMENT

As given in Table 7.2 that the result reveals that the group of heads of 
engineering department of PU was found to be slight more leadership 
effectiveness (M = 271.35, N = 20, SD = 11.6) than the group of heads 
of engineering department of DU (M = 270.70, N = 20, SD = 13.14). 
However, the t-ratio (0.089) was found not significant.

TABLE 7.2 Leadership Effectiveness of Heads of Engineering Department.

S. No.  Engineering Dept. No. Mean SD SEm t-Ratio p-Value Sig.

1 Private 20 271.35 11.60 2.5 0.089 0.986 NS

2 Deemed to be 20 270.70 13.14 2.3

Hence, the null hypothesis (H0), that is, there is no significant differ-
ence of the leadership effectiveness of head of the engineering department 
of PU and DU is accepted. It means that the engineering departments at 
both types of the universities have similar leadership effectiveness. The 
heads of engineering department at both types of the universities have 
moderate level of effectiveness as per the norms and guideline manual of 
LES.

7.4.3 LEADERSHIP EFFECTIVENESS OF HEADS OF 
MANAGEMENT DEPARTMENT

As exhibited in Table 7.3 that the result reveals that the group of heads 
of management department of PU was found to be slight more leadership 
effectiveness (M = 271.30, N = 20, SD = 13.17) than the group of heads 
of management department of DU (M = 269.90, N = 20, SD = 14.73). 
However, the t-ratio (0.317) was found not significant.

Hence, the null hypothesis (H0), that is, there is no significant difference 
of the leadership effectiveness of head of the management department of 
PU and DU is accepted. It means that the management departments at both 
types of the universities have similar leadership effectiveness. The heads 
of management department at both types of the universities have moderate 
level of effectiveness as per the norms and guideline manual of LES.
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TABLE 7.3 Leadership Effectiveness of Heads of Management Department.

S. No. Engineering Depts. No. Mean SD SEm t-Ratio p-Value Sig.

1 Private 20 271.30 13.17 2.9 0.317 0.345 NS

2 Deemed to be 20 269.90 14.73 3.2

7.4.4 LEADERSHIP EFFECTIVENESS OF HEAD OF THE 
DEPARTMENTS IN RELATION TO THEIR GENDER

As exhibited in Table 7.4 that the result reveals that the group of male 
heads of various department of PU and DU was found to be slight more 
leadership effectiveness (M = 272.23, N = 39, SD = 11.84) than the effec-
tiveness among the group of female heads of various department of PU 
and DU (M = 269.95, N = 41, SD = 14.02). However, the t-ratio (0.78) was 
found not significant.

TABLE 7.4 Leadership Effectiveness of Head of the Departments in Relation to their 
Gender.

S. No. Gender N Mean SD SEm t-Value p-Value Sig.

1 Male 39 272.23 11.84 1.896
0.78 0.43 NS2 Female 41 269.95 14.02 2.191

Hence, the null hypothesis (H0), that is, there is no significant difference 
of the leadership effectiveness of male and female head of departments of 
PU and DU is accepted. It means that gender has no effect on leadership 
effectiveness. The finding is in the consonance with Gedney (1999) and 
Paustian-Underdahl et al. (2014). The male and female heads of various 
departments at both types of the universities have moderate level of leader-
ship effectiveness as per the norms and guideline manual of LES.

7.4.5 LEADERSHIP EFFECTIVENESS IN RELATION TO THEIR 
EXPERIENCE

As shown in Table 7.5 that the result reveals that the group of HoDs of PU 
and DU having experience below than 5 years and above 5 years expe-
rienced was found to be slight different on the score of their leadership 
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effectiveness. Such as, least experienced (below 5 years) were found to be 
more leadership effectiveness (M = 271.87, N = 60, SD = 12.71) than the 
effectiveness among the group having more experienced (above 5 years) 
(M = 268.65, N = 20, SD = 13.78). However, the t-ratio (0.783) was found 
not significant.

TABLE 7.5 Leadership Effectiveness in Relation to their Experience.

S. No. Experience N Mean SD SEm t-Value p-Value Sig.

1 Up to 5 years 60 271.87 12.71 1.64 0.783 0.43 NS

2 More than 5 years 20 268.65 13.78 3.08

Hence, the null hypothesis (H0), that is, there is no significant differ-
ence of the leadership effectiveness of HoDs of various departments of 
PU and PU having experience below 5 years and HoDs having experi-
ence more than 5 years is accepted. It means that the work experience 
has no effect on leadership effectiveness. The finding is in dissonance 
of the common sense. Possible reasons for such trends in the observed 
pattern of results may be speculated in terms the individual characteristics 
and organism factors. All the HoDs of various departments from PU and 
DU have moderate level of leadership effectiveness as per the norms and 
guideline manual of LES.

7.5 CONCLUSION

It has been observed that an exponential growth in PU in India. In order to 
improve their quality, effective leadership is prerequisite. It is the foremost 
important construct for achieving organizational goal. An effective leader 
can transform a university in a quality educational institution. But, Braun 
et al. (2009) highlighted that to date systematic leadership development is 
largely lacking for employees in higher education (p. 195). Moreover, the 
chapter concludes that head of the departments at both types of PU have 
moderate level of the effectiveness. One of the important reason for this 
explained by Braun et al. (2009) that “faculty are appointed to a senior 
rank based upon their deep subject knowledge, experience, and scientific 
accomplishment (e.g., number of publications in international journals), 
not based on leadership skills. Subsequently, senior faculty members hold 
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leadership positions without adequate preparation” (p. 196). Thus, there is 
a need to formulate leadership development program for students.

Moreover, if the quality of the university is to enhance, then there is 
need to develop its leadership capacity with proper leadership develop-
ment programs. The chapter further concludes that gender and experience 
of HoDs have no effect on leadership effectiveness.

Further, Bhatkar and Bhatkar (2012) conducted a research on the topic 
“IQAC (Internal Quality Assurance Cell)” a tool to evolve functional 
Leadership in the Institutions concluded that Leaders are not born with 
time and maturity they emerge. The mechanism and procedure of IQAC 
will be instrumental in developing the leadership traits in institution. Those 
leasers with these virtues and qualities will then be equipped to handle the 
challenges in academic administrative and financial reforms. It is the assi-
duity and perseverance that yields the desired results. The management of 
the PU should consider IQAC as an instrument to transform its leader as 
effective leader.
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ABSTRACT

In an era where knowledge dominates the spectrum of industries, the acute 
shortage of talent to rule the roost has been visible everywhere. It appears 
as if the corporate world has awakened from the deep slumber of a manu-
facturing mind set to developing the talent capability of the individuals 
within the organizations. Talent is the engine of the modern organization, 
and employee engagement is the mystery ingredient that can transform 
the engine’s output. The organizations which can boast of extraordinary 
performance are the organizations that have utilized and engaged the 
high powered individuals better. To quote Branson, “We embarked on 
consciously building Virgin into a brand which stood for quality, value, 
fun, and a sense of challenge. We also developed these ideas in the belief 
that our first priority should be the people who work for the companies, 
then the customers, then the shareholders. Because if the staff is motivated 
then the customers will be happy, and the shareholders will then benefit 
through the company’s success.” The chapter is about understanding the 
best practices in engaging high powered employees better and managing 
the talent shortage in a strategic way.

8.1 INTRODUCTION

Talent management is increasingly seen as a critical element of helping 
organizations to achieve competitive advantage. The growing economic 
importance of knowledge-based services and products is driving the need 
for higher level skills in diverse as construction, pharmaceuticals, defense 
and high technology, which are already experiencing serious shortfalls 
of available global talent, with even greater shortages predicted in years 
to come. Similarly, skilled workers expect to carry on developing their 
skills, if organizations are to successfully attract new talent; they have to 
provide growth opportunities and see that the employees associate mean-
ingfulness in the work and work place. The most comprehensive report we 
have seen was the ISR Employee Engagement Report in 2006. It reported 
that organizations with highly engaged workforces performed up to 50% 
better than those with low engagement. Forty-six percent of the employees 
are reactively or actively disengaged have misguided loyalty or are actu-
ally there to mostly impact negatively to the organization. In fact, every 
manager starting from CEOs to managers should be concerned about the 
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waste of time, money, and resources within their organization. The reason 
is simple—if people are not engaged, they don’t see meaningfulness in 
the work they do and it further leads to sheer wastage of time and effort. 
It is imperative therefore to know that engaging staff is the “how” of any 
strategy and to drive it successfully, the organization should be clear as 
to what aspects of employee engagement. For example, if an organiza-
tion wishes to change the culture of its organization, it will depend on the 
raising on the standard of management and leadership, which in turn will 
require capable managers to be able and willing to do what is needed to 
deliver success. Therefore, the key focus is spotting the kind of people 
who will drive this change with enthusiasm and vigor.

The whole of the effort of the organization is to find out ways and means 
of creating this vigor and enthusiasm not only in the selected few but also 
among the rest of the organization. The role of the manager then is to 
create conditions in which change can occur. Managers need to pay atten-
tion to their environments—today if they are not able to create the oppor-
tunities and design the jobs as per the competencies of their employees, 
the day is not far when employees flock to the competing organization to 
seek meaningfulness for their work. Managers can create a fluid and adap-
tive organization where there is increasing information flows, improving 
processes, changing structures, and enabling people to develop the skills 
required to work in them. It is important for the organization to know 
that they should act as enablers in future to get the things done to meet 
high end results altogether. Unfortunately, most companies readily talk 
the talk when it comes to encouraging employee learning and develop-
ment, but few know how to convert these concepts into reality. In his book 
“Learning in Action,” David A. Garvin outlines a set of criteria that can 
be used as a litmus test: like—identifying whether the organization is a 
learning organization or not; is the organization open to discordant infor-
mation or not; is the organization able to avoid repetitive mistakes; and 
can the organization prevent leaking of vital information if key people 
leave the organization. This few things were critical in knowing the nature 
of the organization and the depth of involvement of the people who are the 
assets for that organization. Organization can definitely look forward to 
work for such a type of environment where meaningfulness is established 
and the connectivity between the employer and the employee (inclusive 
of the talented ones) is set—so that it makes the wheel of the organization 
move at a faster pace.
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Companies that are prominent in the “new economy” such as Dell, 
Microsoft, and Cisco naturally embrace learning and development as 
part of their culture. But many companies with much longer histories are 
setting the pace as well. One example is General Electric, where former 
CEO Jack Welch created an innovative experiment in experiential learning 
called the change acceleration process. Growing out of the conviction, 
the only thing certain in the future is uncertainty and the need to manage 
continuous learning more efficiently is the order of the day, this process 
draws together participants in small teams and presents them with a real 
problem to solve.

The concept of employee engagement describes an employee who 
is committed and fascinated about his/her work. In his book, Getting 
Engaged: The New Work place Loyalty, author Tim Rutledge explains 
that truly engaged employees are attracted to, inspired by, their work. 
Engaged employees care about the future of the company and are willing 
to invest the discretionary effort—exceeding duty’s call—to see that the 
organization succeeds. Engaged employees are those who are emotion-
ally connected to the organization and cognitively vigilant. The concept 
of engagement was not introduced to management literature until the late 
20th century by Bill Kahn, who defined it as “the simultaneous employ-
ment and expression of a person’s “preferred self” in task behaviors that 
promote connections to work and to others, personal presence (physical, 
cognitive, and emotional), and active full role performances” (1990). 
Put in everyday terms, engagement is a measure of the degree to which 
people express their identity at work—not only who they are but also who 
they would like to be. An article in the journal titled Journal of Happi-
ness Studies (Schaufeli et al., 2002) identified the physical, intellectual, 
and emotional components of high engagement, respectively, as “vigor,” 
absorption, and dedication:

• Vigor: Highly engaged people are physically active and emotion-
ally resilient. They are able to sustain any amount of hardships in 
the workplace.

• Absorption: Highly engaged employees find their work engrossing 
and throw themselves into it without thought of time or surround-
ings or how they look to others.

• Dedication: Engaged employees are dedicated to their work because 
they find it meaningful and fulfilling.
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Such behaviors are easily observable and it can be inferred that if an 
employee brings the enthusiasm to the work place, it creates a learning 
environment in the workplace. Gallup management journal publishes a 
semiannual Employment Engagement Index. The most recent US results 
indicate that:

• Only 29% of employees are actively engaged in their jobs. These 
employees work with passion and feel a profound connection to 
their company.

• Fifty-four percent of the employees are not engaged. These 
employees have essentially “checked out,” sleepwalking through 
their workday and putting time—but not passion into their work.

• Seventeen percent of employees are actively disengaged. These 
employees are busy acting out their unhappiness, undermining 
what their engaged coworkers are trying to accomplish.

It has been observed that these highly engaged employees had a signifi-
cant contribution to usurp change in the organization. Eighty-four percent 
of the highly engaged workforce believe that they can positively impact 
the quality of their organization’s products, compared with only 31% of 
the disengaged. Seventy-two percent of the highly engaged employees 
believe that they can positively affect customer service versus 27% of the 
disengaged.

Given these data, it is not difficult to understand that companies that do 
a better job of engaging their employees do outperform their competitors.

In 2011, Towers Perrin’s Global workforce study showed that barely 
one in five employees (21%) are engaged on the job, 8% are fully disen-
gaged, and the remaining 71% fall into categories: enrolled (partially 
engaged) and disenchanted (partially engaged).

There is a clear association between engagement and retention. The 
more engaged the workforce the greater the percentage of employees that 
plan on staying with their current employer.

8.2 CONCEPT OF EMPLOYEE ENGAGEMENT

Before we look at how to improve employee engagement, let’s take a look 
at some definitions:
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The extent to which employees feel committed because of a big idea 
and a big purpose.

Employees make a commitment to stay and engage if “promises made 
are kept.”

Engagement is the extent to which employees enjoy and believe in 
what they do, feel valued for it and are willing to spend their intellectual 
effort to make the organization successful.

According to Aon Hewitt’s definition of employee engagement 
employees are engaged they “say, stay and strive.” They speak posi-
tively about the organization to others; are committed to remaining with 
their current employer; and are motivated by their organization’s leaders, 
managers, culture, and values to go above and beyond to contribute to 
business success.

We can therefore summarize most of the definitions of employee 
engagement to the fact that it can be observed through the commitment 
levels of the employees and their contribution to the betterment of the 
organization.

But there is a striking difference between employee engagement and 
employee satisfaction; employee satisfaction is a measure of an employee’s 
happiness with a company, their particular job or their coworkers among 
other factors. While an employee’s happiness or satisfaction is important 
and can contribute to their engagement, it’s not the same as engagement. 
Engagement refers to the emotional attachment one has to their job or 
organization, their enthusiasm for their work or the degree to which they 
act to further the organizations interests.

Engagement is both about the work environment and the work experi-
ence. According to HCI, employees who are engaged:

• use their talents every day;
• provide a consistent level of performance;
• build connections and professional networks;
• are committed to the company and values;
• have high energy;
• broaden what they do and build it; and
• helps make the organization more profitable.

While a moderately engaged employees displays the following 
behavior patterns:
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• is meeting their performance goals; and
• is satisfied with their position in the organization.

In short they’re doing what’s required. They’re just not going the extra 
mile.

Whereas a disengaged employee often displays the following behaviors:

• often doesn’t know what is expected of them—and doesn’t ask for 
clarification;

• may not feel that they have resources they need to do their work 
effectively;

• does not feel committed to the organization or their coworkers; and
• is actually costing the organization approximately $3400 for every 

$10,000 in paid salary.

Engagement research also shows that an employee’s mindset or atti-
tude about their ability to impact quality, costs, and customer service 
varies with their engagement levels. The more engaged an employee is, 
the more they believe they can make a difference and the more they try.

8.3 EMPLOYEE ENGAGEMENT AND BUSINESS OUTCOMES

The three types of outcomes which that matter to employers: increased job 
performance, increased citizenship behavior and decreased withdrawal 
behavior (absenteeism and turnover). Each of these is potentially valuable 
to the organization. Clearly, job performance matters because organiza-
tional performance is largely the sum of the performance of individual 
employees. Organizational citizenship behavior represents things that an 
employee does that are necessary but not formally a part of the job. All 
firms depend on employees who take initiative, are proactive, go above 
and beyond their formal role, and conscientiously do what needs to be 
done. Withdrawal behavior (absenteeism and especially turnover) is far 
more expensive than is commonly realized. An incident of turnover typi-
cally costs 0.5–2 times annual salary depending on employee skills.

Organizations always want greater job performance and greater citi-
zenship behavior, but they do not always want less turnover. Turnover 
rates vary inversely with unemployment rates; when employees have few 
job opportunities, they stay put. At such times, organizations do not need 
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to reduce voluntary turnover and they may welcome it when they need to 
reduce staffing.

How strong is the relationship between engagement and business 
outcomes? The contemporary practitioner literature filled with claims 
that employee engagement is a key to business results. A sampler of such 
reports:

1. Gallup consulting (2008) claims that a disengaged employee 
can cost the US economy over $300 billion in lost productivity 
and that the difference between organization in the top quartile 
of engagement on its 12 item survey measure show 18% greater 
productivity, 12% greater profitability, 27% less absenteeism, 51% 
less turnover, and 62% fewer safety incidents than organizations in 
the bottom quartile on engagement.

2. A corporate leadership council study surveyed over 50,000 
employees in 39 companies worldwide and concluded that 
increased engagement can lead to a 57% improvement in discre-
tionary effort, a 20% individual performance improvement and an 
87% reduction in turnover intentions.

Overall, there is strong evidence that employee involvement prac-
tices foster employee engagement, relatively good evidence shows that 
employee engagement promotes job performance and strong evidence that 
employee engagement decrease withdrawal and increases citizenship.

8.4 THE RELATION BETWEEN TALENT MANAGEMENT AND 
EMPLOYEE ENGAGEMENT

For better employee engagement as we know that we need to identify 
their competencies and understand their interest areas whereby they can 
be placed in better fitted jobs. Talent management is nothing but designing 
and creating systems where the talented individuals are identified and 
allowed to showcase their talents and the productivity of the employees 
improves. By doing so, not only the talented individuals but also the 
average performers get the motivation to come back to workplace. Busi-
nesses now aim to give more attention to both talent management and 
employee engagement. That attention needs to be well directed; those 
actions need to be well developed.
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The first and foremost benefit which happens though better employee 
engagement program is that the talented individuals who join the orga-
nization are oriented in a better fashion about the organization culture 
rather than putting posters about organizational culture. In the initial days 
employees come with lots of doubts and hopes; this can be met through an 
engaging onboarding exercise by which with lot of ease they get to know 
the organizational culture.

Second important aspect of employee engagement program which 
has a significant role in managing talent in the organization is engaging 
employees productively is also developing them and increasing their 
career enhancement. Employees take up various courses and try to skill 
themselves in their related fields and this is an engaging exercise. Espe-
cially in Asian countries, it has been observed through Gallup survey that 
employees tend to stay in the organization where they could see career 
advancement.

Third most critical factor which is taken care by talent management 
has been performance management. Job involvement comes with better 
employee engagement practices. Talent joins the company appreciating 
the company and its product. As talent engages more fully in company’s 
operations, assignments, projects, that appreciation for the company 
grows. An employee—especially a “talented employee”—who has the 
opportunity to perform in ways in which he/she sees as valuable consis-
tently seeks to improve the performance.

Fourth, customers naturally prefer to experience quality in service that 
is provided to them. Research says it is the people with whom customers 
interact that determine the customer’s opinion of that quality. Talent 
management looks for those candidates who can generate that quality. 
Employee engagement turns up that quality. With better customer engage-
ment what is observed is better customer retention.

Which company doesn’t want satisfied customers? Everyone does 
right. Therefore, it is imperative for talent management to focus on having 
more engaging employees in the workplace.

Lastly, it reflects on employee turnover and increased retention risk. 
If intense effort is made to hire talent, equally intense effort should be 
expended to retain talent. Employee engagement is a specific element 
of talent management in so far as it boosts a company’s ability to hold 
on to talented employees. People stay with companies they value. The 
more an employee is allowed and encouraged to engage in job, team and 
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company efforts, the more she sees the value. People stay with companies 
they value. The more an employee is allowed and encouraged to engage 
in job, team and company efforts, the more she sees the value. People stay 
with managers they trust. The more managers and employees engage in 
continuous communication about expectations, the more trust develops 
in their relationships. People stay with companies that offer them with 
personal and professional growth. In short, they should see meaningful-
ness in the work.

Simply stated, talent management acquires and supports higher levels 
of skills and knowledge. Employee engagement increases the applica-
tion of the skills and knowledge and thereby increasing the value for the 
company as well as for the individual.

8.5 MAKING ENGAGEMENT HAPPEN IN THE ORGANIZATION

A Towers Perrin study in 2005 concluded after several years of surveys 
showing the link between engagement and performance, that a 5% increase 
in total employee engagement correlated to a 0.7% increase in operating 
margin. These employees cost the organization way too much, in terms of 
what the organization invests on them.

The question therefore is to how to engage cumulatively the head, 
heart, and the hands of the employees? It is better therefore to draw a 
model which explains the thought process of engaging a talented group.

8.5.1 THE PROCESS OF ENGAGEMENT

First step: The process of employee engagement starts with the employee 
himself or herself taking the initiative. He/She has to start thinking about 
their career goals, leverage their energies, and experience well-being at 
the work place.

The second step for better engagement has to be led through various 
organizational processes like revisiting the roles, connecting with the 
employees about their expectation and trying to understand their value 
proposition and timely recognition of the efforts put by the employees and 
engage them with meaningful work.

The first two steps would automatically lead to maximizing the perfor-
mance of the employee and finally achieving the desired output for the 
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organization. The processes in the organization should aim at connecting 
the dots—that is, the people. Employees of different strata should connect 
as to what is the expectation of the management and what are the deliver-
ables at each stage. This sets the momentum for action. Employee engage-
ment should spell authenticity at all levels, which means the processes 
should take care to remove all barriers to performance. The organiza-
tion should plan for a learning environment and design to facilitate the 
employees to achieve better results every day. Potent employee engage-
ment requires powerful recognition system in place within the organi-
zation. Each employee who has significantly contributed to the job and 
brought about the difference should be recognized doing the right thing in 
the first place itself, so that he continues the habit of doing it right every 
time. The Kaizen principle of continuous and consistent effort goes on to 
the process. Engagement is not a onetime survey measure or a steady state. 
To engage is to fully experience and contribute to the dynamic elements 
of the work. Work has to be redesigned to utilize the competencies of the 
people at work so that they can leverage the energies of each individual 
in the work place. Powerful engagement involves mastery of physical, 
mental, emotional, and spiritual and organizational energy. Ultimately, 
work should contribute to employee’s well-being. An organization’s results 
are dependent upon the health and productivity of individual employees.

The process of employee engagement can be practiced as follows:

1. Outline the organization’s overall objective.
2. Define the scope of work for each particular segment of the 

organization.
3. Enable the people to understand it thoroughly.
4. Define their roles and purposes.
5. Enable the people to think on a sustainability project.
6. Evaluate at successive steps as to what went right and what went 

wrong.

The outcome should be well-being of the employees, where the 
employee sees that there is information flow at all ends. This enables him 
to see the system as fair and transparent. Employee starts feeling trusted 
and empowered as an individual and tries to leverage his energies for the 
organization’s cause. The organization in return becomes more productive 
and efficient and responds to the customer needs and aligns with the busi-
ness objective better.
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8.5.2 EMPLOYEES’ TAKING THE FIRST STEP TO MAKE THEIR 
WORK SPEAK UP

Whose job is engagement? Why will any organization do something for 
employee engagement? Many employees feel that if they could have a 
better manager who could understand them and their work they would 
have contributed more effectively. Yet, if individuals think someone else 
is responsible for their own engagement, it leaves them feeling more help-
less—and even hopeless—in challenging work situations.

1. Therefore, the first initiative should be taken by the employees 
themselves. They should be able to craft their own goals for a 
particular year to keep them on their toes. When individuals take 
personal responsibility for their own engagement they are less 
likely to feel a victim at work place. The external factors should 
not be governing the employees like a bad boss and toxic work-
place to improve their own productivity. Because the more they 
ponder on those aspects, they tend to get the feeling of being a 
victim at their work place and work will never measure up.

2. Second, the most important thing for the employee themselves is 
to have a feeling of partnering with the organization. They should 
follow the following mantra—contribute—support and challenge 
the obvious at the workplace.

3. The employees who chart out and plan on the important things 
where their contribution is of maximum importance and dedi-
cate a sufficient amount of time to those important matters have 
been found to be more productive throughout the day. It’s like the 
80–20 rule which they should engage themselves with. Eighty 
percent of their time they should devote to 20% of their important 
tasks. This saves a lot of man hours and the employees slowly 
get a sense of achievement and belongingness towards the work 
place.

4. Fourth, trigger good work on cue. Willpower frequently fades or 
dissipates over time. Employees need to use structures and trig-
gers to cue engaging actions. One can use time to trigger engage-
ment such as how well one has distributed oneself throughout the 
day. The employees can have object or image also to connect with 
others.
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5. Employees need to foster friends and coopt with allies without 
being skeptical of them. On the surface all employees tend to feel 
that it is superficial friendship that they develop at the workplace 
but it has been observed that having at least one friend at the work-
place enables you to come to workplace without feeling forced to 
report to the workplace.

6. Lastly, employees should keep in mind that workplace should be 
visited daily with a sportive spirit. The ups and downs of the work-
place should not affect their sense of self-esteem and meaning that 
they can contribute to the work. Let’s say if one was playing the 
actual game of snakes and ladders, playing with loaded dice is 
cheating. But at work one needs to load the dice in favor of prog-
ress fused with recognition and celebration of progress. Know that 
the bad days are inevitable, but bad months or years are intoler-
able, so ensure ones setbacks are unsustainable.

8.5.3 WHAT ORGANIZATIONS NEED TO DO ABOUT 
ENGAGEMENT?

In their global Workforce study, Towers Perrin found that four out of five 
employees are not contributing up to their potential. And four out of 10 
workers are disenchanted or disengaged.

Towers Perrin list in the top 10 global drivers of employee engagement 
as

1. senior management sincerely interested in employee well-being;
2. improved the skills and capabilities of the employees over the last 

year;
3. organizations reputation for social responsibility;
4. input into the decision making areas of the employees job related 

field;
5. organizations keenness in resolving customer concerns;
6. setting high personal standards for employees so that they feel 

challenged;
7. have excellent career advancement opportunities;
8. good relationship of employee with their supervisors;
9. presenting challenging work environment to the workers; and
10. organizations promoting innovative thinking.
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Performance management is in many ways the centerpiece of the talent 
management process. Therefore, for better engagement Mangers should 
be helped in crafting SMART goals for themselves. Specific, measurable, 
achievable, realistic, and time frame for reaching the goals. An effective 
manager uses the performance management process to give employees 
a framework from which to do their work every day by providing them 
clear expectations, ensuring they have the skill/knowledge/expertise to 
accomplish their goals as well as the time, resources, autonomy, and 
authority.

Providing timely feedback has also been an important step in engaging 
the employees in productive work. The supervisors or senior managers 
should talk to the employees to focus on their strengths and also guiding 
them how to correct the faults typically creates a rewarding relationship 
between the employee and his/her senior manager. Getting to know the 
employees through regular, ongoing, two-way dialogue creates a sense of 
extended family with which employees can easily identify with.

8.6 THE PROCESS OF DEVELOPING AN ENGAGEMENT 
STRATEGY

After evaluating the US models of employee engagement, it can be brought 
out that to ensure that employee engagement strategy is linked to business 
objective there has to be some strategic linkage between the two.

1. Every organization should develop a priority matrix for the 
employee engagement survey;

2. the matrix developed then has to be understood in terms of organi-
zational vision, mission and values;

3. outline the organization business objectives;
4. define the scope of employee engagement activities;
5. set specific measures of employee engagement strategy;
6. describe a clear path for carrying out these engagement activities;
7. identify the persons responsible for the specific engagement activ-

ities; and
8. measure the deliverables.

With this process of employee engagement, it is established by Gallup 
survey that the four components of employee engagement—well-being, 
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information, fairness, and involvement in all the business process could 
be achieved.

In their employee engagement research, The Corporate Leadership 
Council found that up to 765 of employees are “up for grabs” in terms of 
engagement and could become engagement and could became engaged or 
disengaged. The potential financial impact of this could be substantial for 
your organization.

So what an organization can practically do to improve employee 
engagement. Among other things, organization can

1. provide training and coaching for managers to enhance their 
ability to motivate and inspire employees which in turn will help 
improve engagement scores (this is critical since managers have 
such a direct impact on employee engagement).

2. Organization should ensure support employee development at all 
levels within the organization. Providing learning and mentoring 
opportunities and a culture where regular ongoing discussion 
about career paths takes place.

3. Organizations should ensure that employees get the regular 
coaching and constructive feedback, they need to direct their work 
and improve performance. Organizations should make sure that 
employees have the skills to do that effectively.

4. Organizations should put a succession planning program in place 
to give high performing, high potential employees’ opportunities 
for development and career progression.

8.7 TIPS FOR HR MANAGERS IN ENGAGING EMPLOYEES 
BETTER

Enabling managers to have the confidence and capability to be great 
engagers is the only way HR can truly build and sustain a high perfor-
mance culture.

HR often owns the employee communication remit and that activity 
goes a long way to creating “savers” savers are usually hardworking, dili-
gent employees who are committed to the company, while “investors” are 
people who are willing to invest more of themselves in an organization.
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HR needs to give the processes and infrastructure which will enable 
the employees to develop their confidence and enable them to see career 
advancement opportunities.

For example, a strong performance management system that doesn’t 
get tangled up in process and complexity is crucial. It’s also important to 
ensure that any performance measurement really does have the perfor-
mance of people at its heart.

The message will be loud and clear: We measure people performance 
because the performance of our employees is the most significant measure 
of business success.

To create investors, HR professionals have the responsibility to ensure 
the right level of development for every line manager—not just senior 
leader. It is the line managers who are the game changers on a daily basis 
when it comes to driving engagement, but they need proper support and 
development to do so.

HR should develop a culture which motivates the employee to be 
engaged then disengaged. This leads to mean that the competencies of the 
employees are identified and the career advancement opportunities for the 
same should be crafted thoroughly.

8.8 BUSINESS WORLD’S USE OF EMPLOYEE ENGAGEMENT: 
INDIA

1. Infosys Technologies Ltd. announced a new social commerce 
and enhanced employee engagement platform as a part Infosys 
iEngage. All platforms of Infosys iEngage are now available on 
Smartphone-enabled devices.

The enhanced Infosys iEngage employee engagement plat-
form is built on top of industry leading Jive Social Business 
Software. The platform includes modules such policy manager, 
ideation manager, and knowledge manager to help foster innova-
tion and increase workforce productivity. The employee engage-
ment platform is powered by the iEngage context engine which 
creates the social map of an employee in six different dimen-
sions. It provides content, community, and expert recommenda-
tions to employees using a robust rules engine. The new mobility 
module renders all the five Infosys iEngage platforms on smart 
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hand held devices driving increased consumer and employee 
connect. It also enables users to interact both in a browser-based 
interface and through smart phone applications. According to 
Samson David, Vice President and Global Head—Business Plat-
forms, Infosys Technologies, “Building Tomorrow’s Enterprise 
requires organizations to engage with consumers and monetize 
digital demand. Multiple global companies across industries are 
successfully leveraging Infosys iEngage for their digital engage-
ment journey. With our Social Commerce and Employee Engage-
ment platforms, companies can successfully drive their sales, 
marketing, and employee engagement strategies and deliver 
measurable business value.”

2. Wipro aims at holistic engagement of its employees by focusing 
on the initiatives to be targeted in each area of the different stake 
holders. Planned initiatives in each of its focus areas enable the 
employees to divert their energies to those significant deliverables. 
They also emphasize on phased implementation of each project 
so that they can help the employees to monitor their progress. 
Wipro induced the company to launch “Josh,” a program to create 
bonding of the employee with the company and for employee 
engagement. Many companies conduct employee engagement 
programs to improve employee loyalty.

3. At TCS, the employee involvement is sought through an annual 
survey called as PULSE which is done through an online portal 
called as Ultimatix opinion polls and proactive employee engage-
ment program called as PEEP. It is a mentoring initiative in which 
employees connect one-on-one with TCS’ senior management. 
Speak Up, is a platform for employees to discuss pertinent matters 
with the company’s seniors and to bring themselves closer to the 
company and its management; thus, developing the channels of 
communication between employees and the company’s top exec-
utives. PROPEL, Propel provides a forum to discuss issues and 
ideas to resolve various issues at the inception itself. Camps and 
confluences are conducted for problem solving, discovery of new 
ideas, dialogue, reflection, and fun. Through these sessions, the 
employees are provided a platform for learning, interacting, and 
problem solving.
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The dictionary of engagement differs from organization to orga-
nization. For instance, most of the Indian organization has viewed 
engagement as an initiative for improving the happiness quotient of the 
employees at the work place. For example, at Google India, employees 
meet every Friday to have discussions combined with fun and frolic in an 
informal setup. This acts as a stress buster as well as sets the environment 
for communicating with the people both horizontally as well as verti-
cally. Though this model caters to the well-being of the employee but 
the context as to how it can be synergized with the business goals of the 
organization is yet to be verified.

8.9 CONCLUSION

Best employee engagement practices can be started early in the career 
of the new entrants in the organization. When it costs millions for 
the organization to have a group of highly disengaged employees or 
actively disengaged employees—it is always an added advantage for 
the employee as well as the organization to have a structured employee 
engagement procedure in which the employees feel highly motivated 
and charged to come to the workplace. The organization should start 
thinking in terms of fun quotient or in terms of happiness quotient to 
exactly motivate the human capital to come to the organization with 
the same enthusiasm each and every day. The organizations that are 
going to execute this in a priority list in the agenda are going to gain 
a competitive advantage over their competitors. In the long run of the 
organization, employee engagement is going to foster sustainability 
and sustainability is to be measured in terms of involvement of the 
employees in the work place.

The modern organization though has already crossed several mile-
stones in giving the best place to work for physically, for example, like 
good ambience, favorable atmosphere, but it still has to go a long way 
in terms of establishing the connect psychologically with its employees. 
Employees should feel they are valued and engaged and they contribute 
significantly to the business goals of the organization.
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ABSTRACT

In globalization and technology advances, human capital is the most impor-
tant capital for any organization. Previously, organizations were familiar 
with the physical capital, money, labor, machinery, etc. After physical 
capital, organizations assessed human capital which consists of knowl-
edge, skills, and experience of staff and finally, social capital introduced as 
a network of relationships with other people and now emerging relevance 
and emphasize on psychological capital is on rise and has roots in posi-
tive-oriented psychology movement. Psychological capital is a form of 
positive organizational behavior which represents the emergence of new 
trends in the field of human resources management and a positive work 
environment. This chapter reviews this new concept called “psychological 
concept” that recently entered into the field of organizational behavior to 
understand today’s executive.

9.1 INTRODUCTION

Since the “formulation” of positive psychology at the onset of the new 
millennium, researchers have tried to apply positive psychology to organi-
zational settings. For example, Adam Grant promotes pro-social behavior 
in business settings, Amy Wrzesniewski looks at how employees can 
foster (perceived) meaning via job-crafting, and Jane Dutton investigates 
the impact of high-quality connections.

Positive organizational behavior (POB) defined as POB is defined 
by Luthans (2002) as “the study and application of positively-oriented 
human resource strengths and psychological capacities that can be 
measured, developed, and effectively managed for performance improve-
ment in today’s workplace.” At the beginning of 21st century, a team of 
psychologists led by Martin Seligman, decided to examine the results of 
their research on the past five decades which that called disease-oriented 
Psychology School. They found significant achievements in finding effec-
tive treatments for mental and inefficient behaviors illnesses, but they 
have little attention to the growth, development, and self-actualization of 
healthy people. As a result, Seligman and colleagues tried on redirection 
of psychological research set two new missions:
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• Help healthy personality people, for enjoy the happiness and 
productivity in life.

• Assist to developing human capabilities. Thus school of positive-
oriented psychology was created (Luthans et al., 2007a). Psychology, 
which at the beginning examines the mental illness instead of 
studying mental health, for a long time ignored the human poten-
tial to grow and perfection. But in recent years, a growing number 
of psychologists believe in the capability of perfection and trans-
formation of human characters. Positive-oriented psychologists’ 
image have shown human nature to be optimistic and promising, 
because they believe in the capability to develop, growth, prosperity, 
and perfection of man and become what kind of person he can be. 
Csikszentmihalyi and Seligman indicated that positive-oriented 
psychology is mental positive marketing, positive individual traits, 
and positive organizations oriented. Luthans, positive-oriented orga-
nizational behavior leader, saw applications of Positivism in the 
workplace in respect and strengthen the ability to manage staff not 
in the weakness (Nelson & Cooper, 2007). Positive-oriented organi-
zational behavior not saying like positive psychology oriented that a 
new approach is associated with positivism but deal with the need to 
focus more on theory, research, and effective use of cases, positive 
attributes, and behaviors of employees in the workplace (Bakker & 
Schaufeli, 2008). Research indicates changing subject from organi-
zational pure science to considering positive features could make 
effectiveness of management policies and procedures (Luthans et 
al., 2009a,b) and improve the physical and mental health of staff 
(Wright et al., 2009). With avoiding avoidance from constant preoc-
cupation to individual abuse performance and weaknesses by leaders 
and colleagues, we can pay attention to the strengths and desired 
qualities and increased confidence, optimism, hope, and confidence 
among staff (Luthans et al., 2004).

9.2 POSITIVE PSYCHOLOGY AND PSYCHOLOGICAL CAPITAL

There is increased support for the positive outcomes that can result from 
the focus on positive psychology (Luthans, 2002a,b; Luthans et al., 2007b; 
Peterson & Seligman, 2004; Sheldon & King, 2001), which shifts the 
traditional focus on what is wrong with people (i.e., neuroses, deviant 
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behavior, etc.) to what is right with people (positive flourishing, virtues, 
optimism, hope, etc.) (for a review, see Roberts, 2006 and/or Luthans & 
Youssef, 2007). Drawing from theory in positive psychology and applying 
it to the workplace, POB has predominantly focused on advancing knowl-
edge of state-like capacities (Luthans et al., 2007b; Wright, 2003), such as 
hope (Snyder, 2000, 2002; Snyder et al., 1996), resilience (Masten, 2001), 
optimism (Seligman, 1998), and self-efficacy (Bandura, 1997).

Luthans et al. (2004a) have developed the idea of positive psycholog-
ical capital (PsyCap) which is seen as a valuable extension to the concepts 
of economic, human, and social capital. Current research in the area of 
POB has evolved into examining a higher order factor composed of these 
four components into PsyCap, which is defined as “an individual’s posi-
tive psychological state of development that is characterized by (1) having 
confidence (self-efficacy) to take on and put in the necessary effort to 
succeed at challenging tasks; (2) making a positive reference (optimism) 
about succeeding now and in the future; (3) persevering toward goals and, 
when necessary, redirecting paths to goals (hope) in order to succeed; and 
(4) when beset by problems and adversity, sustaining, and bouncing back 
and even beyond (resilience) to attain success” (Luthans et al., 2007c, p. 
3). Drawing from Hobfoll’s (2002) psychological resource theory, PsyCap 
has been shown to be both theoretically (Luthans et al., 2007c) and empiri-
cally (Luthans et al., 2007b) supported as a higher order factor, whereas 
each of the four components are best understood as indicators of a single 
latent factor. Existing research has demonstrated a strong relationship 
between PsyCap and multiple employee outcomes, such as manager-rated 
performance and job satisfaction (Luthans et al., 2007b), trust (Norman et 
al., 2010), work engagement (Avey et al., 2008), commitment (Luthans et 
al, 2008a), and absenteeism (Avey et al., 2006).

Given the support for the importance of individual PsyCap in the 
workplace and the emerging research recognizing the influence of leader 
PsyCap (e.g., Norman et al., 2010), a logical next step is to understand 
how these two related sources of PsyCap influence each other in the work-
place. Given that the present investigation considers the degree of simi-
larity in PsyCap between two targets of a social relationship (e.g., between 
a leader and follower), there are at least two theories which may explain 
the phenomena and are the basis of this study. These theoretical frame-
works include person–organization fit, person–supervisor fit.

Very simply, psychological capital is composed of four psychological 
resources, which are hope, optimism, self-efficacy, and resilience. It can 
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be viewed as “who you are” and “what you can become in terms of posi-
tive development” and is differentiated from human capital (“what you 
know”), social capital (“whom you know”), and financial capital (“what 
you have”) (Avolio & Luthans, 2006; Luthans et al., 2004b). Psycholog-
ical capital has been proposed as a viable source of competitive advantage 
for organizational success (Adler & Kwon, 2002; O’Leary et al., 2002).

9.3 DEFINING POSITIVE PSYCHOLOGICAL CAPITAL

The term psychological capital has its origins in the emerging POB litera-
ture (Luthans & Youssef, 2007; Peterson & Seligman, 2004; Seligman & 
Csikszentmihalyi, 2000; Sheldon & King, 2001). Led by research psychol-
ogist Martin Seligman, this movement challenged the field to focus on 
building positive qualities and traits within individuals and organizations 
as opposed to focusing on what is wrong and dysfunctional with them. The 
emphasis of this approach is a call for research that shows the applicability 
and effectiveness of positive psychological capacities in the workplace 
(Luthans & Jensen, 2005).

To be included as a POB capacity, the construct must meet the following 
criteria: (1) theory and research-based; (2) positive and strength-based; 
(3) valid measurement; (4) state-like (as opposed to trait-like), and hence 
open to development for performance improvement (Luthans, 2002; 
Luthans & Youssef, 2007; Luthans et al., 2007c). The relevance of these 
criteria is linked to the goal of improving workplace performance by 
learning, enhancing, and developing through self-development programs 
and training, or through on-the-job applications (Luthans & Jensen, 2005).

Although a number of positive constructs have been examined (see, 
e.g., Nelson & Cooper, 2007; Turner et al., 2002), to date the four that 
have been determined to meet the inclusion criteria so far are hope, opti-
mism, resilience, and self-efficacy, and when combined, make up the core 
construct of what has been termed psychological capital (Luthans, 2002a,b; 
Luthans et al., 2004a,b, 2007c; Luthans & Youssef, 2004, 2007). Psycho-
logical capital is defined as “an individual’s positive psychological state of 
development that is characterized by (1) having confidence (self-efficacy) 
to take on and put in the necessary effort to succeed at challenging tasks; 
(2) making a positive attribution (optimism) about succeeding now and in 
the future; (3) persevering toward goals and, when necessary, redirecting 
paths to goals (hope) in order to succeed; and (4) when beset by problems 
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and adversity, sustaining and bouncing back and beyond (resiliency) to 
attain success” (Luthans et al., 2007c, p. 3).

Results of studies in field of positive-oriented organizational behavior 
suggest that psychological capacities such as hope, optimism, resilience, 
and self-efficacy, next to each, make the factor that is called psycholog-
ical capital. In other words, some of the psychological variables, such as 
hope, resiliency, optimism and self-efficacy, make a new latent factor that 
reflected from all of these variables. In fact, Luthans and colleagues on the 
development of a positive-oriented organizational behavior in organiza-
tions have proposed that positive-oriented psychology capital as a source 
of competitive advantage for organizations. They believe that psycholog-
ical capital with emphasis on the positivism psychological variables such 
as hope, optimism, resiliency, etc. can promote the value of human capital 
(knowledge and skills of people) and social capital (network of relation-
ships among them) in organization Therefore, psychological capital, made 
of the positivism psychological variables that can be measured to develop 
management practices on them. As previously mentioned, these variables 
are as follows:

• self-efficacy
• hope
• optimism
• resiliency.

In the following, each of these items are explained (Page & Donohue, 
2004):

9.3.1 SELF-EFFICACY

The origin of the emergence of self-efficacy is the Bandura Social Cogni-
tive Theory (1997) (we can simply call it confidence). So that defined: 
Belief in one’s abilities to achieve success in a given task by motiva-
tion themselves, cognitive resource supply, and taking the necessary 
actions. People with high self-efficacy have five following features:

(1) Set high goals for themselves and take difficult task to achieve 
their goals.
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(2) Accept challenges and trying to deal with difficult challenges.
(3) They have high motive.
(4) They do anything to achieve their goals.
(5) In dealing with obstacles are consistent.

Five points to regarding self-efficacy are as follows:

(1) Self-efficiency in every field of activity is limited to the same 
realm; it cannot be extended to other areas of life.

(2) Make self-efficiency in any activity based on training and learn 
mastery on that activity.

(3) In any activity, although the person has self-efficiency, there is 
always the possibility of improving their self-efficiency.

(4) Others believe affect the person self-efficiency.
(5) Self-efficacy under the influence of factors, such as knowledge 

and skills of the person, physical and mental health, external 
conditions, including the person (Luthans et al., 2007a).

9.3.2 RESILIENCY

Resiliency is a state which can be obtained by the person’s development 
to be able to deal with failures, tragedies, and conflicts of life and even 
positive events, developments, and more responsibility continue to greater 
efforts and achieve greater success. Research suggests that some resilient 
people after dealing with life’s difficult situations return to their usual level 
of performance again. However, the performance of some of these people, 
after dealing with failures, tragedies, and difficulties, promote.

In general, resiliency people have these features:

(1) Readily accept the reality of life.
(2) Believe that life is meaningful.
(3) They have remarkable ability to adapt quickly to big changes 

(Luthans et al., 2006b).

To achieve resiliency, a number of skills and attitudes are needed. 
They are said to be in terms of hardiness. Hardiness helps people to 
convert challenges to lucrative opportunities in dealing with stressful 
changes. The attitudes of hardiness, including: commitment, control, and 
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challenge-seeking. Commitment is defined as preference to maintain its 
presence instead of give up in dealing with difficult circumstances and 
help another on that situation. The meaning of control is that the person 
has belief in his ability to influence the outcome of events. Challenging 
means that individual dealing with challenges rather than incriminate fate 
seeks to create opportunities for self and others. Also in the formation and 
incidence hardiness behavior, person should interact with others and use 
problem solving skills (Maddi & Khoshaba, 2005). In fact, the resiliency is 
the phenomenon that achieved from human natural adaptive response and 
in spite of facing the person with serious threat, he is capable of achieving 
success and overcoming threats. Compared to the other constituent vari-
ables of psychological capital, in the literature, little research has been 
done in terms of resiliency in the workplace (Danahyo, 2004).

9.3.3 OPTIMISM

Seligman (1986), the father of positive-oriented psychology, believes that 
the optimistic people in dealing with failures and achievements and have 
these following features:

(1) Rely on general attributions.
(2) Their attributions are stable.
(3) They attribute their success to their innate abilities.
(4) In dealing with failures, they attribute their failure to external, 

especially factors and unsustainable.

Another explanation for optimism proposed by Carver and Scheier 
(2003) that optimistic people always expect a pleasant happenings occur-
ring in their lives. It is important that psychological capital is realistic opti-
mism, because unrealistic optimism leads to the negative consequences 
(Luthans, 2006). In fact, in realistic optimism, individual assessment of 
what can be achieved in the face of what they could not make deals. There-
fore, realistic optimism has important role in promotion individual self-
efficacy (Luthans, 2007). According to the results of research conducted 
by Adams (2002), among the organizations participating in his study, those 
who had higher levels of optimism in employees are more successful than 
other organizations in organizational performance.
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9.3.4 HOPE

Snyder (1991) defined hope as Positive motivational state of feeling 
successful in

(1) agency (energy toward the target) and
(2) planning to achieve the purpose.

So, hope composed of two components: agency and plans for achieving 
the goal. The purpose of agency is to achieve the desired result. Thus, hopes 
need an agency or energy to pursue goals. In addition, other elements of 
hope are the planning to achieve the goal which not only involves identi-
fying the goals, but it also covers different ways to achieve goals. In other 
words, hope requires a willingness to succeed and identify, clarify, and 
pursue ways to achieve success.

Whole psychological capital is greater than the sum of its items 
(Luthans et al., 2007). Walsh and colleagues have shown in the past few 
decades in organizational newsletters. Words with a negative approach 
such as winning or losing, job dissatisfaction, absenteeism and use more 
than positive word, such as compassion, righteousness, etc. (Baker & 
Shafly, 2008). So it is obvious that in organization and management area, 
positive word have been neglected than negative. The application of posi-
tive-oriented psychology in organization and management led to create 
and develop two new approaches in this area:

(1) Positive-oriented organizational behavior. That most emphasis 
on the micro-aspects of organizational behavior and those positive 
cases of human personality that can develop and grow.

(2) Positive organizational scholarship. That most emphasis on 
the macro-aspects of organizational behavior. Positive-oriented 
organizational behavior is defined as the study and application 
of positive psychological capabilities and the strengths of human 
resources that can be developed and measured and can manage 
them effectively to improve performance.

It should be mentioned that any psychological variables cannot be 
considered in the field of positive-oriented organizational behavior. In 
other words, by taking the following five criteria could define a variable in 
field of positive-oriented organizational behavior.
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The variable that based on theory or research—(1) might valid be 
measurable, (2) be unique in the field of organizational behavior, (3) 
possible to educate develop and change, and (4) it has a positive impact on 
business performance and individual satisfaction.

9.4 PSYCHOLOGICAL CAPITAL THEORY

Psychological capital is conceptualized as an individual’s positive psycho-
logical state of development characterized by (1) having confidence (self-
efficacy) to take on and put in the necessary effort to succeed at challenging 
tasks; (2) making a positive attribution (optimism) about succeeding now 
and in the future; (3) persevering towards goals and, when necessary, redi-
recting paths to goals (hope) in order to succeed; and (4) when beset by 
problems and adversity, sustaining and bouncing back, and even beyond 
(resiliency) to attain success (Luthans et al., 2007c, p. 3).

Psychological capital is seen as a resource that goes beyond human 
capital (experience, knowledge, skills and abilities) and social capital 
(relationships, networks). It deals with “who you are here and now,” 
and “who you can become” in the proximal future if your psychological 
resources are developed and nurtured in the workplace (Luthans et al., 
2004b; Luthans & Youssef, 2004). To date, surveys support that the four 
component resources load on the higher order core construct of psycholog-
ical capital and indicate convergent and discriminant validity with similar 
positive constructs, such as core self-evaluations and relevant personality 
traits, such as conscientiousness (Avey et al., 2009; Luthans et al., 2007b).

9.5 PSYCHOLOGICAL CAPITAL MEASUREMENT

In terms of measurement, a valid and reliable PsyCap questionnaire 
has been developed (Luthans et al., 2007c) and empirically validated 
(Luthans et al., 2007b). The items used therein were originally drawn from 
published validated scales commonly used in positive psychology. These 
individual scales have also been used in previous studies in the workplace 
(e.g., Luthans et al., 2005; Peterson & Luthans, 2003; Youssef & Luthans, 
2007). Six items in this questionnaire represent each of the four compo-
nents that make up PsyCap. These items were adapted for the workplace 
from the following standard scales: (1) hope (Snyder et al., 1996); (2) 
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resilience (Wagnild & Young, 1993); (3) optimism (Scheier & Carver, 
1985), and (4) efficacy (Parker, 1998).

Therefore, PsyCap meets the criteria of valid measurement and open-
ness to development, and a growing number of studies have clearly demon-
strated that it has impact on the desired outcomes in the workplace. For 
example, in one major study PsyCap was shown to be positively related 
to employee satisfaction (Luthans et al., 2007b). There is also increasing 
evidence that PsyCap is significantly related to desired employee behav-
iors (and negatively to undesired behaviors), attitudes (e.g., satisfaction and 
commitment), and performance (Luthans et al., 2007b). Research studies 
evidently demonstrate the impact that PsyCap may have on satisfaction 
and/or commitment (Larson & Luthans, 2006; Luthans et al., 2007b, 2008a; 
Youssef & Luthans, 2007) and absenteeism (Avey et al., 2006).

Several researches on the subject have already provided some evidence 
that the relative stability of PsyCap makes the return on investment in its 
development more sustainable in the workplace (Luthans et al., 2007b, 
2008b) (the emphasis on demonstrating objective work-related outcomes 
of PsyCap best fits Pfeffer’s (1997) economic model of behavior).

9.6 RESEARCH ON POSITIVITY AT THE WORKPLACE

The recent wave of negativity stemming from corporate and geopolitical 
problems draws attention to the need for more positivity in the world and 
the result has been a reemphasis in the use of a positive lens for orga-
nizational behavior theory, research, and practice at science and study 
institutions in the USA. Although the importance of positivity has gained 
focus through the years, only recently, it has been proposed as a new 
lens to focus the study on organizational behavior (Cameron et al., 2003; 
Luthans, 2002a,b; Luthans et al., 2007c; Luthans & Youssef, 2007; Nelson 
& Cooper, 2007; Roberts, 2006; Turner et al., 2002; Wright, 2003).

9.7 WHY SHOULD YOU CARE (ESPECIALLY IF YOU ARE A CEO 
OR HR DIRECTOR)?

Well, you should care if you are interested in having a healthy, engaged, 
and high-performing workforce. A meta-analysis (a type of study that 
aggregates the results of prior studies) based on 51 empirical investigations 
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found a wide array of positive consequences for workers displaying high 
(vs. low) PsyCap. From the study abstract:

The results indicated the expected significant positive relationships 
between PsyCap and […] job satisfaction, organizational commitment, 
psychological well-being, desirable employee behaviors (citizenship), and 
[…] measures of performance (self, supervisor evaluations, and objec-
tive). There was also a significant negative relationship between PsyCap 
and undesirable employee attitudes (cynicism, turnover intentions, job 
stress, and anxiety) and undesirable employee behaviors (deviance).

Right around the turn of the last century, the field of psychology began to 
place greater importance on investigation as to what was right with people 
and what contributed to human flourishing and growth potential (Seligman 
& Csikszentmihalyi, 2000; Sheldon & King, 2001; Snyder & Lopez, 2002). 
Drawn from the recent positive psychology movement (Peterson, 2006; 
Peterson & Seligman, 2004; Seligman & Csikszentmihalyi, 2000; Snyder & 
Lopez, 2002), the positive focus extended to the workplace, by focusing on 
both the value of micro-oriented positivity in individuals as well as macro-
oriented positivity in organizations (Cameron & Caza, 2004; Cameron et 
al., 2003; Luthans, 2002a,b; Luthans et al., 2007c; Nelson & Cooper, 2007; 
Wright, 2003; Roberts, 2006; Spreitzer & Sonenshein, 2004).

POB was for the first time defined as “the study and application of posi-
tively oriented human resource strengths and psychological capacities that 
can be measured, developed, and effectively managed for performance 
improvement in today’s workplace” (Luthans, 2002a,b). Positive psycho-
logical resources, such as hope or resilience, once considered to be “a 
quality of gifted individuals” (Garmezy, 1974), now has obtained empirical 
support that they can be developed (Masten & Reed, 2002; Snyder, 2000), 
as well as other capacities commonly recognized in the field of organiza-
tional behavior, such as efficacy (Bandura, 1997; Stajkovic & Luthans, 
1998) and optimism (Seligman, 1998). Moreover, a specific construct of 
psychological capital was introduced (Luthans, 2007).

9.8 RECENT RESEARCH ON PSYCHOLOGICAL CAPITAL IN 
SCIENCE AND STUDY INSTITUTIONS IN THE USA

Although PsyCap predominately focuses on positivity at the individual 
level, expanding research in the science and study institutions in the USA 
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has also demonstrated positive relations between collective PsyCap and 
team performance (Clapp-Smith et al., 2009; Peterson & Zhang, 2011; 
Walumbwa et al., 2011). There are at present in excess of 45 published 
PsyCap papers, and the emergence of the first meta-analysis is further 
evidence of the growth of PsyCap research (Avey et al., 2011a).

Some empirical research indicates that positive appraisals of life 
domains besides work (i.e., Relationship PsyCap, and Health PsyCap) 
impact on employee’s overall well-being (Luthans et al., 2010; Luthans 
& Harms, 2013). Furthermore, work-related positivity is viewed as ante-
cedent not only of proximal work outcomes, but also for overall well-
being over time (Luthans et al., 2010). A recent meta-analysis has provided 
further evidence of significant, positive relationships between PsyCap and 
job satisfaction, organizational commitment, organizational citizenship 
behaviors, and job performance and negative relationships with turnover 
intent, cynicism, job stress, and deviance (Avey et al., 2011b).

9.9 CONCLUSIONS AND IMPLICATIONS

There is an expanding research across science and study institutions in the 
USA demonstrating the positive relationship between PsyCap and desired 
employee outcomes, and there is also conceptual and empirical evidence 
that PsyCap can be developed (Luthans et al., 2006a, 2007c, 2008b). None-
theless, supplementary research is needed to test further whether PsyCap 
can be developed via the training model as well as to determine its impact 
on individual performance (Luthans, 2010; Luthans et al., 2006a, 2008b).
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ABSTRACT

In order to prosper and thrive in today’s turbulent business environment, 
organizations are continuously in search of engaged employees. Earlier 
research findings have brought out the fact that highly engaged employees 
go above and beyond the core responsibilities outlined in their job descrip-
tions, innovating and thinking out of box to move their organizations 
forward. Engaged employees carries an incessant will power to give 
their time and energy for supporting the cause about which they are truly 
passionate. This kind of ideologies gives birth to the concept such as work-
place spirituality. The factor of spirituality encompasses the assumptions 
that each person has his/her own inner motivations, truths, and desires 
to be engaged in professional activities that give greater meaning to his/
her life and the lives of others. The present study is designed to explore 
the linkage between workplace spirituality and employee engagement. 
Data were collected from 172 executives employed with Indian public and 
private banks & insurance industries. A set of standard tools on workplace 
spirituality and employee engagement was administered to all the partici-
pants. The results revealed that there exists a positively significant rela-
tionship between workplace spirituality and employee engagement. At the 
same time, there are not much of statistical differences between genders 
on perceiving their organizations differently in regard to dimensions of 
workplace spirituality and employee engagement. Both theoretical and 
practical implications of the study are discussed in the light of empirical 
findings.

10.1 INTRODUCTION

People spend their considerable life span at workplace and make their 
most significant impact to the society. Knowledge workers employed in 
industries across the globe are very much reflective as they question them-
selves about their work profile and are continuously in search of deriving 
purpose and meaning of their job (Karakas, 2010; Miller, 1997). In the 
21st century, establishing employees’ psychological connection with 
their job profile at workplace is a fundamental prerequisite for having a 
healthy competition among corporate entities. In this context, Harter et 
al. (2002) has outlined employee engagement as a psychological connec-
tion materializing through a meaningful work assignment, incessant 
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involvement in its profile requirements and deriving satisfaction as well 
as maintaining enthusiasm throughout one’s professional tenure. Litera-
ture on talent management has emphasized for upholding the ideology 
of engaging “heads, hands, and hearts” together (Donahue, 2001) with 
heart (i.e., instilling passion—person’s intrinsic motivation) as one of the 
quintessence for employee engagement. In the context of interpersonal 
role, engagement is experienced as a state of emotional and intellectual 
commitment (Falcone, 2006) to an organization or group since an engaged 
employee is stated to be a person who is fully involved in, and enthusiastic 
about, his or her work and to be engaged meaning to be emotionally and 
intellectually committed to one’s organization and its job profile (Bhat-
nagar, 2007; Osman, 2013).

Therefore, engagement is predominantly an energetic state of mind as an 
engaged employee is vigorous and willing to invest his discretionary effort 
at work (Schaufeli & Bakker, 2010). Petchsawange and Duchan (2012) 
have aided engagement with meaningfulness and joy at work, compassion, 
trust, well-being of employees through fostering workplace spirituality. 
However, there is a dearth of empirical investigation whether spirituality 
influences human productivity as asserted by academic researchers and 
professional consultants (Milliman & Ferguson, 2003) and more particu-
larly will it aid nurturing engaged employees in an organizational context. 
Hence, it can be summed up as there is not much of research has been 
done amalgamating both the areas so far, there is a need to explore this 
virgin area to get insight into and its impact on job behavior. Thus, in our 
chapter, we have pursued to introduce empirically grounded and theoreti-
cally defensible research findings on both the constructs. The objective of 
this research work is to build theoretical and empirical support between 
workplace spirituality and employee engagement.

10.2 RELEVANCE OF WORKPLACE SPIRITUALITY

“Work” earns a new meaning and significance when it is realized as a 
calling, a sacred duty, a service opportunity or a higher purpose (Paloutzian 
et al., 2003). Reave (2005) has said that when work is seen as a calling, 
it becomes more meaningful and there is a favorable chance for increase 
in productivity, commitment, and sustenance of well-being. Moore and 
Casper (2006) has defined work-related feelings as an “internal substance” 
which defines “value, belief, attitude, or emotion” for one’s job profile, 
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toward one’s professional colleagues and organization as a whole. There-
fore, if spirituality is a countenance of an individual’s beliefs and attitudes, 
then it is assumed that spirituality will differ because of individual differ-
ences in an organizational set up. To realize the organizational vision such 
as engagement-spirituality need to transcend individual differences such 
as beliefs, race, age, sex, and other similar characteristics.

Spirituality is based on an individual’s personal value and philosophy 
wherein it is expected that an individual need to view themselves as spiritual 
being whose soul need proper sustenance at work, experiencing a sense of 
purpose and meaning in work, and a sense of connectedness to one another 
and toward their workplace and community at large (Ashmos & Duchon, 
2000; Mitroff & Denton, 1999). Within the broad definition Mitroff and 
Denton (1999) has stated in terms of addressing individual differences 
and organizational productivity that “if a single word best captures the 
meaning of spirituality and the vital role that it plays in people’s lives, that 
word is interconnectedness with a sense of common purpose.” However, 
Pfeffer (2003) has abridged the spiritual goals proposed by Ashmos and 
Duchon (2000) and Mitroff and Denton (1999) in their research findings 
saying that a contemporary professional use to seek four essential constit-
uents in one’s workplace:

• An interesting work profile allows for learning and development, 
while providing a sense of competence and mastery at each level 
of succession.

• Meaningful work use to instill a feeling of purpose and existence.
• Fosters a sense of connection and positive social relations with 

colleagues and employees.
• And above all, it provides the ability to live an integrated life, so 

that the work does not clash with the essential nature of the worker 
and one’s desire to live as a human being.

Milliman et al. (2003) has refined the existing variables through their 
exploratory empirical assessment between “workplace spirituality and 
employee work attitude,” while proposing three important dimensions of 
workplace spirituality. The first dimension as meaningful work—signi-
fies the degree to which people experience a deep sense of meaning and 
purpose at work. The sense of community—as the second dimension 
means that people see themselves as connected to each other and that there 
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is some type of relationship between one’s inner self and the inner self of 
other people. The third and the most important dimension is value align-
ment—which measures whether or not individuals experience a strong 
sense of alignment between their personal values and the organization’s 
mission and purpose.

Workplace spirituality is treated as a kind of cure for the “ills of 
modern management” (Brown, 2003) and is assumed to be an ideal tech-
nique for inducing the trust between employer and employee. With the 
advent of massive industrialization this has been “allegedly lost with the 
alienation generated by the dehumanized practices that accompanied the 
massive processes of downsizing, the abuses of workers and other actions 
that breached psychological contracts” (Jurkiewicz & Giacalone, 2004).

Workplace spirituality and its consequences can be viewed through 
the lens of the concept of person–organization fit (P–O fit), a perceptual 
construct which refers to “judgments of congruence between an employ-
ee’s personal values and an organization’s culture” (Cable & DeRue, 
2002). It suggests that when a worker creates a strong bond at his/her 
workplace by a defined value and belief pattern then better work outcomes 
may potentially result. Shared person–organization values in this context 
indicates strong P–O fit, which has been found to positively affecting work 
attitudes (Balazas, 1990; Posner et al., 1985), job satisfaction and turnover 
(O’Reilly et al., 1991), and operating unit performance (Enz & Schwenk, 
1991). It is presumed that when there is a strong match between worker 
values and their perceptions of the organization’s spiritual values, more 
positive attitudinal outcomes will result by making an individual to feel 
a stronger attachment and have better attitudes about, one’s organizations 
and work. For example, we expect that when workers desire working for 
an organization that practices the spiritual values as openness, connection, 
truth, personal development and growth, serving and sharing, and finding 
meaning and purpose through one’s work, they will more closely identify 
themselves with their organizations.

Organizational identification and engagement can be viewed as a 
worker’s perception of congruence or “oneness” with his or her organiza-
tion (Ashforth & Mael, 1989). Workers who strongly identify with their 
organizations typically are found to be more supportive (Ashforth & Mael, 
1989), make decisions consistent with objectives set by their organiza-
tions (Simon, 1997; Smidts et al., 2001), and feel more involved with 
the mission of their organizations (Cable & DeRue, 2002). This kind of 
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atmosphere creates a positive relationship between worker perceptions of 
organizational spiritual values and identification with their organizations. 
Eisenberger et al. (1986) has suggested that when employees perceive 
organizational support, they in turn contribute to their full potential toward 
achieving the organizational objectives. One of the explanations for such 
positive employee responses to perceived organizational support comes 
from the concept of the norm of reciprocity (e.g., Armeli et al., 1998). The 
norm of reciprocity is associated with the belief that one should help or 
benefit the benefactor (Gouldner, 1960). Employee compliance with the 
norm of reciprocity and the resulting efforts to benefit the organization, in 
reciprocation of the perceived organizational support, may reflect, to some 
extent, an employee’s transcendence of self-interests. This is supported 
by the empirical findings such as the observed relationship between 
employees’ perceived organizational support and their lower absenteeism 
lowering the attrition level and fostering innovative behaviors (Eisenberger 
et al., 1986). Research performed by University of Southern California’s 
Marshall Graduate School of Business Professor Ian Mitroff (Mitroff & 
Denton, 1999) has indicated that organizations which identify themselves 
as spiritual have employees who (1) are less fearful of their organizations; 
(2) are less likely to compromise their basic beliefs and values in the work-
place; (3) perceive their organizations as being significantly more profit-
able; and (4) report that they can bring significantly more of their complete 
selves to work, especially their creativity and intelligence.

In a business context, the question arises is, how does spirituality is 
related to the bottom line of a business and its potential outcomes? Publica-
tions and studies in this context have focused on the relationship between 
workplace spirituality and organizational performance (Giacalone & 
Jurkiewicz, 2003). A Harvard Business School study has examined 10 
companies with strong corporate culture and 10 with weak corporate 
culture, drawn from a list of 200 leading companies. Researchers in this 
study has not only explored a dramatic correlation between an organiza-
tion’s spiritual culture and its profitability, but also have found that, in 
some cases, the more spiritual companies have outperformed others by 
400–500% in terms of net earnings, return on investment, and shareholder 
value (Giacalone & Jurkiewicz, 2003).

Companies that excel at engaging the hearts and minds of their people 
not only have values, they live them, thereby providing an element of 
spirituality in their everyday working environment. Therefore, companies 
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that focus on processes that include the spiritual element, such as bringing 
together employees for motivation at work and encouraging employees 
to find meaning in work, often increase employee retention, which has a 
decided impact on profitability. McLaughlin (1998) emphasizes the rela-
tionship between spirituality and profitability by asserting―a growing 
movement across the country is promoting spiritual values in the work-
place and pointing to many insights and examples of increased productivity 
and profitability (p. 11). According to McLaughlin (1998), organizations 
that want to survive in the 21st century will have to offer a greater sense 
of meaning and purpose—key elements of spirituality, to their workforce. 
We have agreed to the point that in today’s highly competitive environ-
ment, the best talent will seek out organizations that reflect their inner 
values providing an opportunity for personal development and community 
service, not just bigger salaries.

Spirituality is a growing torrent of research and its underlying construct 
is struggling to be empirically proven. There is still a deficiency of depth 
in terms of its impact, relevance, and significance in a working environ-
ment especially in the context of HR effectiveness. At the same time, the 
“precise means of measurements, using validated instruments, which can 
help organizations to understand the utility of workplace spirituality” is 
negligent till date (Giacalone & Jurkiewicz, 2003). The goal of HR depart-
ment is to attract and maintain highly productive employees, thus it is 
imperative to understand the most sought after dimension of workplace 
spirituality and its underlying construct.

10.3 ESSENCE OF EMPLOYEE ENGAGEMENT

Employee engagement is a fairly new but enormously widespread concept 
in the field of human resource management. Kahn (1990) was the first 
scholar to study engagement and tried to define it in terms of “personal 
engagement” as “harnessing of organization members selves into their 
work roles wherein they are employing and expressing themselves physi-
cally, cognitively, and emotionally during role performance.” There 
is a growing cognizance that employee engagement is fundamental to 
successful business performance, as engaged employees are the “back-
bone of good working environments because they are industrious, ethical 
and accountable” (Levinson, 2007; Cleland et al., 2008).
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The idea of engagement has claimed to envisage both individual 
employee outcomes and organizational level success and financial 
performance (Macey & Schneider, 2008; Shuck & Reio, 2011). This is 
because, engaged employees are found to be highly energized and resilient 
professionals in performing their job; putting their heart into their jobs 
with persistence and willingness to invest effort; exhibiting strong work 
involvement along with experiencing feelings of significance, enthusiasm, 
passion, inspiration, pride, excitement, and challenge from their work; 
and fully concentrating and immersing themselves in their work without 
noticing how the time passes away (Schaufeli & Bakker, 2004). Macey 
and Schneider (2008) has defined engagement as “discretionary effort or a 
form of in role or extra role effort or behaviour,” encompassing innovative 
and adaptive performance and going “beyond preserving the status quo, 
and instead focus on initiating or fostering change in the sense of doing 
something more and/or different.” Schaufeli et al. (2002) have brought out 
the perspective of employee engagement stating it as “a persistent posi-
tive affective state of fulfillment in employees, characterized by vigor, 
dedication and absorption.’ According to them: Vigor is characterized by 
high levels of energy and mental resilience while working and denotes 
employees’ inclination toward investing energies into their job, and espe-
cially the high levels of energy, endurance, and perseverance in the face of 
difficulties. Dedication states about employees’ resiliency to their work, 
their feelings of enthusiasm and significance for the activities, inspiration, 
pride, and challenge on the activities they do, whereas absorption occurs 
when the employee is pleasantly occupied with work through investing 
vigor and dedication to his/her work profile.

There is a growing body of business oriented literature that has defined 
how engaged employees contribute to the overall success of an organiza-
tion. Kahn (1990) has made an extensive research to identify the psycho-
logical conditions necessary to explain moments of personal engagement 
and personal disengagement among individuals across different situations 
at work. His research is based on qualitative study of personal engagement 
and has used observation and interview methods with 16 camp counselors 
and 16 architectural firm members. He has found that people draw upon 
themselves to varying degrees while performing work tasks and they can 
commit themselves physically, cognitively, and emotionally in the various 
roles they perform or they may choose to withdraw and disengage from 
their work roles and work tasks. Results of Kahn’s study suggest that there 
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are three psychological conditions that shape how people perform their 
roles—meaningfulness, safety, and availability.

Kahn’s identification of these three psychological conditions now 
serves as a framework for the study of employee engagement. He has 
defined the state of meaningfulness as one in which workers feel worth-
while/valuable, and that they are making a difference and are appreci-
ated for the work they do. Safety is described as an environment in which 
people feel it as an ability to act what would be normal for the individual 
without fear of negative consequences. Safety is found in situations in 
which workers trust that they will not suffer because of their engagement 
to their work and where they perceive the climate to be one of openness 
and supportiveness. Therefore, it can be summed up from his findings that 
people have dimensions of themselves that they prefer to use and express 
in the course of role performance. If they can match their preferred actions 
with the psychological conditions existent in their work environment and 
work roles, then they will engage with the job.

May et al. (2004) conducted field study in a large Midwestern insur-
ance agency. Using a survey format they explored why some individuals 
fully engage in their work profiles, while others become alienated or 
completely disengaged. Results of this study confirmed that engagement 
differs from simple job satisfaction. They agreed that engagement actu-
ally entails the active use of emotions and behaviors in addition to cogni-
tions. Overall, study results have supported Kahn’s earlier work where 
in psychological meaningfulness and safety was found to be positively 
linked with employee investment in work roles. Additionally, job enrich-
ment and role fit were positively related to psychological meaningfulness. 
Having supportive supervisor and good relations with coworkers were 
related to feelings of psychological safety on the job.

Saks (2006) has surveyed 102 employees from a group of manufac-
turing and service industries to test antecedents and consequences of job 
and organizational engagement. He has differentiated job engagement 
from organization engagement and concluded that organizational engage-
ment is a person’s attitude and attachment to his/her company, whereas 
employee engagement is the degree to which an employee is actually 
absorbed in the performance of his/her own individual job role. Saks drew 
from Kahn’s (1990) work to propose a model of employee engagement in 
which the antecedents of engagement are identified as (a) job characteris-
tics, (b) perceived organization support, (c) perceived supervisor support, 
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(d) rewards and recognition, (e) procedural justice, and (f) distributive 
justice. In this same model, the consequences of employee engagement are 
identified as (a) job satisfaction, (b) organizational commitment, (c) inten-
tion to stay on the job, and (d) organizational citizenship behavior. Results 
of the survey have shown that psychological conditions leading to organi-
zation and job engagement, as well as the consequences of each variable, 
are different. The study results have confirmed that perceived organization 
support predicts job and organization engagement. He has concluded that 
procedural justice predicts organization engagement and that job and orga-
nization engagement are both related to employee attitudes, intentions, 
and behaviors. In particular, job and organization engagement predicts 
job satisfaction, commitment to the organization, and intention to quit. 
Overall, the result of the study has suggested that workers who perceived 
higher organizational support were more likely to reciprocate with greater 
levels of engagement to their individual job roles.

Though empirical findings and conceptual works on the said variables 
of engagement have surfaced in the literature over the past two decades 
and subsidized to much of our understanding of the construct (Macey & 
Schneider, 2008; Shaufeli et al., 2002), engagement has gained attention 
of HR scholars and organizational practitioners only in recent years (Kim 
et al., 2012; Rurkkhum & Bartlett, 2012; Soane et al., 2012; Wollard & 
Shuck, 2011). The research available till date supporting the possible 
importance of employee engagement is flawless; yet, research about 
creating employee engagement and what might be the aftermaths of doing 
so is remarkably undeveloped. Therefore, there needs rigorous studies in 
employee engagement to unearth its theoretical underpinning (Saks, 2006) 
and practical application with other equivalent concept like workplace 
spirituality along with its antecedents and consequences.

10.4 RESEARCH QUESTIONS AND SUGGESTED INSTRUMENTS 
FOR STUDY

The literature review presented in this chapter is seeking to examine the 
hypothesized relationship between the variables of employee engagement 
and workplace spirituality. In alignment with the purposes for this chapter, 
these following research questions are enumerated below along with its 
corresponding instrumentation useful in helping to measure them.
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(1) To ascertain the extent to which employee engagement relates to 
workplace spirituality?

(2) To find out the differences in the engagement and commitment 
levels of employees among genders?

10.4.1 WORKPLACE SPIRITUALITY SCALE

The scale was established by Ashmos and Duchon (2000) which consists 
of 21 items. Each item has seven elective responses, which need to be 
recorded on a 5-point Likert scale fluctuating from strongly disagree 
to strongly agree. The components like meaningful work scale contain 
6 items and its alpha reliability estimate is found to be 0.88. Sense of 
community scale contains 7 items with its alpha reliability estimate is 
0.91. Alignment with organizational values scale contains 8 items and 
alpha reliability coefficient is 0.94.

10.4.2 EMPLOYEE ENGAGEMENT SCALE

The Utrecht Work Engagement Scale developed by Schaufeli et al. (2001) 
is consisting of 17 items on the three underlying dimensions, that is, of 
vigor, dedication, and absorption having “vigor” is measured with six items 
(items 1, 4, 8, 12, 15, 17), “dedication” with five items (items 2, 5, 7, 10, 
13), and “absorption” with six items (items 3, 6, 9, 11, 14, 16). Items are 
rated on a 7-point scale ranging from 0 (never) to 6 (every day). The scale 
includes statements such as “my job inspires me” and “I feel happy when 
I am working intensely.” The internal consistencies (Cronbach’s alpha) of 
the UWES-17 are ranged between 0.75 and 0.83 for vigor, between 0.86 
and 0.90 for dedication, and between 0.82 and 0.88 for absorption.

10.5 DATA COLLECTION AND ANALYSIS

We have administering the questionnaire to the sample respondents and 
instructing them that they have been given 30 min for completion. During 
the instructions, the author researchers has stressed on the fact to the 
participating subjects about the purpose, potential benefits of the study and 
their consent. Confidentiality of responses and privacy of the subjects was 
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ensured. Scorings for the entire test were carried out as per the instructions 
and the raw scores were then tabulated and subjected to various statis-
tical analysis. The collected data have been analyzed using SPSS 20.0. 
In exploratory analysis measures of central tendency such as mean and 
standard deviation was carried out to study the nature and distribution of 
scores on variables of workplace spirituality and employee engagement. 
In order to respond to the research objective, correlational (two-tailed) 
analyses and reliability tests were employed. To test whether there are 
variances between genders, we split the data into two subfiles (male and 
female) and obtain the desired correlation from each subfile.

We have found that regression analysis is a powerful tool which can 
be used in a number of ways as it is used to describe the population char-
acteristics or to make predictions about subjects/variables administered 
for the population or even to test casual hypothesis (Aron & Aron, 1994). 
We have assumed that, when paired with assumptions in the form of a 
statistical model, regression can be used for prediction, inference, hypoth-
esis testing, and above all give necessary direction on modeling of casual 
relationship.

10.5.1 PILOT STUDY

An initial study was made to establish the appropriateness and rationality 
on the items of both the research instruments used. The instruments were 
tested using a predetermined sample of 30 respondents drawn from public 
sector manufacturing organizations other than those organizations used for 
the actual study. The reliability values on 21 item workplace spirituality 
scale are found to be 0.82 and 17 item work-engagement scale is 0.76. As 
per the recommendation of Nunnally (1978), all the reliability values of 
the instruments met the required threshold.

10.5.1.1 SAMPLING AND DATA COLLECTION

The sample frame or population and the size are drawn by convenience 
sampling through visiting the public and private banking and insurance 
establishments in eastern India and approaching the executives through 
their respective departmental heads for undertaking the survey. A number 
of 211 questionnaires were distributed to respondents who are working full 
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time in their present organization and key demographic variables (gender 
and age) were reviewed for further characterizing the sample.

A total of 172 questionnaires were returned, with a response rate of 
81.13%, and all of which are deployed for further data analysis. The high 
response rate can be attributed to the effective administration of these 
surveys. The sample respondent has found consisting of 32.55% female 
executives and 29.65% of the total respondents had worked for more than 
5 years in their present establishments. The mean age of the participants 
was 32.76 years (SD = 4.64) with the majority of them (68.60%) were 
married and regarding the educational level, 68.60% of them had profes-
sional post graduate level studies leading to CA, ICWAI, CFA, and MBA 
level qualifications, and 31.79% had graduate level studies.

10.6 RESULTS AND DISCUSSIONS

The findings have been divided into three sections exploratory researches, 
testing of hypothesis, inter-correlation matrix and regression analysis. 
Table 10.1 has revealed that mean and standard deviation of the total 
sample for workplace spirituality was found to be 4.69 and 0.13, respec-
tively, whereas the mean and standard deviation of employee engagement 
was found to be 4.52 and 0.16.

TABLE 10.1 Descriptive Statistics for Study Variables (n = 172).

Variables M SD

Meaningful work 4.68 0.24

Sense of community 4.65 0.20

Alignment of values 4.74 0.16

Workplace spirituality 4.69 0.13

Vigor 4.49 0.33

Dedication 4.56 0.19

Absorption 4.50 0.23

Employee engagement 4.52 0.16

The correlation table (Table 10.2) has shown that the total variables 
of workplace spirituality are positively correlated with the dimensions of 
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employee engagement (r = 0.756, p < 0.05). The findings have revealed that 
the Indian banking industry is influenced with 57.2% (R square = 0.572, 
Table 10.3) of spirituality at workplace on employee engagement. Further, 
the beta coefficient of the simple regression of workplace spirituality on 
employee engagement (Table 10.4) has revealed the significance (beta = 
0.756, t = 15.078, p = 0.000). The inter-item correlations were found to be 
significant which has supported the findings of earlier studies. However, 
the itemized correlation between meaningful work and employee engage-
ment was also found to be in a positive direction (r = 0.29, p < 0.05) 
though not significant. We apprehend that the relationship can be expected 
to be significant with a larger sample size. This supports the findings of 
Cropanzano and Mitchell (2005) that when individuals receive economic 
and meaningful work assignment from their organization, they will feel 
obliged to get themselves engaged whole heartedly and responds for 
repaying their organization.

TABLE 10.3 Model Summary.

Model R R 
square

Adjusted 
R square

Std. error 
of the 

estimate

Change statistics

R square 
change

F 
change

df1 df2 Sig. F 
change

1 0.756a 0.572 0.570 0.09018 .572 227.358 1 170 0.000
aPredictors: Constant, workplace spirituality.

TABLE 10.4 Coefficients.a

Model Unstandardized 
coefficients

Standardized 
coefficients

t Sig.

B Std. error Beta

1 (Constant) 1.822 0.191 9.552 0.000

Workplace Spirituality 0.635 0.042 0.756 15.078 0.000
aDependent variable: employee engagement.

In this context, Rothbard (2001) has defined engagement as a psycho-
logical presence stating that it involves two critical components: atten-
tion and absorption in a meaningful work assignment. Attention over 
here refers to “cognitive availability and the amount of time one spends 
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thinking about a role” while absorption means “being engrossed in a role 
and refers to the intensity of one’s focus on a role.” Work and alignment 
of personal values with organizational vision are deemed to be a central 
life activity irrespective of gender deployed in organizational set up. In 
this connection, the engagement and spirituality dimension has revealed 
that engaged employees feel personally connected to their work, produc-
tive and are less likely to seek alternative employment. In the present 
study, though there is considerably a small sample size of females (n = 56) 
versus males (n = 116), however there is not much of statistically signifi-
cant differences (female: r = 0.837, p < 0.01, whereas male: r = 0.710, 
p < 0.01, Table 10.5) were found, between genders on perceiving their 
organizations differently in regard to dimensions of workplace spirituality 
and employee engagement.

TABLE 10.5 Gender Wise Descriptive Statistics and Correlation Table for Workplace 
Spirituality and Employee Engagement.

Gender N Mean SD Workplace 
spirituality

Female Workplace spirituality (1) 56 4.69 0.15 1

Employee engagement (2) 56 4.50 0.17 0.837*

Male Workplace spirituality (1) 116 4.69 0.12 1

Employee engagement (2) 116 4.53 0.16 0.710*

*Correlation is significant at the 0.01 level (2-tailed).

The results of multiple regressions as shown in Table 10.6, where work-
place spirituality was treated for both genders separately as predictor or 
independent variable and employee engagement as outcome or dependent 
variable, it was found that female sample at R square = 70.1% and male 
sample at R square = 50.4% as a significant predictor of employee engage-
ment. The beta values at Table 10.7 have indicated the unique contribu-
tion of the dimensions as beta values for female: workplace spirituality 
= 0.929 and male: workplace spirituality = 0.879 in predicting employee 
engagement. The said findings to an extent have challenged the findings 
of Schaufeli and Baker (2003) that male populations are slightly higher 
engaged than their female counterparts, but again the differences are very 
small and hardly bear any significance.
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TABLE 10.6 Model Summary.

Gender R R 
square

Adjusted 
R square

Std. 
error 

Change statistics
R square 
change

F 
change

df1 df2 Sig. F 
change

F 1 0.837a 0.701 0.696 0.09427 0.701 126.731 1 54 0.000
M 1 0.710a 0.504 0.500 0.11333 0.504 115.891 1 114 0.000

aPredictors: (constant), workplace spirituality.

TABLE 10.7 Coefficients.a

Gender Unstandardized 
coefficients

Standardized 
coefficients

t Sig.

B Std. error Beta
F 1 (Constant) 0.147 0.388 0.379 0.706

Workplace spirituality 0.929 0.083 0.837 11.257 0.000
M 1 (Constant) 0.400 0.384 1.043 0.299

Workplace spirituality 0.879 0.082 0.710 10.765 0.000
aDependent variable: employee engagement.

Robinson et al. (2004) in their study has suggested on exploring the 
driving force of employee engagement has suggested that for diversi-
fied organizations catering female work force requires the creation of an 
organizational environment where positive emotions such as involve-
ment, meaningful job assignment and pride to be encouraged, resulting 
in improved organizational performance, lower employee turnover, and 
better work–life balance. Finally, empirical evidence is line with the earlier 
findings suggesting that a spiritual life (irrespective of gender differences) 
engaged in a profession is likely to be characterized by positive satisfac-
tion, a greater sense of fulfillment, and a better quality of life (Dieren-
donck & Mohan, 2006; Mohan, 2001).

10.7 BENEFITS OF WORKPLACE SPIRITUALITY ON EMPLOYEE 
ENGAGEMENT

Employee engagement has been hypothesized with two dimensions: Cogni-
tive Engagement—the extent to which a professional individual is aware 
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of his mission at work and his role in the organization—and Emotional 
Engagement or physical engagement—the extent to which the worker 
empathizes with others at work and connects meaningfully with his or 
her coworker (Luthans & Peterson, 2002). On the other hand, spirituality 
at work is a term that pronounces the experience of employees “who are 
obsessive about and energized by their work, find meaning and purpose in 
their work, feel that they can express their complete selves at work, and feel 
connected to those with whom they work” (Kinjerski & Skrypnek, 2004).

Therefore, the meaning of workplace spirituality and engagement 
both advocates a sense of inclusiveness to each other in their underlying 
construct. Krishnakumar and Neck (2002) has stated “fostering spirituality 
will lead to the employees feeling complete when they come to work.” 
The primary drivers of feeling completeness are identification of one self 
with organization’s goals and internalization of the organization’s values 
and mission (Chalofsky & Krishna, 2009). Fairlie’s (2011) has studied to 
compare a number of meaningful work features to other work characteris-
tics as correlates and predictors of employee engagement.

Results have suggested that these meaningful characteristics have the 
strongest correlations with multiple employee outcomes and that they 
accounted for a substantive amount of variation in employee engagement. 
Work characteristics that were categorized as meaningful included: self-
actualizing work (referring to a job that enables the individual to fulfill their 
potential and become a “fully function” person), work that is perceived to 
have a strong social impact (the extent to which one’s job matters in the 
society; legacy), a job that allows one to fulfill their life goals and values, 
a job that offers a sense of accomplishment, and work that instigates one’s 
belief in achieving their highest career goals within their organization.” 
Second, Chalofsky and Krishna (2009) has suggested that engagement 
has its foundations in preindustrial society when work was performed in 
the same neighborhood where people lived, and that work was tied to the 
well-being of the individual as well as the community. In the same line of 
it, workplace spirituality also encompasses a feeling of being connected 
with one’s work as well with coworkers (Milliman et al., 2003).

Kahn (1990) has iterated that people experience psychological mean-
ingfulness and engagement, when they are receiving rewarding interper-
sonal interactions with their coworkers and clients. He has also found 
that supportive and trusting interpersonal relationships promoted psycho-
logical safety and engagement. Cropanzano and Mitchell (2005) have 
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proposed social exchange theory to identify the reasons behind people’s 
engagement to each other in a work setting, whereby relationships evolved 
over time leads toward commitment as long as the parties involved in the 
relationship submitted to certain rules of exchange, in that the actions of 
one party led to a response or actions of the other party. Third, engagement 
is principally influenced by the culture of the organization, its leadership, 
the quality of communication, the styles of management, levels of trust 
and respect, and the organization’s reputation. Masson et al. (2008) has 
suggested that a key lever for engagement, and ultimately effective perfor-
mance, is an “employee’s emotional commitment to the organization and 
the job, the extent to which the employee derives enjoyment, meaning, 
pride and inspiration from something or someone in the organization.”

10.8 SCOPE FOR FUTURE RESEARCH

Although workplace spirituality and employee engagement have devel-
oped autonomously; however, they clearly share many commonalities 
in their expositions. Basically, the interconnection between them recom-
mends HR functionary to make it exist concurrently in their organizations’ 
as spirituality in workplace may enable employees to fully engage them-
selves with their work assignments/roles. The need for spirituality is a 
recurrent theme in corporations and businesses (Karakas, 2010) and it is 
expected that they need to embrace a set of humanistic and spiritual values 
in their engagement process so as to enable human hearts, spirits and souls 
to grow and flourish.
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ABSTRACT

India is an important country in the world due to its sheer size in terms 
of population and geographical territory and also being a key member 
country of the BRICS (Brazil, Russia, India, China, and South Africa) 
group. India’s education sector with 1.4 million schools and more than 
35,000 higher education institutions is considered as one of the largest 
higher education systems in the world (IBEF, 2015). Indian women have 
found the education sector as an avenue of employment and the sector 
employed 3.8% of Indian women in 2012 (Lahiri, 2012). The growth 
potential of this sector is enormous as the gross enrolment ration in higher 
education stood at 20.4% only (All India Survey on Higher Education, 
2013). Consequently in the decades to come, this sector will remain an 
attractive employment sector for Indian women.

This chapter focuses in general on the factors that makes education 
sector attractive for Indian women to find employment and in particular on 
work–life balance (WLB) as a key factor. WLB describes “the relationship 
between your work and the commitments in the rest of your life, and how 
they impact on one another” (Government of South Australia, 2012). The 
chapter takes into account the insights given by women teachers both at 
the school and university levels during focus group discussions. Further 
analysis is carried out to find out whether WLB is a key factor or are there 
other factors that influence women to take up teaching.

11.1 INTRODUCTION

The quest for the appropriate job or profession that caters to both the 
professional needs and personal needs of a human being be it a man or 
woman is an endless exercise. Various factors influence this pursuit that 
makes it all the more complex and difficult to unravel the key factors. 
However, in the recent past, a lot of emphasis is being laid on work–life 
balance (WLB) by employers so that they can attract the right talent and 
retain them too and by employees too so that they can balance the profes-
sional and personal lives. Is WLB a key factor that influences the selection 
of a profession is a moot question. Social factors, sociocultural factors, 
environmental factors, apart from WLB have a considerable influence on 
the selection of the profession and in turn influence other factors. WLB 
describes “the relationship between your work and the commitments in 



Is Work–Life Balance a Significant Factor in Selecting a Profession? 251

the rest of your life, and how they impact on one another” (Government of 
South Australia, 2012).

This chapter focuses in general on the factors that makes education 
sector attractive for Indian women to find employment and in particular 
on WLB as a key factor.

11.1.1 INDIA—A MEMBER STATE OF BRICS

India is an important country in the world polity due to its sheer size in 
terms of population and geographical territory. It is also an important 
member country of the BRICS (Brazil, Russia, India, China, and South 
Africa) group. The concept of BRICS group was first propounded by Jim 
O’Neill of Goldman Sachs, while referring to the investment opportunities 
in emerging economies.

The BRICS is the acronym for the group of five major emerging 
economies comprising Brazil, Russia, India, China, and South Africa. It 
was originally known as BRIC before the inclusion of South Africa in the 
year 2010. The importance of BRICS countries can be gauged from these 
facts—they constitute 42% of the world’s population; 26% of the world’s 
geographical territory; and 27% of the world’s gross domestic product 
(GDP) (BRICS in Numbers, 2015). BRICS differs from other informal 
groupings like G7 and G77, as it can be defined as a global forum for new 
generation. The basis for BRICS influence on the world economy can be 
easily understood by the fact that the contribution of these countries to the 
global economic growth has reached 50% in the last decade, resulting in 
BRICS becoming a leading power in global economic development. The 
West has now accepted BRICS as a factor of global significance due to 
their growing potential. The long-term common interests of the member 
countries are the basis of the BRICS. These common interests for the fore-
seeable future are as follows:

• reforming the out-of-date global financial and economic structure, 
which does not consider the increased economic power of BRICS 
countries and other emerging economies;

• strengthening the principles and standards of international law, 
discouraging power politics and preventing infringements on the 
sovereignty of other countries;
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• dealing with a wide range of challenges and problems related to 
economic and social modernization; and

• supporting the complementarily of many sectors of their economies 
(BRICS-Analysis, 2015).

Every BRICS country has multiple and different attributes making 
them unique and have a huge growth potential. Brazil is rich in coffee, soya 
beans, sugarcane, iron ore, and crude oil. Russia has enormous deposits of 
crude oil, natural gas, and minerals. India is the service provider to the 
rest of the world with a growing manufacturing base. China is considered 
as the manufacturer for the rest the world, with its low cost of produc-
tion. South Africa is the world’s largest producer of platinum and chro-
mium and is the 26th largest economy in the world. The above underscores 
the importance and the complementarity of these five economies and the 
dependence of the world economy on them.

11.1.2 INDIA—THE URBAN–RURAL CONGLOMERATE

India is home to more than 1.25 billion people, making it the second most 
populous country in the world, the most populous democracy in the world, 
with around 32% of population living in cities, that is, nearly 400 million 
(Rathi, 2014). According to Census 2011, out of India’s total population of 
1.21 billion the total female population amounted to 587.5 million against 
a total male population of 623.1 million

According to the report of National Sample Survey Organization, a 
Government of India’s official body (as quoted by Lahiri, 2012), India had 
an estimated 112 million female workers in the year 2010. It includes all 
female workers who described themselves as doing a job for at least 30 
of the 365 days. This is equal to a little over one out of three women of 
working age is working, at least part-time.

Traditionally, women have helped the men in agriculture and allied 
activities and consequently played a significant role in the Indian Economy. 
The nine sectors where 90% where Indian women work are agriculture, 
livestock, textiles and textile products, beverage and tobacco, food prod-
ucts, construction, petty retail trade, education, and research and domestic 
services (Padma, 2004). These nine sectors also appear as avenues of 
employment as per the report of the National Sample Survey Organiza-
tion. Some of the important sectors are the following:
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Agriculture: Agriculture is the biggest employer for women. 
Around 68.5% of women work in farming. A significant feature is that 
the percentage of women employed in farming has come down by 4.8% 
between 2005 and 2010.

Manufacturing sector: Around 10.8% of Indian working women are 
in manufacturing sector, with tobacco and clothing amounting to 4.9%.

Construction: The third largest employer is construction sector, where 
5.1% of the working women find employment.

Education: Education sector employs around 3.8% of women that is 
almost 2.5 million women.

It is foregone conclusion that agriculture and rural areas are synony-
mous to each other and the rural women folk, who are engaged in various 
farming and allied activities, form the backbone of the working women in 
India.

However, with rising urbanization and the migration of rural folk to 
urban areas in search of employment on one side and on the other the 
policy initiatives of the Government of India and the state governments in 
the domain of education, the literacy among women has been increasing 
since 1947, that is, since India’s independence. Consequently more 
avenues of employment opened for women and the also the growth of 
the services sector, which contributes around 52% of the GDP of India, 
which amounts to US$ 783 billion in 2014–15 and growing at 9% CAGR 
(constant prices) compared to overall GDP growth rate of 6.2% in the 
last 4 years (http://www.ibef.org/industry/services.aspx, accessed on 25 
October 2015). The Government of India recognizes the importance of 
services sector and provides incentives to sectors like health care, tourism, 
education, engineering, communication, transportation, information tech-
nology, banking and finance, etc.

Further, the Government of India has taken a number of initiatives to 
help the services sector grow more rapidly. Some of these initiatives are

• The Central Government is considering a two-rate structure for the 
goods and service tax, under which key services will be taxed at a 
lower rate compared to the standard rate, which will help to mini-
mize the impact on consumers due to increase in service tax.

• By December 2016, the Government of India plans to take mobile 
network to nearly 10% of Indian villages that are still unconnected.

• The Government of India has proposed to provide tax benefits for 
transactions made electronically through credit/debit cards, mobile 

http://www.ibef.org/industry/services.aspx
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wallets, net banking, and other means, as part of broader strategy 
to reduce use of cash and thereby constrain the parallel economy 
operating outside legitimate financial system.

• The Reserve Bank of India has allowed third-party white label 
automated teller machines (ATMs) to accept international cards, 
including international prepaid cards, and has also allowed white 
label ATMs to tie up with any commercial bank for cash supply 
(http://www.ibef.org/industry/services.aspx, accessed on 25 
October 2015).

• It can be easily understood that services sector will continue to 
maintain the growth rate if not increase it in the next 3–5 years 
time, thereby maintain its lead over other sectors.

11.1.3 THE INDIAN EDUCATION SECTOR

Since India became independent on 15 August 1947 and the sovereign 
republic in 1950. Consequent upon India becoming independent, the Indian 
Constitution became the basis for all legislations and policy initiatives of 
the Government of India and various state governments. The provisions of 
the Constitution that concern education are as follows:

• Provision of free and compulsory education to all children up to the 
age of 14 years.

• Education is the concurrent responsibility of the Union and the 
States. However, the coordination and determination of standards 
of higher and technical education and institutions declared by 
Parliament to be institutions of national importance are the respon-
sibility of the Union.

Article 21A of the Constitution of India inserted through the Consti-
tution (86th Amendment) Act, 2002 guarantees to provide free and 
compulsory education to all children in the age group of 6–14 years as a 
Fundamental Right. The Right of children to Free and Compulsory Educa-
tion (RTE) Act, 2009 is the legislation envisaged under Article 21A. The 
RTE Act came into effect on 1 April 2010.

The Ministry that is responsible for education is the Ministry of Human 
Resource Development (MHRD) of the Government of India is headed by 
a cabinet minister and has two departments functioning under it.

http://www.ibef.org/industry/services.aspx
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1. Department of School Education and Literacy
2. Department of Higher Education.

The National Policy on Education (NPE), 1986, as modified in 1992 
and the passing of the All India Council for Technical Education Act, 1987 
are important milestones in the development education sector in India. 
The NPE talks about the essence and role of education as a fundamental 
reiterated the commitment of the Government of India to education and 
states that “Education will be used as an agent of basic change of status 
of women. In order to neutralize the accumulated distortions of the past, 
there will be a well-conceived edge of women. This will be an act of faith 
and social engineering.” This got translated into various schemes and 
policy initiatives to increase the literacy rate, amongst which the setting 
up a “Sarva Shiksha Abhiyan” (SSA) is an important milestone.

SSA is the flagship program for achievement of Universalization of 
Elementary Education in a time bound manner. It is being implemented in 
partnership with all the State Governments to take care of the needs of 192 
million children in 1.1 million human settlements. Under this program, 
new schools will be opened and at the same time strengthen the physical 
infrastructure of the existing schools by providing additional class rooms, 
toilets, drinking water, etc. as well as augmenting the human resources 
of the existing schools with additional teachers, enhance the capacity of 
the existing teachers by training them and providing teaching–learning 
resources. The special focus of SSA is to educate the girls and children 
with special needs and bridge the digital divide. This program itself will 
create multitude of employment opportunities in the education sector 
(source: http://ssa.nic.in/, accessed on 20 July 2015).

The India’s education sector with 1.4 million schools and more than 
35,000 higher education institutions is considered as one of the largest 
higher education systems in the world (IBEF, 2015). Indian women have 
found the education sector as an avenue of employment and the sector 
employed 3.8% of Indian women in 2012 (Lahiri, 2012). The growth 
potential of this sector is enormous as the gross enrolment ration in higher 
education stood at 20.4% only (All India Survey on Higher Education, 
2013). Consequently in the coming years and decades, this sector will 
remain an attractive employment sector for Indian women.

The Indian education sector will be US $110 billion by the financial 
year 2015, which grew at a CAGR of 16.5% between financial years 2005 

http://ssa.nic.in/
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and 2012. The higher education segment stood at 34.04% of the total size 
in FY2010 and grew by a CAGR of 18.13% between the financial years 
2004–2010. The market size in financial year 2010 was US$ 17.02 billion.

The entry of nongovernmental organizations that are also not-for-profit 
organizations especially in the field of higher education—technical and 
management education has not only increased the number of seats on offer 
through multiplicity of educational institutions, but also at the same time 
resulted in severe competition among these institutions to attract prospec-
tive students. These private institutions of higher education are run on a 
self-supporting basis—they have to generate resources in order to fund the 
education programs being offered. A major source of funds is the tuition 
fees charged by these institutions. This is another reason for the compe-
tition. Another development that has an impact on the higher education 
sector in India is the advent of private universities in India. There are 174 
universities that are competent award degrees as stipulated by UGC Act 
with the approval of statutory councils.

11.2 FACTORS THAT INFLUENCE THE SELECTION OF A 
PROFESSION

Önder et al. (2014) described choosing a career as a multicriteria decision 
making problem and a crucial decision in one’s life. While studying the 
factors responsible for choosing nursing as a profession from the point of 
view of students who chose nursing and their parents found that different 
factors mentioned by parents and students. For parents, “academic staff,” 
“want nursing profession,” and “job guarantee,” and for the students “the 
security of nursing school,” “income of nursing profession,” and “devel-
oping profession” were the important factors. The study was carried out 
in Turkey.

Malaysian school students were investigated with regard to the rela-
tive influence of parents and peers in choosing accountancy as a career. 
It was found that mothers are more influential than peers in career selec-
tion as accountants among students of secondary schools. Gender differ-
ences were also observed. There is a greater influence of family on girl 
students compared to boys to choose accountancy as a profession (Hashim 
& Embog, 2015). In another study carried out in Malaysia by Chen and 
Liew (2015) on “Factors influencing career decision-making difficulties 
among graduating students from Malaysian Private Higher Educational 
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Institutions” considered parental authority and personality as factors 
that influenced career decision-making difficulties (CCMDs) found that 
parental authority has positive relationship with CCMDs, whereas person-
ality has a negative relationship. Children do not view parental authority 
passively in the Asian context and parents do have a strong influence on 
their ward’s career decision making (CDM). The authoritarian parenting 
style is responsible for the significant influence of parental authority 
and conscientiousness trait is responsible for the significant influence of 
personality.

Factors that influence career choice of adolescents can be categorized 
into factors in the external environment of the adolescent and factors that 
are internal to the individual decision maker. Internal factors are unique to 
each individual and are rooted in individual personality. Too many students 
in Ireland initially make the wrong choice as per the Higher Education 
Authority. Students dropping out of courses in the first year is 9% for level 
eight programs and is 22% in case of technology courses. In level 6 and 
level 7 programs, the rate of drop out is 25% and 26% sometimes rising to 
33% also. This change of course choice is a traumatic and costly experi-
ence for the students and their families. The education system in Ireland 
is based on quantitative system of course achievement—higher the points 
achieved at the second level, greater are the range of courses available to 
students. Consequently, students make their choices based on points they 
have scored rather than choosing courses that are more suited to them 
(Ryan, 2014). With the changes in the workplace, concepts of long-term, 
stable jobs and careers need to be revamped to stay in tune with these 
changes. As a result, CDM is increasingly seen as a continuing part of 
one’s own involvement in the world of work. Theory of Circumscription 
and Compromise, as quoted by Albion & Fogarty, 2015, indicates that 
career aspirations are circumscribed based on gender-stereotype notions 
of what careers are appropriate. This happens from early childhood. This 
circumscription of career possibilities limits the number of options to be 
considered, which will lead to a faster decision making and the people 
deciding are also reasonably confident of their choice. The authors hypoth-
esized that people who adhere to gender stereotypes will be less undecided 
than those who do not (Albion & Fogarty, 2015).

In a study carried out among Business School students to find out the 
factors that influenced students to take finance as a career choice revealed 
that academic background, quantitative aptitude, interest in the subject, 
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influence of family and friends, overall personality development, and 
monetary in centivization as the factors (Jha et al., 2013). The authors 
stated that parents and teachers have a significant impact on the career-
related decisions of students. Compensation (pay) plays a vital role in 
making career-related decisions for men.

A study carried out at a large Northwestern US university among busi-
ness students to find out the factors that influence a business student’s 
selection of a field of study and/or career, factors that encourage, or deter a 
business student’s choice to enter the field of MIS (Management Informa-
tion Systems) and strategies that a MIS department can employ to increase 
awareness about MIS-related careers among business students by Scott et 
al. (2009) came to the conclusion that job scope and career diversity, the 
technical nature of IS (Information Systems) jobs and exposure to infor-
mation on the profession as the important factors. Among all these job 
scope was the most frequently mentioned characteristic that students cited 
when asked about the factors influencing their career choice.

Clayton et al. (2012) studied the under representation of women 
entering the information and communication technology (ICT) programs 
in Australia based on an empirical qualitative study carried out in three 
schools in Australia along with existing literature on factors influencing 
girls’ career choices. The authors evaluated the program called “Tech-
nology Takes You Anywhere” an annual event in Brisbane, Australia 
attended by school girls from around 30 schools in south-east Queensland, 
with the objective of informing schoolgirls, their parents, and teachers 
about studying ICT and career options in the field and their by increase 
the girls’ confidence and interest in an ICT career (Interventions for ICT, 
2015). Based on literature, the authors identified the following factors that 
influence girls’ career choices. The social factors are family, peers, media, 
role models, and stereotypes. Family has an important influence on study 
and career choice during childhood and adolescence and family expec-
tations contribute toward girls’ decisions to enter ICT. In Australia, the 
resident computer expert at home is usually father or older brother (male) 
and the least involved is usually mother or younger sister (female). Conse-
quently, the ICT attitude of their parent provides inspiration or despair 
among females, as strong tech-savvy female ICT role models are absent 
at home. Peers have a powerful influence on child’s beliefs and behavioral 
choices. The value of education, gender roles, and academic choices are 
influenced by peers. If peers reinforce traditional gender roles, then males 
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and females are likely to engage in different activities and acquire different 
competencies. Students are likely to choose subjects that are considered as 
appropriate for their gender roles, so that they can avoid negative attention 
of the peers. Television, movies, magazines, and other mass media rein-
force cultural expectations of gender stereotypes and influence the percep-
tions about ICT. Home, school, and media are the places where gender 
roles and stereotypes are learned. They are the primary reason for rejecting 
a certain occupation. Structural factors are teachers, the ICT curriculum, 
the way it is taught, quality, availability, and maintenance of ICT-related 
resources. The school environment influences the access to ICT, lack of 
resources and technical support affects the amount of access available, 
and the skills taught in the classroom. Many students have reported nega-
tive opinions of ICT subjects and expressed general dissatisfaction with 
the ICT curriculum. The influence of structural factors can range from 
extremely positive to strongly negative.

Esters and Bowen (2005) studied the factors that influenced the career 
choice behaviors of students who graduated from an urban agricultural 
education program. Former students indicated that their parents and 
friends are the individuals most influencing the career choices. Career 
opportunities, high school educational experiences, and work experiences 
are the events reported by former students who chose a career in agricul-
ture. Other career interests, lack of interest in agriculture and lack of career 
opportunities are cited by those students who did not choose a career in 
agriculture.

In an article titled “What influences your career choice?” by Venable 
(2015), the author listed the influence factors. These factors are skills and 
abilities, interest and personality type, life roles, previous experiences, 
culture, gender, social and economic conditions, and childhood fantasies. 
A study was carried out by Ferry (2006) to explore the factors influencing 
rural young adults’ selection of specific careers in rural Pennsylvania. The 
focus group discussions yielded the following themes, namely, interde-
pendence of family, school, and community culture; different social and 
economic contextual factors; “ideal job;” barriers; and out migration. 
Young adults learn about and explore careers through the interaction of 
family, school, and community, which ultimately lead to career choice. The 
community’s economic and social circumstances influenced the percep-
tions of the youth about appropriate career choices. Youth belonging to 
more affluent communities appeared to have more family and school 
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support in career exploration resulting in a wider range of career options 
for consideration.

The findings of various studies discussed above have been tabulated 
as follows:

Country/Region Type of students/Career/
Profession

Factors that influenced career deci-
sion making

Turkey Nursing profession Parents’ view: academic staff, want 
nursing profession and job guarantee 
Students’ view: security of nursing 
school, income of nursing profession, 
and developing profession

Malaysia Accountancy profession Gender differences

Malaysia Graduating students Parental authority; personality

Ireland Adolescents Points scored in the grading system

Australia Adolescents & adults Gender stereotype notions

India Business school students 
& finance as a major

Academic background, quantita-
tive aptitude, interest in the subject, 
influence of family and friends, 
overall personality development, and 
monetary incentives

USA High school passed out 
students

Knowledge about careers

Australia Girls and ICT Family, peers, media, role models and 
stereotypes

USA Students of urban  
agriculture programs

Parents and friends are the individuals

Rural Pennsylvania, 
USA

Young adults Interdependence of family, school, and 
community culture; different social 
and economic contextual factors; 
“ideal job;” barriers; and out migration

ICT, information communication technology.

The major factors that have an influence on career choices are parents, 
friends, gender differences, gender stereotypes, apart from knowledge 
about careers. This points out that across various countries of the world 
the family, friends, and gender come out as common influencing factors.
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11.3 WORKING WOMEN IN INDIA—ISSUES, OPPORTUNITIES, 
AND THREATS

Religion does mold an individual’s behavior, prescribes the expected 
norms, value systems, customs and practices, which in turn form the basis 
of the culture. The family that plays a central role in family members’ lives 
characterizes Indian culture. Patriarchal system is practiced with the eldest 
male member of the family being the head of the family.

First, culture of a society plays an important in deciding the roles of 
men and women. Culture can be explained as something that is acquired 
and distinct, consists of norms, values, and beliefs and influences behavior. 
The Indian civilization is more than 3000 years old with Hinduism as a 
religion being practiced by around 80% of the Indian population. Indian 
society like many other societies is a patriarchal society, with the eldest 
male member heading the family. Being hierarchical and also collec-
tivist in nature also characterize the society, where the head of a family 
takes the decisions concerning the education of the children, marriage, 
and other decisions. These decisions are invariably accepted by the other 
members of the family, due to the hierarchal nature of Indian society and 
relatively large power distance. Power distance is the degree to which the 
less powerful members of a society expect and accept the fact that power 
is distributed unequally (Hofstede, 2015). The status of women is not the 
same as of men and women are expected to fulfill their gender specific 
roles, as prescribed by the society.

Second, a major issue faced by working women in India is that they 
are expected to raise a family (after marriage), take care of the household 
chores and at the same time contribute to the household budget by working. 
This leads to situation where working women need to excel in both 
personal and professional lives. They have the twin loads as compared to a 
single load for men. Another major issue is the attitudinal bias that Indian 
women face in certain profession like police, judiciary, armed forces, etc., 
and politics, which still remain a bastion of men and consequent under 
representation of women in the Indian Parliament and state legislatures. 
Yet, another major issue is the tradition-rich Indian culture, which exerts 
pressure on even successful professional women and interferes in their 
career path and career growth, by putting pressure to conform to the tradi-
tion roles a women is expected to discharge.
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Apart from the above major issues another issue that plagues the Indian 
women is the very low level of education among women. Thirty-one million 
girls out of 57 million children all over the world are out of school and two-
thirds of illiterate adults are women. School-based violence, early marriage, 
poverty, pregnancy, and discriminatory gender norms are some of the major 
obstacles to girls’ education. School fees and the perceived benefits of girls’ 
domestic work keep girls out of school (Girls & Women, 2015).

Indian women have found certain of the professions as niche areas and 
are thriving in these professions. First, they are excelling in jobs entailing 
administrative work by their integrity of character, efficiency, and perfec-
tion. Second, Indian women are performing very well in teaching jobs. 
They have proved to be best teachers due their love and affection for chil-
dren. Health care is another area, where a large number of women are 
employed as doctors and nurses (Singh, 2015).

According to a survey by Gallup, as quoted by Lahiri (2012), tradi-
tional expectations of the society lead to college-educated women leaving 
jobs after marriage or after having children to take care of the family. 
Therefore, white-collar companies find it hard to recruit or keep female 
workers. As majority of the female workforce in India have only basic 
education, they are working in poorly paid jobs with no security or bene-
fits and often below the prescribed minimum wages.

Certain professions have become the strongholds of Indian working 
women over a period of time. Teaching, healthcare, banking, and IT 
services are some of the sectors where Indian women find employment. 
Teaching at school level, college or university level is a preferred profes-
sion by women. The reasons for this are not difficult to unravel. Ramach-
andran (2005) states that women chose teaching as profession due to 
respectability, security, and less work, as they also can manage their home 
and house. Teaching was also the preferred choice of their parents and 
husbands. The author further explained that the responses of the women 
reflect in gender relations in the society.

In an article titled “Teaching vs. home-making: A fine balance?,” 
Vijayasimha I, pointed out that women get into teaching as it is compat-
ible with their roles and responsibilities. Teachers have a notion that work 
of teaching is especially suited for women as it allows them to perform 
their socially approved role as homemakers and caregivers and at the same 
time do a respectable job that has limited demand in terms of time spent 
outside the home.
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Women often get into teaching because it seems to be a career option 
that is compatible with their other roles and responsibilities. Of course, 
this is not the only reason why women choose teaching; they cite other 
reasons such as the possibility of going deeper into a subject, the oppor-
tunity to interact with children and the nobility of the teaching profession. 
Although many women mention their liking for working with children 
or youngsters as sources of satisfaction in their work, it doesn’t seem to 
be the main reason for choosing a teaching career. A widely held notion 
among teachers in all school types is that the work of teaching is especially 
suited for women because it allows them to perform their socially approved 
role as homemakers and caregivers while also doing a “respectable job” 
that places relatively limited demands in terms of time spent outside the 
home. Even without any overt societal or family pressure women feel that 
teaching gives them the choice of earning an income and the same time 
take care of the family.

She further quotes Kirk (2008, p. 66). These three ideas—(i) of 
teaching being a noble profession, (ii) of the work being in accord with 
women’s natural abilities, and (iii) of being in a career that was aligned 
with family expectations—contain inherent tensions between them and 
could be understood as a reflection of the tensions between quite different 
perceptions of women teachers in the given context. “For the woman 
teacher, they are all three very viable discursive resources from which she 
constructs her story of becoming a woman teacher.”

A study conducted by the Center for Talent Innovation, New York as 
quoted by Ullas (2013) revealed that the Indian women are on par with 
many developed countries, except that their rise in the career is stalled. 
Also, Indian working women get back to work in the shortest possible 
time as compared to their US, German, and Japanese counterparts. The 
“daughterly guilt” is a phenomenon found among Indian working women, 
80% of whom leave their jobs for the sake of their parents.

The modern Indian woman is working throughout the country, both in 
urban India and rural Indian at all levels and in all professions at different 
positions—as politicians, bankers, top bureaucrats, fashion designers, on 
one hand and on the other as servants, construction workers, or even as 
beggars. The tradition-rich Indian culture is putting pressure on successful 
professional women and cuts their career. The male side is only partly 
responsible for this social pressure. The author opines that the education 
must precede the active involvement of women in national movements. 
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Education, freedom, and acceptance by the male side are necessary (Bauer, 
2015).

The federal state of Maharashtra of the Indian Union has 297,480 
female teachers working in various educational institutions representing 
43% of the total teachers employed in schools and junior colleges. Women 
are willing to work in educational institutions due to flexible job timings, 
limited working hours and women can go home by evening and be with 
their families. Teaching is a safer profession and is also a noble profes-
sion that gives immense satisfaction. In the higher education sector, more 
than 40% of teaching staff are women, but women are denied top posts 
like principals in spite of having the requisite qualifications and eligibility 
(Joshi, 2014).

From the above, it can be inferred that working women face very many 
issues some of which are threats too, but at the same time have opportu-
nities too. WLB as a factor plays a key role in choosing a profession by 
women in general and choosing teaching as a profession in particular.

11.4 WORK–LIFE BALANCE: A CONCEPT

WLB describes “the relationship between your work and the commitments 
in the rest of your life, and how they impact on one another” (Govern-
ment of South Australia, 2012). Any working individual faces the chal-
lenge of finding a balance between work and daily life. Combining work, 
family commitments and personal life successfully is important for the 
well-being of all members in a household. The amount of time a person 
spends at work is an important element of WLB. Across OECD countries 
the percentage of men working very long hours is 17% as compared with 
7% for women. Moreover, the more people work, the less time they spend 
on other activities such as personal care or leisure. Women working fewer 
hours do not result in greater leisure time as time devoted to leisure is 
roughly the same for both women and men across 20 OECD countries 
(Work–Life Balance, 2015).

The six components of WLB are as follows:

1. Self-management—is the effective utilization of spaces in our 
lives and the available resources.

2. Time management—involves the optimal usage of the time avail-
able and the supporting resources.
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3. Stress management—becoming adept at maintaining tranquility 
and working toward getting out of pressure-filled situations.

4. Change management—involves making periodic and concerted 
efforts to ensure that the volume and rate of change at work and at 
home does not overwhelm or defeat you.

5. Technology management—ensures technology serves and not 
abuses.

6. Leisure management—acknowledges the importance of rest and 
relaxation, so that one does not ignore leisure and taking time-off 
from the work is an important component of the human experience 
(The Six Components of Work–Life Balance, 2015).

Discussing about WLB of women employees Lakshmi and Gopinath 
(2013), whose work is based on teaching professionals at the university 
level, acknowledged that WLB focuses on achievement and enjoyment—
that is, woman should be able to have job satisfaction (enjoyment) and also 
have career growth (achievement) leading to a positive WLB. WLB means 
the capacity to schedule the hours of professional and personal life so that 
a peaceful and healthy life can be led. They further quoted that 53% of the 
women working for 40–45 h/week struggle to achieve WLB. This struggle 
is a result of the demands of their organizations versus commitments of 
their homes. They found among their respondents that the average WLB 
was found to be 73% based on Work–Life Balance Index (WLBI) and 
falling in the range of 92% and 58%. This shows that there are women 
who achieved a high WLB and also poor WLB.

Sturges and Guest (2004) studied a sample of graduates in their early 
years of professional life to explore the associations between WLB, work/
nonwork conflict, hours worked and organizational commitment and 
found that these graduates do seek WLB, but work long hours as they 
are concerned about success in career. This resulted in the relationship 
between home and work becoming increasingly unsatisfactory.

In a comparative study of WLB among chartered accountants, doctors, 
and teachers carried out by Jain (2013), the author defines WLB as people 
having a measure of control over when, where and how they work. WLB 
describes the balance between an individual’s work and personal life. It 
includes prioritizing between work (career and ambition) and life (plea-
sure, leisure, family and spiritual development). Time balance, involve-
ment balance, and satisfaction balance are the key aspects of WLB. Time 
balance is about the amount of time given to work and non-work roles; 
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involvement balance is the level of psychological involvement in or 
commitment to non-work roles; satisfaction balance is the level of satis-
faction with work and non-work roles. Working conditions and family 
support are the two key factors that help create WLB among the profes-
sionals studied.

11.5 METHODOLOGY

In social sciences, one of the methods used to get insights into a topic or 
an issue or get information is focus group interviews. These are “generally 
anchored in a qualitative paradigm, reflecting a person-centered, holistic 
perspective for achieving depth understanding of participant’s reality” 
(Hollis et al., 2002). Focus groups are “designed to obtain perceptions on 
a defined area of interest in a permissive, non-threatening environment” 
(Krueger, 1994).

This methodology provides an “an insider’s view or emic.” Further 
inductive processes are used to analyze and interpret participants’ opin-
ions and views. It is particularly useful for obtaining an insight into the 
participants’ knowledge and experiences. This methodology can be used 
to explore on one hand what people think and on the other to examine 
how they think and why they think that way (Kitzinger, 1995). Thus, 
focus group interviews are a valuable means for distinguishing a range of 
perceptions regarding the factors that makes education sector attractive for 
Indian women to find employment. Focus group interviews were selected 
vis-à-vis individual interviews bearing in mind that “the dynamic interac-
tion afforded by focus groups enables the eliciting of a diversity of views 
from participants and the immediate clarification of issues that affect this 
diversity” (Hollis et al., 2002).

Thereby, the study used a qualitative method of conducting focus group 
interviews which provided the researcher with an occasion to explore the 
stakeholders’ perceptions by giving them a forum to express their opinions 
without the pressure of arriving at a consensus. The population consists 
of women practicing teaching profession. Nonrandom sampling method 
(nonprobability sampling method) of convenient sampling method was 
used to identify the respondents, who were then invited for the focus group 
interviews. The names and identities of the respondents were kept anon-
ymous so that they can interact openly and without any inhibitions and 
hindrances.
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Each focus group was conducted within the broad focus group study 
parameters outlined by Krueger (1998) with the help of question that were 
developed using protocols and strategies expressed by him. Questions 
were largely open-ended and probes were used to gather richer details 
about the participants’ experiences. Dichotomous questions and questions 
which required the participants to make noncontextual judgments were 
avoided (Hollis et al., 2002).

The focus group interviews were conducted at locations convenient 
to the participants. In order that the interviews remained focused on the 
topic, the researcher was the moderator, who also facilitated the group 
interaction. The proceedings were documented as minutes and analyzed 
later.

The study parameters outlined by Krueger (1998) were used for 
conducting each focus group with the help of questions. The questions 
were developed based on the inputs given by him. Open-ended questions 
were used and wherever necessary probed further to gather more infor-
mation about the participants’ views. Questions that are dichotomous and 
require making contextual judgment were not used (Hollis et al., 2002).

11.6 DATA ANALYSIS

Thematic analysis was used to analyze the proceedings of the focus group 
interviews and to identify the common themes. Thematic analysis is a 
categorizing strategy for qualitative data. The data are reviewed, notes are 
made start sorting the data into categories. It helps in moving the anal-
ysis from a broad reading of data to discovering patterns and developing 
themes (Thematic Analysis, 2015). The six phases of thematic analysis as 
enunciated by Braun and Clarke (2006), which are—familiarizing yourself 
you’re your data; generating initial codes; searching for themes; reviewing 
themes; defining and naming themes; and producing the report, were used 
to analyze the data collected during the focused group discussions. The 
findings of the data analysis are as follows.

11.7 FINDINGS

The findings of the focus group interviews are classified under different 
themes: The themes are as follows:
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1. Factors related to profession
2. Societal influences
3. Parents and in-laws’ influences
4. Work–life balance issues.

The following table gives an overview of the comments and remarks of 
the participants (respondents):

Themes Comments, remarks, and observations

Factors related to profession Celebration of success of students; professional 
satisfaction, talking to young and creative minds; joy 
of reading; analyzing young minds; life-long learning; 
constant learning; knowledge sharing; handling children; 
emancipation of thought and creativity; gives lot of 
respect; work is well-defined; lot of scope for research 
and writing

Societal influences Teaching is best for women; safe profession for women; 
dignified profession; respect for teaching in society; 
respectable profession; safe and reputed profession for 
women

Parents’ and parents-in-law’s 
influences

Father’s influence, father’s choice; parents-in-law 
permitted to teach only

Work–life balance issues Demands less time compared to other professions; 
can easily manage family; easy to maintain work–life 
balance; healthy work–life balance; does not disturb my 
family life; can manage family with profession; regular 
timings; no tours; can easily play the roles of teacher, 
wife, and mother

Personal factors Internal satisfaction; self-motivation; to remain young 
and energetic; to be a student while being a teacher; my 
father was a teacher (role model)

Apart from the above, one aspect that came to the fore was WLB itself 
as an important factor. The participants in the focused group interviews 
were of the opinion that WLB is important/very important as working 
women have to straddle both the worlds. They also expressed the view 
that WLB is very important that too for a mother and lack of it leads to 
stress, anger, and frustration:
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Work–life balance Important; mandatory; lack of WLB leads to lack of 
coordination between personal and professional life; 
very important; important as a women I have to straddle 
both the worlds; work is life and life is work; lack of 
WLB leads to stress, anger, and frustration; very much 
important; very important for women and that too as a 
mother

The findings point out that WLB per se and WLB factors are important 
for the participants followed by other factors and influences. This is incon-
formity with what the literature has pointed out, wherein the expected role 
of a woman by the society and the family is important. This further leads 
to the fact the Indian society being hierarchal in nature and at the same 
time relationship-oriented the personal life and the time devoted to fulfill 
the roles in personal life play an important role in maintaining WLB for 
working Indian women.

The findings of the focus group discussions highlight the fact that WLB 
is a key to choosing teaching as a profession. Teaching as a profession by 
its very nature allows people to take care of their household chores and at 
the same time discharge the responsibilities of a mother, sister, daughter, 
etc., as perceived by the society. It does have regular timings, no late hours 
working and above all a well-respected profession. The teaching profes-
sion is also tailor made for women, where the attitudes and personality 
characteristics of a woman match with the expectations of the society, 
resulting in a win-win situation.

Here, the educational institutions both at the school-level and college/
university level should not take it for granted that factors responsible for 
having a healthy WLB, but enhance and create a conducive atmosphere 
for the profession to attract more and women.

11.8 CONCLUSION

The study pointed out that in India, an emerging economy, and part of the 
group of BRICS (Brazil, Russia, India, China, South Africa) countries, 
WLB is taking center-stage and becoming a key factor in choosing a job 
or a profession. The teaching profession is no exception to this except 
that the perception among academics is that teaching profession inherently 
offers WLB. Companies which want to attract good talent and retain them 
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should delineate the factors in the education sector and replicate them in 
their respective companies. This will leads to gender diversity on one hand 
and on the other reduce the employee turnover considerably, as women are 
not prone to change jobs frequently.
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ABSTRACT

The present workplace and world is blooming complicated and stressful 
day by day. The present chapter reviews the role of mindfulness in 
workplace. Mindfulness is gaining a growing popularity as a practice 
in daily life, apart from Buddhist insight meditation and its application 
in psychology. Not that long ago, meditation was seen widely as the 
preserve of hippies and saffron-clad monks, unsuited for the business 
world. Nowadays, a growing number of businesses are recognizing what 
mindfulness has to offer. Being mindful makes it easier to savor the plea-
sures in life as they occur, helps employees become fully engaged in 
activities, and creates a greater capacity to deal with adverse events. 
By focusing on the here and now, many people who practice mindful-
ness find that they are less likely to get caught up in worries about the 
future or regrets over the past, are less preoccupied with concerns about 
success and self-esteem, and are better able to form deep connections 
with others.

12.1 INTRODUCTION

In today’s world of work, employees and leaders face multiple stress-
inducing demands and pressures as well as constant connectivity through 
smart phones, social media, and tablet computers. People during work 
manage fluctuating priorities, working with increased expectations, 
balancing competing demands for our personal and professional goals, 
and handling ongoing conflict and ambiguity in complex environments. 
Consulting firm AON Hewitt estimates that over 35% of US employers in 
2013 offered stress reduction programs to their employees and that esti-
mate is expected to grow (AON Hewitt, 2013). HR and talent management 
professionals increasingly looking for ways to reduce employee stress and 
many employers like Google, General mills have found that introducing 
mindfulness into their workplace not only lowers employee stress, but also 
improve focus, clarity of thinking, decision making, emotional intelligence 
and more.
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12.1.1 WHAT IS MINDFULNESS?

…inhabiting this moment, our only moment, with greater awareness 
shapes the moment that follows, and if we can sustain it, actually shapes 
the future and the quality of our lives and relationships in ways we often 
simply do not appreciate…. (Kabat-Zinn, 1990)

Mindfulness has its origin that go back 2500 years and uses an anchor—
often breathing—to center attention and to bring awareness to the present 
moment. According to Frances Weaver in The Week, “the goal of mindful-
ness practice is to “quiet the mind’s constant chattering-thoughts, anxieties 
and regrets.” Mindfulness practitioners learn to focus on the present in 
everything they do and to accept events in the present moment (Weaver, 
2014).

Psychologist Ela Amarie of the Switzerland based consultancy Mindful 
Brain observes that there are three characteristics of mindfulness: inten-
tion, attention, and attitude. The goal of mindfulness is to recognize and 
accept inner thoughts and feelings.

Mindfulness is a quality of consciousness, more specifically defined as 
“paying attention in a particular way: on purpose, in the present moment, 
nonjudgmentally” (Kabat-Zinn, 1994).

Mindfulness is a state of conscious awareness in which the individual is 
implicitly aware of the context and content of information. It is a state of 
openness to novelty in which the individual actively constructs categories 
and distinctions. In contrast, mindlessness is a state of mind characterized 
by an overreliance on categories and distinctions drawn in the past and 
in which the individual is context-dependent and, as such, is oblivious to 
novel (or simply alternative) aspects of the situation. (Langer, 1992: 289)

Mindfulness entails self-regulation of attention so that attention is 
concentrated on the present (Bishop et al., 2004). One’s attention remains 
focused on the “unfolding of experience moment by moment” (Kabat-
Zinn, 2003). Thoughts, feelings, and bodily sensations are considered to 
be “objects of observation” (Bishop et al., 2004) but not something on 
which one should elaborate (i.e., direct attention toward thinking about 
the thought, feeling, or sensation). Such elaboration would take one out 
of the present moment, and thus, distract focus from the current expe-
rience. It would also require use of resources that could be devoted to 
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attention and present-moment awareness. In addition, elaboration often 
involves judgment (e.g., this is a “good” event or this is a “bad” expe-
rience because of how it is making me think or feel). Mindful aware-
ness is fostered by acting as an “impartial witness” (Kabat-Zinn, 1990) to 
one’s own experience. This means stepping back from one’s tendency to 
categorize and judge one’s experiences, a practice which “locks us into 
mechanical reactions” (Kabat-Zinn, 1990) of which we may not even be 
aware. The nonjudgmental quality of mindfulness leads to equanimity, as 
emotional disturbance often comes from our interpretation of the event 
rather than the event itself. Mindfulness also encourages one to realize 
that the thoughts, feelings, and sensations that one observes are simply 
experiences in the mind or body, and not something that one should “over-
identify” with (e.g., a thought is a thought, but you are not your thought). 
Mindfulness also involves one’s orientation to experience (Bishop et al., 
2004). Mindfulness encourages approaching one’s experiences with a 
“beginner’s mind” (Kabat-Zinn, 1990), as if experiencing the event for 
the first time. With such an approach, one brings to their experience “an 
orientation that is characterized by curiosity, openness, and acceptance” 
(Bishop et al., 2004). Acceptance in this sense refers to receptivity to 
seeing things as they actually are in the present moment (Kabat-Zinn, 
1990). Each moment is viewed as unique, and if one brings to the moment 
preconceived ideas, assumptions, or expectations, one will not be able to 
experience the moment as it truly is. Fundamental to the idea of being 
open to and seeing one’s experience as it is in reality is the attitude of 
letting go or nonattachment. One learns to “put aside the tendency to 
elevate some aspects of our experience and to reject others” (Kabat-
Zinn, 1990). This attentiveness to and acceptance of one’s full experience 
allows an individual to respond effectively rather than react habitually to 
the situation and experience (Bishop et al., 2004; Kabat-Zinn, 1990). The 
following quote illustrates the philosophy of approaching each experi-
ence with a beginner’s mind:

When I say that I ‘know’ my wife, it is that I have an image about her; but 
that image is always in the past; that image prevents me from looking at 
her—she may already be changing…. So the mind must be in a constant 
state of learning, therefore always in the active present, always fresh; 
not stale with the accumulated knowledge of yesterday. (Krishnamurti, 
1972, p. 8, as cited in McIntosh, 1997)
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12.2 CHARACTERISTICS OF MINDLESSNESS

12.2.1 TRAPPED BY CATEGORIES

The creation of new categories … is a mindful activity. Mindlessness sets 
in when we rely too rigidly on categories and distinctions created in the 
past (masculine/feminine, old/young, success/failure). Once distinctions 
are created, they take on a life of their own (Langer, 1989).

12.2.2 AUTOMATIC BEHAVIOR

Habit, or the tendency to keep on with behavior that has been repeated 
over time, naturally implies mindlessness. However, …mindless behavior 
can arise without a long history of repetition, almost instantaneously, in 
fact. (Langer, 1989: 16)

12.2.3 ACTING FROM A SINGLE PERSPECTIVE

So often in our lives, we act as though there were only one set of rules. 
(Langer, 1989: 16)

To be mindful means to be fully in the “here and now,” moment-to-
moment. Mindfulness includes awareness of current external stimuli, such 
as externalevents or objects, as well as of internal processes and states, 
such as emotions, perceptions, sensations, and cognitions. The observing, 
witnessing stance of mindfulness is associated with a reduction in mental 
commentary and judgment (e.g., Weick & Putnam, 2006).

Mindfulness can be contrasted with mindlessness. Being mindless 
can be defined as neither paying attention to, nor having awareness of, 
the activities one is engaged in or of the internal states and processes 
(e.g., emotions) one is experiencing. Modes of being that are character-
istic of mindlessness are, for example, performing tasks on autopilot, 
daydreaming, worrying about the future, or ruminating about the past 
(Brown & Ryan, 2003).
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12.2.4 IS MINDFULNESS A PERSONALITY TRAIT?

Mindfulness might be a personality trait rather than a cognitive ability. 
It might be useful to consider a well-regarded trait theory of person-
ality and to inquire as to whether mindfulness resembles any of the traits 
proposed. … The most popular trait theory today is probably the big-five 
theory…. Although there are certainly other theories, big-five theory has 
gained such overwhelming comparative acceptance that I will limit my 
discussion to this theory alone. Although different investigators some-
times have given the big five different names, they generally have agreed 
on five key characteristics as a useful way to organize and describe indi-
vidual differences in personality. The following descriptions represent the 
five traits:

1. Neuroticism—characterized by nervousness, emotional instability, 
moodiness, tension, irritability, and frequent tendency to worry.

2. Extraversion—characterized by sociability, expansiveness, liveli-
ness, an orientation toward having fun, and an interest in other 
people.

3. Openness to experience—characterized by imagination, intelli-
gence, and aesthetic sensitivity, as well as openness to new kinds 
of experiences.

4. Agreeableness—characterized by a pleasant disposition, a chari-
table nature, empathy toward others, and friendliness.

5. Conscientiousness—characterized by reliability, hard work, punc-
tuality, and a concern about doing things right. Mindfulness seems 
potentially related to openness to experience. There is almost 
certainly some overlap. Moreover, research suggests that open-
ness to experience itself is correlated with cognitive abilities. So, it 
would seem potentially fruitful to pursue the relation between the 
two constructs. Mindfulness also may bear some relation to consci-
entiousness. Studies are needed that correlate mindfulness with 
these traits to see if indeed there is a relation (Sternberg, 2000:21).

12.3 MINDFULNESS AND CULTURAL INTELLIGENCE

As a facet of CQ [cultural intelligence], mindfulness (at a highly devel-
oped level) means simultaneously:
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• Being aware of our own assumptions, ideas, and emotions; and of 
the selective perception, attribution, and categorization that we and 
others adopt;

• noticing what is apparent about the other person and tuning in to 
their assumptions, words, and behavior;

• using all of the senses in perceiving situations, rather than just 
relying on, for example, hearing the words that the other person 
speaks;

• viewing the situation from several perspectives, that is, with an 
open mind;

• attending to the context to help to interpret what is happening;
• creating new mental maps of other peoples’ personality and cultural 

background to assist us to respond appropriately to them;
• creating new categories, and recategorizing others into a more 

sophisticated category system;
• seeking out fresh information to confirm or disconfirm the mental 

maps;
• using empathy—the ability to mentally put ourselves in the other 

person’s shoes as a means of understanding the situation and their 
feelings toward it, from the perspective of their cultural background 
rather than ours (Langer, 1989; Thomas, 2006: 85).

12.4 EMPIRICAL STUDIES ON MINDFULNESS

Emerging research also suggests that mindfulness affects a person’s social 
relationships. For example, Wachs and Cordova (2007) found that mind-
fulness increased people’s ability to identify and communicate emotional 
states with their partner as well as regulating their anger expression, which 
led to an increase in marital quality. Other research suggests that mind-
fulness increases people’s ability to cope with relationship stress (Barnes 
et al., 2007). These positive effects may be partly due to mindfulness 
increasing empathic concern toward relationship partners (Block-Lerner 
et al., 2007). It has also been argued that mindfulness moves people from 
an adversarial mind-set to a more collaborative mind-set in mixed-motive 
interactions such as negotiations (Riskin, 2002).

Research suggests that mindfulness is associated with a better ability 
to function in relationships as it helps people relate to others emotionally 
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(Wachs & Cordova, 2007), cope with relationship stress (Barnes et al., 
2007), and emphasize with relationship partners (Block-Lerner et al., 
2007). In addition, research found mindfulness to be related to higher 
emotional intelligence and self-regulation (e.g., Brown & Ryan, 2003), 
which implies a better recognition and understanding of others’ emotional 
states as well as a better understanding and regulation of one’s own 
emotions (Arch & Craske, 2006).

Reb et al. (2014) examined the influence of leaders’ mindfulness on 
employees’ well-being and performance and found that supervisors’ trait 
mindfulness is positively associated with different facets of employee 
well-being, such as job satisfaction and need satisfaction, and different 
dimensions of employee performance, such as in-role performance and 
OCBs. They also explored whether one measure of employee well-being, 
psychological need satisfaction, plays a mediating role in the relation 
between supervisor mindfulness and employee performance. These predic-
tions were tested in two studies using data from both supervisors and their 
subordinates. Results were consistent with hypotheses. It contributes to 
understanding of mindfulness by examining its interpersonal effects in a 
very important domain of human life: the workplace.

Scholars are now asking, how would a mindful approach to work affect 
one’s work life and work outcomes?

Kabat-Zinn (1990) foreshadows the possibilities:

When you begin to look at work mindfully, whether you work for your-
self, for a big institution, or for a little one, whether you work inside a 
building or outside, whether you love your job or hate it, you are bringing 
all your inner resources to bear on your working day. In all likelihood, 
if we saw work as an arena in which we could hone inner strength and 
wisdom moment by moment, we would make better decisions, commu-
nicate more effectively, be more efficient, and perhaps even leave work 
happier at the end of the day. (pp. 389, 393)

Shapiro and Carlson (2009) have suggested that mindfulness medita-
tion can also serve as a mean of self-care to help combat burnout rates. 
Future research on not only how therapists’ practice of mindfulness medi-
tation helps facilitate trainee development and affects psychotherapy is 
needed, but the ways in which therapists’ own practice of mindfulness 
meditation can help with burnout rates and other detrimental outcomes of 
work-related stress.
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Narayanan et al. (2011) found that employee trait mindfulness was 
positively related to task performance, and this relation was partly medi-
ated by the lower emotional exhaustion experienced by more mindful 
employees.

At this time, little research is available regarding the effects of mind-
fulness in a work setting. Most studies that do exist continue to demon-
strate the positive effect of mindfulness on mental health; in this case, 
its ability to reduce stress and burnout in the workplace, particularly for 
health-care professionals (Cohen-Katz et al., 2004, 2005; Galantino et 
al., 2005; Irving et al., 2009; Klatt et al., 2009; Mackenzie et al., 2006; 
Pipe et al., 2009). An exploratory qualitative study, however (Hunter & 
McCormick, 2008), suggests much broader effects. Hunter and McCor-
mick’s (2008) results indicate that a mindful approach to work may result 
in more external awareness at work, more acceptance of one’s work situ-
ation, increased ability to cope with and remain calm in difficult work 
situations, increased adaptability, and more positive relationships at work. 
Anecdotal evidence also hints at the power of mindfulness. For example, 
National Basketball Association (NBA) coach Phil Jackson, former coach 
of the championship (1991–1993) Chicago Bulls and current coach of the 
championship (2000–2002) Los Angeles Lakers, considers the mindful-
ness sessions he holds for his players to be a competitive secret (Lazenby, 
2001) that contributes to his team’s success.

Mindfulness has been shown to contribute to the development of 
empathy (Block-Lerner et al., 2007; Cohen-Katz et al., 2005; Shapiro et 
al., 1998; Tipsord, 2009) and to be related to positive affectivity (Brown & 
Ryan, 2003), both of which are positively related to citizenship behavior 
(Borman et al., 2001; Organ & Ryan, 1995; Settoon & Mossholder, 2002). 
More proximal processes likely mediate the effect of mindfulness on an 
individual’s performance and citizenship behavior at work. I propose that 
two intermediary variables, experienced affect and high-quality work rela-
tionships, link the independent variable mindfulness and the dependent 
variables of performance and citizenship behavior. I suggest that mindful-
ness is associated with one’s experienced affect. Mindful individuals tend 
to be more skilled emotionally, as mindfulness scales have correlated posi-
tively with measures of emotion awareness and regulation (i.e., emotional 
intelligence; Baer et al., 2004, 2006; Brown & Ryan, 2003; Feldman et 
al., 2007) and negatively with scales measuring difficulty in identifying 
and describing feelings (Baer et al., 2004, 2006; Wachs& Cordova, 2007).
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Because more mindful individuals are expected to be more emotionally 
aware and more effective at regulating emotions, they should experience 
more positive affect and less negative affect as compared to less mindful 
individuals. Such relationship would be consistent with meta-analytic find-
ings that mindfulness has a moderate, positive relationship with trait posi-
tive affect and a moderate, negative relationship with trait negative affect 
(Giluk, 2009). Shiota et al. (2004) argue that positive emotions are critical 
to the formation and maintenance of social bonds. Those who experience 
more frequent positive affect are better able to develop social relationships, 
have more friends, and enjoy a stronger network of support (Lyubomirsky 
et al., 2005), while the expression of frequent negative affect is likely to 
negatively impact relationships (Labianca & Brass, 2006).

Mindfulness has been shown to positively affect mental health and 
psychological well-being, physical health, and quality of intimate relation-
ships (Baer, 2003; Brown & Ryan, 2003; Brown et al., 2007; Grossman 
et al., 2004). A recent conference paper (Hunter & McCormick, 2008) 
presented a small exploratory qualitative study in which eight managers 
and professionals described a broader set of workplace outcomes stem-
ming from their mindfulness practice, including increased external aware-
ness, more acceptance of one’s work situation, increased ability to cope 
and remain calm in difficult work situations, increased adaptability, and 
more positive relations at work.

12.5 HOW IT BENEFITS BUSINESS AND WORK

12.5.1 EMOTIONAL WELL-BEING

Napoli et al. (2005) reported the results of integrated mindfulness and 
relaxation work with 225 children with high anxiety, aged between 5 and 
8 taking part in the attention academy program in a school context. The 
intervention constituted 12 sessions of 45 min each. The children showed 
significant decreases in both test anxiety and ADHD behaviors and also 
an increase in the ability to pay attention. The study was reasonably strong 
methodologically, being a randomized control trial with a large sample, 
and the use of objective measures of attention.

Wall (2005), in a small study, outlined effort program to teach MBSR 
and Tai Chi in a mainstream school to 11–13-year olds in the United States, 
which brought perceived benefits such as improved well-being, calmness, 
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relaxation, improved sleep, less reactivity, increased self-care. Self-aware-
ness and a sense of connection with nature.

Schonert-Reichl and Lawlor (2010) investigated a mindfulness-based 
program, delivered by teachers, involving 10 lessons and three times daily 
practice of mindfulness meditation. Overall, there was a significant increase 
in scores on self-report measures of optimism and positive emotions. 
Teacher reports showed an improvement in social and emotional compe-
tence for children in the intervention group and a decrease in aggression 
and oppositional behavior.

12.6 CONCLUSION

Mindfulness in the workplace is a relatively new area of mindfulness 
application and research. Nevertheless, initial studies have documented 
beneficial effects of mindfulness training on conditions related to work 
stress. Present workplace is a chaotic place to be and definitely if mind-
fulness enhances focus and attention, increases self-awareness and the 
awareness of others raises levels of resilience and emotional intelligence, 
and strengthens cognitive effectiveness it is need of the hour for leaders 
and executives.

It has been shown that mindfulness training:

• Decreases perceived stress, improves sleep quality, and the heart 
rhythm coherence ratio of heart rate variability in employees 
(Wolever et al., 2012).

• Reduces perceived stress and increased mindfulness in working 
adults (Klatt et al., 2009).

• Improves multitasking-related problems—HR staff showed better 
memory for tasks, more concentration on a task, and less switching 
between tasks (Levy et al., 2011).

• Mindfulness has also been shown to contribute directly to the 
development of cognitive and performance skills in the young. 
They often become more focused, more able to approach situations 
from a fresh perspective, use existing knowledge more effectively 
and pay attention. Mindfulness also helps nurture imagination 
and improves mental health, according to Manfred Ke DE Vries, 
INSEAD distinguished professor of leadership and development 
(Williams, 2014).
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ABSTRACT

The share of services measured in terms of gross domestic product is consis-
tently rising in the emerging economies. The rapid growth has brought its own 
challenges and opportunities for the service organizations. The performance 
of the organizations is dependent upon the quality and consistency of service 
delivery by employees. The well-informed customers demand customized, 
efficient, and valuable service instantly. The co-creation of services in disrup-
tive and hypercompetitive environment in which the organizations operate 
today makes the role of employees all the more challenging. The employers 
face an uphill task of recruiting and retaining people with right skills and 
expertise in an age of diminishing loyalties and changing cultural values. The 
employees on the other hand are under constant stress of upgrading knowl-
edge and technical skills, working in cross functional teams and adapting to 
changing organizational structures and systems. This chapter explores the 
causes of stress for employees and employers and the measures employed 
to manage the same in the service organizations. The literature has been 
reviewed to determine the potential causes of stress, its effect on employees 
and employers, and preventive and remedial measures taken by organiza-
tions. Round table and focus group discussions were conducted to arrive at 
the managerial implications for organizations. The organizations need to be 
adaptive and innovative with appropriate organizational climate and systems 
to mitigate the negative stress and enable the employees to be proactive and 
dynamic in service co-creation in this ever changing world.

13.1 INTRODUCTION

The share of services in the gross domestic product of the emerging 
economies has been steadily rising. According to the study by Associated 
Chamber of Commerce of India, the services sector in India contributed 
67.3% to the gross domestic product of the country in the year 2013–14. 
The proportion of people employed in the services sector in the corre-
sponding time-period stood at a little over a quarter of the workforce at 
27%. The census data of India show that the growth in employment has 
been at a rate of 1.4% against the rise of people seeking jobs at 2.23% in 
the decade 2001–2011. In the years of high growth of the Indian economy 
spanning between the years 2004–2005 and 2009–2010, five million jobs 
were lost in India (The Hindu, 2015a).
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There is a profound, unpredictable, and turbulent change taking place 
in the environment in which the organizations operate. The society is 
ever changing and the rate of change is ever increasing (Lehrer et al., 
2007). There is rise in urbanization as the people move from the villages 
to the towns and cities in search of jobs. With the rising incomes, there 
are change and lifestyle and dietary habits which are taking toll on the 
people’s health and organizational productivity. Globalization and inter 
linkages in the economies of different nations have brought with them 
their own opportunities and challenges. People today experience choices 
in every sphere of life which were not available to the previous genera-
tions. In the complex modern world, everything seems to be in a state of 
fluidity—be it career, acquaintances, values, or religion. Group cohesive-
ness and social order are diminishing at a fast pace. There is breakdown of 
joint families even in the developing nations where strong emphasis has 
been on the hierarchy over the centuries. The nuclear families are weak-
ened as the teenagers want to ape the west in social norms in the age of 
internet and social connectivity. Increased individual freedom and ambi-
tion are leading to social isolation. Sense of belonging and confidence is 
reduced as the communal and spiritual world is being replaced with the 
materialistic and individualistic world (Lehrer et al., 2007).

The service industry professionals are in direct and face-to-face contact 
with the customers in most of the services. They have to adapt and serve 
according to the demands of the customers. The performance of the orga-
nizations is dependent upon the quality and consistency of service delivery 
by employees. The well-informed customers demand customized, effi-
cient, and valuable service instantly. The co-creation of services in disrup-
tive and hypercompetitive environment in which the organizations operate 
today makes the role of employees all the more challenging. The study 
of stress has never been as pertinent as it is today as the society experi-
ences high level of stress. The subject is extensively explored (Dewe et 
al., 2010) as there is dramatic proliferation of research in the area with 
hundreds of articles published each year. The field is immensely popular 
with the researchers, popular press, and the practitioners. The numerous 
books published on the topic are informative, intriguing, contradictory, 
and challenging (Cotton, 2013). Importance of health and well-being of 
the productive workforce has been highlighted by many researchers. In 
this myriad of literature, the organizations struggle to identify the stress 
in employees, its roots causes and the best ways to manage stress in the 



294 Employees and Employers in Service Organizations

employees. This chapter builds on the theoretical background of stress and 
its management in literature and integrates it with the perspective from 
an emerging economy. The aim is to simplify the meaning of stress for 
organizations as well as employees and helps the practitioners to manage 
the stress better.

CHALLENGES UNIQUE TO A DEVELOPING NATION

The economic prosperity and technological progress has made it 
easier to do certain tasks but there is a socio-cultural change taking 
place as well. By the year 2020, 45% of the population of India 
is going to be under the age of 25 (Das, 2012). According to the 
study by Associated Chambers of Commerce in India, 13 million 
people are entering the workforce each year (The Hindu, 2015a). 
This demographic dividend brings its own challenges. The Tower 
Watsons report says that the starting salaries in India are less than 
one-fifth of those in Singapore or South Korea (The Hindu, 2015c). 
In a period of high growth also there has been loss of five million jobs 
in India. There is rapid urbanization and the public infrastructure is 
stretched to the limit. The first-time graduates from the villages and 
towns migrate in the hope of landing a dream job. There is variability 
in the standard of education across various schools and colleges 
in the country. This leads to wide skills gap between what the job 
seekers possess and what the employers look for. The young work-
force finds it difficult to respond to the demanding situations with 
the limited resources they have. The frequent job hopping by the 
young employees in search of the best job leads to high attrition rates 
in the organizations. Consequently, inexperienced employees are in 
the supervisory roles in many organizations. They face stress due 
to their own inexperience and pass the stress on their subordinates. 
They fail to guide and mentor the staff under them and just play the 
role of a taskmaster. The era of instant gratification, consumerism 
and changing values has led to nuclear families. This has left many 
without the safety net to cope with in times of distress. Stress has 
been identified as the foremost lifestyle risk factor ahead of obesity 
and physical inactivity (Business Line, 2014).
Source: Das (2012), Business Line (2014), The Hindu (2015a,c).
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13.1.1 WHAT IS STRESS?

The first nontechnical use of the term stress was made in the 14th century 
to refer to hardship or adversity (Lumsden, 1981 cited by Lazarus, 2006). 
Derived from the Latin word “stingere,” stress is viewed in different ways 
(Saiyadain, 2003). Business people may view it as tension and frustration, 
an air traffic controller may view it as lack of concentration, whereas a 
medical professional may view it as the physiological impact it causes. 
Robert Hooke used the term in the late 17th century in engineering sense 
to describe the ability of man-made structures like bridges to take loads 
without collapsing. When these ideas were applied to the body and mind, 
the psychologists used the terms stress stimulus and stress response. The 
term stress has undergone changes in meaning, and there is no precise 
definition for it. Originally, it was thought to be the external stimuli faced. 
The stress was something thought to be external to the person in the envi-
ronment. Then, the processed or perceived stimulus as viewed by each 
individual was referred to as stress. This is the viewpoint of researchers 
contributing to the cognitive–appraisal model of stress. Other researchers 
have termed the response to the stimulus as stress (Lehrer et al., 2007). 
Stress is the body and mind’s response to the some event. Stress can be the 
feeling of doubt of not being able to cope. It is the perception of resources 
being inadequate to match to demands made. “Stress can be chronic or 
episodic, positive or negative, a problem or a challenge” (Lehrer et al., 
2007).

13.2 THEORIES OF STRESS

13.2.1 FIGHT OR FLIGHT RESPONSE

Since the early days mankind has learnt to survive in the harsh envi-
ronmental conditions through the fight or flight syndrome. When faced 
with and encounter with the wild animals, the human beings either gath-
ered their strength to fight them or ran away and saved their lives. The 
normal response is to face the situation or to run away from the situation 
if perceived as harmful. The body releases hormones such as adrenalin 
and cortisone as a response to the dangerous situation encountered. The 
activation of the bodily systems increases our heart rate, blood pressure, 
tightens the muscles, accumulates energy, and increases metabolism. Such 
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reactions protect us from infections and inflammations detrimental to the 
body.

The stress is this response to the internal and external demands placed 
on individuals. Modern day work environments do not pose such extreme 
situations. The organizational employees do not engage in bodily fights. 
In most cases, they cannot leave the meeting midway. There can be argu-
ments and discussions which lead to heightened amount of tension. The 
cause of tension can be a difficult customer, uncooperative employee, or 
a demanding boss. When such situations come up too frequently and for 
prolonged durations, the body has to time and again gather the resources 
to cope with them. The greater the stressor the higher the level of response 
hormones required to generate the response. The repeated activism of the 
bodily mechanism can lead to physical and psychological damage. The 
stress is accumulative in nature.

13.2.2 GENERAL ADAPTATION SYNDROME

Hans Seyle dedicated his life to stress research and identified the three 
stages in which stress occurs in an individual. The first is the alarm stage 
in which the individual gets shocked and the body’s stress mechanisms are 
activated. The second is the adaptation stage in which the individual tries 
to come back to the normal state after the arousal is taken away. The third 
is the exhaustion stage in which the burnout occurs because of extended 
metabolic demands on the body due to a stressor.

Lazarus (2006) has focused on the way the individual appraises the 
situation. The primary appraisal is to assess whether the event poses harm, 
threat, or challenge to the individual. This is primarily to determine “what 
is at stake?” The secondary appraisal consists of assessing the resources/
abilities the individual possess to tackle the situation. The individual 
answers the question “what can I do about it?” Different perceptions of 
the same external stressor can be there, dependent on the expected events 
and the reality. Stimulus–Response psychology was the result of positivist 
approach to research which focused on the behavioral outcomes of the 
stimulus. Stimulus–Organism–Response model is more prevalent now. 
The “O” in this refers to the thought processes in-between the stimuli and 
response and includes the motivations, belief of self and the world, situ-
ational intents, and resources among others (Lazarus, 2006). Lazarus has 
highlighted the role of emotions in how a person appraises environment 
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and copes with stress. His list of 15 emotions comprises of “anger, envy, 
jealousy, anxiety, fright, guilt, shame, relief, hope, sadness, happiness, 
pride, love, gratitude, and compassion.”

Snyder and Lefcourt (2001) say that stress is the interpretation and 
response to the perceived external threats and people can dismiss the 
feeling or manipulate the situation. According to Hart (1999), stress is 
the result of complex interactions of different interrelated variables. These 
factors span the work and nonwork experiences and also the personality 
of the individual. McEwen and Lashly (2002) have added the lifestyle 
factors of diet, sleep quality and quantity, smoking and alcohol impacting 
the stress response. Some people are more prone to stress than others. 
The individual differences are their due to our distinct biological make-up, 
health behaviors, lifestyle choices, social, spiritual, and financial resources 
to cope with stress. The reaction to stressors protects us and is important 
for survival but can cause harm, and even death.

13.3 STRESS AND PERFORMANCE

If the arousal level is very low then the individual may feel lethargic, lazy, 
and show a low performance level. Some amount of stress is required to 
motivate the individual to work and utilize his personal powers. Seyle 
(1974) identified two types of stress. Eustress is the positive stress which 
can be used in beneficial way. It leads to constructive outcomes and is 
associated with good health. The pressure of work to an extent can keep 
the employees motivated, provide learning opportunity according to the 
resources, and personality traits they possess (World Health Organization, 
2015). The positive reappraisal of the situation makes the person aware 
of his or her personal power and ability and leads to personal growth 
(Folkman & Moskowitz, 2000).

The second is distress or more commonly referred to as stress that leads 
to anger, frustration, anxiety, and aggression. It has destructive outcomes. 
If the person is under distress for a prolonged period, then he experiences 
fatigue and exhaustion. The malfunction of the body systems causes illness 
and disease. If not cured, then the individual can face burnout.

There are physiological, psychological, and behavioral symptoms of 
stress. Stress affects the mental, physical, and emotional well-being of 
individuals. The violence and vandalism can cause disruption in work and 
lower productivity (Dollard et al., 2003). Stress can impact the health of 
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the employees and business of the organization (World Health Organiza-
tion, 2015). High cases of nervous breakdown, chronic fatigue, substance 
abuse, divorce rates, and low retention rates are reported from the infor-
mation technology sector in India (Business Line, 2013).

The performance of the stressed employees can be poor due to lack of 
focus and concentration. They may not be able to perform to the optimum 
of their ability. This can lead to deadlines for work not adhered to and 
targets not being met. This can further cause the irritability in the employee 
and hamper the smooth working relationship between the employees. 
There is deterioration in the boss–subordinate relationship which becomes 
the cause of further stress. Researchers have said that stressed employees 
find difficulty in making decisions (Clarke & Cooper, 2004; Cooper & 
Cartwright, 1997). Stress has also been linked to increased accidents at the 
workplace (Clarke & Cooper, 2004). All this results in the poor motivation 
levels in the workforce and a low morale of the employees. The organiza-
tions find it difficult to retain employees and the attrition rate is high.

There is cost associated with stress. The medical and insurance claims 
by employees are the cost to the company. Additional costs can be due 
to sick leave, absenteeism, and presenteeism. Presenteeism (Dewe et al., 
2010) is the state when an employee comes to work in ill health and has 
low performance levels. Johnston et al. (2009) estimated that for every 
47 cents spent on the treatment of depression, 53 cents are being spent on 
absenteeism, presenteeism, and disability. So the indirect costs of stress 
are even higher than the direct costs. The annual loss of $300 billion is 
incurred each year due to work-related stress and its consequences such as 
productivity loss, absenteeism, employee turnover, health-care costs, and 
alcoholism as per the estimates of American Institute of Stress (Galinsky 
et al., 2001). The stress level exhibited by the employees is positively 
associated with absenteeism, sickness leave, and health-care costs. The 
productivity of the organizations is negatively associated with stress. So, 
to be successful companies need to take care of the stress levels.

13.4 IDENTIFICATION OF STRESSORS/MEASUREMENT OF 
STRESS

The Social Readjustment Rating Scale commonly known as the Holmes–
Rahe scale was first developed in 1967 and has been revised and updated 
by Dr. Rahe number of times. Lazarus and Folkman (1984) pointed out 
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that everyday hassles too can cause stress. The minor irritants such as 
getting stuck in the traffic jam or dealing with a difficult customer too 
cause stress. These irritants can annoy a person several times a day and 
can be measured using the Daily Hassles Scale. Other than the major 
events and the minor irritants, there can be Central hassles that repre-
sent the ongoing problems in individual’s life (Gruen et al., 1988). The 
Profile of Moods State and Perceived Stress Scale have been developed for 
specific purposes such as to measure the work stress, anger, anxiety, Type 
A behavior, for teenagers, women, elderly, and so on.

13.5 WHY DO WE HAVE STRESS?

The globalization of the business world has increased the competitive 
intensity and has raised the quality standards and customer expectations at 
the same time. The spate of mergers and acquisitions has brought in orga-
nizational restructuring leading to mass scale lay-offs in many industries. 
The ones retained have to shoulder the excessive responsibility of super-
vising more number of subordinates, working longer hours and meeting 
tight deadlines to counter the increasing competitive pressures. Organiza-
tions are struggling hard to keep pace with the technological advance-
ments. The employees are expected to master the new technology at the 
earliest. The work days have stretched beyond the normal 8 h office time. 
The all-pervasive technology has invaded the private space and time of 
the individuals making them accountable 24/7. More and more number of 
people are taking work home, working on weekends, and traveling more 
(Choudhary, 2013). The pressure of coping with enhanced responsibilities 
causes stress. Fear of redundancy is an added cause of tension. People are 
working more for the same level of compensation. The cost of living is 
increasing each year with the rising inflation. The increase in population in 
the productive years in emerging economies competes for the limited job 
opportunities. According to the report by Indian Staffing Federation, 1.7 
million people are employed in the flexi-working industry in the private 
sector. The number of people in the flexi-working industry is expected to 
be 9 million in the next 10 years (Sarumathi, 2015). The concept of vari-
able pay brings in an element of uncertainty and increases stress.

Barling et al. (2005) have studied the sources of job stress in different 
contexts and different individuals. Cooper et al. (2001) have examined the 
sources and effects of occupational stress. Colligan and Higgins (2006) 
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have identified the factors that contribute to workplace stress. The Euro-
pean Commission’s (1999) “Guidance on work related stress” explains the 
causes and consequences of stress. It also provides useful checklist and 
questionnaires for determining the workplace stress. Dollard et al. (2003) 
studied the work and nonwork factors that cause stress in service profes-
sions. The causes stress can be subdivided into the following three broad 
categories:

13.5.1 WORK CHARACTERISTICS

13.5.1.1 WORK CONTENT

The nature of the work itself can be a cause of stress. Those performing 
routine repetitive jobs which lack variety experience stress. Many job 
designs are repetitive and monotonous and underutilize the skills of the 
workforce. The meaninglessness of tasks and under stimulation fails to 
challenge the employee’s abilities and can be a source of stress.

13.5.1.2 WORK OVERLOAD/INTENSIFICATION

When the work demands are greater than the resources at hand, the indi-
vidual feels stressed. The excessive work coupled with the training, skills, 
and experience falling short of expectations can lead to stress. Knowledge 
explosion is happening in every discipline with the passage of time. It 
has become impossible for any one person to be a specialist in a specific 
field. Continuous assimilation of knowledge is required to keep pace with 
the changes (Lehrer et al., 2007). The pressure to upgrade skills can be a 
cause of stress (McCormack, 2014). The targets are revised every quarter 
and when unachievable targets are set with tight deadlines the employees 
feel the pressures of work overload. Accountants and consultants work 
under tight deadlines. The organization gives incentives to perform but 
the stressful situations take their toll on the employee’s health. Covering 
for employees who are absent or on leave leads to greater work for those 
present. Work intensification happens because of the way work is allocated, 
organized, controlled, and rewarded (Dewe et al., 2010) under situations of 
inadequate staffing. Excessive work in too little time, just too much work or 
failing to meet targets are all causes of stress (Choudhary, 2013).
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The traveling time gives an opportunity to be out of office but leads to 
backlog in the work at office. It leaves the employees physically fatigued. 
Time spent away from family causes stress. Early morning and late night 
flights or long distant flights lead to jet lags and sleep deprivation. The 
cumulative effect of all these factors can lead to poor performance at work.

13.5.1.3 WORK SCHEDULES

The long and inflexible hours of work lead to stress. The unsocial hours of 
work can lead to stress. The employees working in shifts have more stress 
as compared to the ones working in day time only. The rest times and 
breaks should be scheduled within the parameters of law to reduce stress. 
The employees of business process organizations working in night shifts 
over a long duration of time-period experience burnout. The employees of 
media and advertising agencies which require creativity have erratic work 
schedules (Bhatt, 2013).

13.5.1.4 WORK CONTROL

If the employees have no control over work content and work processes 
that can lead to stress, if the pace of work and working hours are rigidly 
defined leaving little scope for flexibility, then it is a cause of stress. The 
nonparticipation in decision making can also cause stress. On the other 
hand, the complete lack of direction can also be a stressor.

13.5.1.5 PHYSICAL WORK ENVIRONMENT

McCormack (2014) has highlighted environmental causes to be one of the 
sources of work stress. The design and layout of the work environment 
either boosts the morale of the workforce or is a cause of stress. If the 
heating, lighting, ventilation, and humidity levels are too low or too high, 
the workforce is unable to work at its optimal level and feels stressed. The 
vibrations or noise levels of the work environment can cause stress. If 
the workplace design is not ergonomic in nature, then the body gets tired 
after a short duration of work. The elements of hygiene, privacy, conve-
nience, and safety are also important. If the place to get food and drinks/
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refreshments is not available on or near the place of work then it causes 
stress. Accessibility of the workplace can be a source of stress, inadequate 
transport and child-care facilities are also stressors.

STRESSORS IN THE INDIAN SCENARIO

The banking industry professional spend long hours at work, take 
financial risks and deal with demanding customers. All these factors 
add to the stress level of the employees (Mehra, 2014).

Long working hours, sitting in front of the computer, lack of 
knowledge and training of technological advancements, and time 
away from family are the main stressors for the employees in the 
information technology sector. These are enhanced when the 
company has a strict policy for break times and dress code (Busi-
ness Line, 2013). In the information technology industry, the real 
time, speedy service has to be delivered to clients, traveling to far off 
places for work and spending time away from family increases stress 
(Naidu, 2004).

The business process organizations have employees working in 
shifts. The unnatural working hours, and working on festival days 
causes stress in the employees. They are the receiving end of many 
of the customer frustrations and grudges and are supposed to provide 
quick solutions to the customer complaints with limited resources at 
hand on a daily basis.

The education services professional are expected to up skills them-
selves and use the latest multimedia technological tools in pedagogy 
and assessment. With each passing year the process of codification 
of knowledge is taking place and the rise of e-learning institutions is 
threatening the traditional face-to-face teaching in classrooms.

The educators in public institutions have to deliver lessons with 
bare minimum resources and infrastructure in place in remote areas 
of the country. They face crunch of resources to implement the latest 
technology in their institutions. The level of poverty is high in the 
country and the teachers are under pressure to keep the children from 
dropping out due to financial needs of the family.



Stress Management: Concept 303

The hospitality industry employees face intense competition in 
keeping the utilization rate high due to mass expansion in the sector 
in the boom years. They are expected to personalize and cocreate 
the service with the customers. The employers in the industry are 
stressed due to lack of appropriate competencies in the potential 
employees, rising costs due to inflation, high cost of funds, and high 
level of competition in the industry.

The disruption the business model of the private car hire services 
has caused stress to the incumbents in the industry. They have huge 
sunk costs due to ownership of cars and monthly outflow of the wages 
and salaries. There is an added pressure to upgrade technology and 
provide a faster, efficient, and cheaper service to the customers.

The start-ups in the on demand delivery services in India are 
stressed to make a mark in the industry. The stressors are to get the 
adequate funds, recruit, and retain key resources and to get a get 
enough traction in a competitive market.

13.6 ORGANIZATIONAL CONTEXT OF WORK

13.6.1 ORGANIZATIONAL STRUCTURE, CULTURE, AND 
POLICIES

The periods of change and transition lead to higher levels of stress in 
the organization. The changes in organizational structure and culture 
can be due to instable environmental conditions or mergers and acquisi-
tions. These are usually accompanied by retrenchment, redundancies, and 
outsourcing. All these, directly impact the people working for the organi-
zation and are a cause of stress. The bureaucratic culture which requires 
endless approvals can be a source of stress. The organizational policies 
determine the level of consultation the employees are engaged in (Butts 
et al., 2009). The communication policies determine whether free and fair 
views are acknowledged or not. If there is no mechanism for feedback and 
redressal, then it is a cause of stress. The stress can be caused by the lack 
of clarity regarding organizational strategies and objectives or the task at 
hand. Lack of clarity can be pertaining to input or contribution to plans. 
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The politics within the organizations thrives on policies and is a source 
of stress for many. Lack of organizational policies to support work–life 
balance is a major stressor.

13.6.2 INTERPERSONAL RELATIONSHIPS

Working in cross functional teams comprising of people from different 
regions, religions with different personality types result in stress. Most of 
the times the employees do not have the flexibility to choose their team 
members and that leads to meshing of multicultural individuals each with 
his own distinct personality and cultural values. The teams have to work 
together for long durations to accomplish the tasks at hand. Interdepart-
mental work brings more challenges as each one has its own agenda and 
way of working embedded in its culture. The disagreements during meet-
ings cause stress. Interpersonal conflicts can be with superiors, subordi-
nates, or colleagues. The supervisor can show a biased behavior toward 
certain employees leading to stress and frustration in others. Individuals 
react in different ways to the same stimuli. Interpersonal conflict, social 
exclusion, and social conflict are all stressors. World Health Organization 
(2015) report mentions inconsiderate or unsupportive supervision, poor 
relationships with colleagues, bullying, harassment, or violence as causes 
of stress. Relationships, sexism, racism, discrimination, and harassment, 
lack of communication, impersonal treatment are all stressors (Hicks & 
McSherry, 2006). Employees facing criticism, abusive boss, conflicting 
values, having no friends in office, their view not being recognized or 
people going back on their words face stress (Choudhary, 2013). The 
employees working in customer interface environment in many service 
industries face a unique situation. The customers have high expectations 
in an era of internet and demand instant service. The employees have to 
regularly deal with difficult customers in an emotionally charged environ-
ment in many service industries.

13.6.3 ROLE IN ORGANIZATION

Role conflict and role ambiguity occur where an employee is supposed 
to undertake multiple tasks at a time and has no clarity regarding how to 
prioritize them. An absolutely vague job where there is no clarity regarding 
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what has to be done is a source of stress. Lack of knowledge regarding 
how their part fits into the whole, what they are supposed to do, how they 
are supposed to do, when they are supposed to do, and how it will lead 
to the overall goal can be a cause of stress. World Health Organization 
(2015) reports too mentions unclear role, conflicting role, and isolated or 
solitary work as a cause of stress. Lack of any social contact with fellow 
employees may lead to alienation and cause stress (Choudhary, 2013). The 
situation becomes all the more difficult when the responsibility for accom-
plishment lies with the employee but the requisite authority is not there to 
channelize the resources necessary for execution. Clarity about the task 
and to have adequate and reliable tools to accomplish it is important. The 
stress can be due to the machine is being inefficient or unreliable which 
hinders the delivery of quality service. Poor work organization and change 
in job roles can be a cause of stress (McCormack, 2014).

13.6.4 CAREER DEVELOPMENT

The issues related to career development can be a source of stress. Not 
enough credit or compensation for the job carried out. There can be status 
and pay issues on which the organization and the employee may not be 
on the same page. If there is lack of respect and appreciation in addition 
to the inadequate compensation, then it can cause stress. The contractual 
jobs with no benefits are a source of stress. The ambiguous performance 
appraisal systems are seen as unfair by the employees and raise their stress 
levels. Not getting a promotion can be a cause of stress but someone else 
getting a promotion may cause stress too (Choudhary, 2013).

13.7 PERSONAL CHARACTERISTICS

13.7.1 PERSONALITY AND LIFESTYLE FACTORS

Employees with certain personality traits experience more stress than 
others. People who are indecisive and fail to be assertive are more stressed. 
The ones who take things lightly develop the habit of procrastination expe-
rience stress when the deadlines approach. The temperament of the person 
determines whether he is able to keep his cool or not when debates get 
heated at workplace. The failure to do so leads to stress.
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13.7.2 GENDER DIFFERENCES

Women experience more stress than men in general. They experience a 
role conflict between the role played at the office and home. At workplace, 
a woman has to be competitive to meet the targets, whereas at home they 
play the traditional role of nurturer and caregiver. In addition to this, the 
gender disparity in compensation is a source of stress.

13.7.3 YOUNG VERSUS EXPERIENCED EMPLOYEES

In general, the young and inexperienced employees face more stress as 
compared to the experienced ones because of lack of on-the-job training. 
They do not have the repository of past experiences to guide them to face 
the difficult situations encountered at work.

STRESS IN WOMEN EMPLOYEES

Worldwide research has shown that women in male-dominated 
offices face interpersonal and workplace stressors. They come across 
social isolation, periods of low or high visibility, coworkers doubts 
about competence, sexual harassment, mobility obstacles, and low 
level of social support at work (Economic Times, 2015; World Health 
Organization, 2007). In India, there is lack of awareness about the 
sexual harassment law in 97% of the private companies (The Hindu, 
2015b).

In India, which is at the cross roads of transition to a modern 
workplace and still holding on to its traditional values poses a 
great challenge for its women employees. There is a stark contrast 
between the physical infrastructure inside the office and outside. 
Many multinationals offer great opportunities and challenges, but the 
social support and the physical infrastructure have failed to reduce 
the stress for women. There is dearth of childcare facilities at work 
and in general, the state of public transport is dismal at most places. 
There is a rising issue of women safety and security. Nielsen study 
has said that Indian women are the most stressed in the world. In 
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India, 87% of women in India felt stressed all the time and 82% 
found no time to relax (Goyal, 2011). The expectations from women 
have increased and they contribute to the rising consumerist house-
hold aspirations. A great number of them are the first generation of 
women stepping out to work in their families and are expected to 
shoulder all the household responsibilities as well. The competitive, 
assertive women change the role completely at home. The business 
travels, networking, and late nights contribute to career advancement 
but are a source of stress for women.
Source: World Health Organization (2007), Goyal (2011), Economic 
Times (2015), The Hindu (2015b).

Choudhary (2013) has summarized the reasons for stress in simple 
words, such as—facing criticism, abusive boss, carelessness, conflicting 
values, no friends in office, my view not being recognized, people going 
back on their words, saying something foolish, no promotion yet again, 
failing to be assertive, looking back with deep regrets, conflict with 
friends, other taking me for granted, not keeping my cool, just too much 
work, an absolutely vague job, boring job, disobedient subordinates, no 
end to seeking approvals, can’t find ideal solution, failing to meet targets, 
procrastination, and indecisiveness.

The survey by Regus found that employees in India are most stressed 
by work pressure, personal finance, commute, and the instable world 
economy (Business Line, 2012). The Indian employees feel conflicting or 
unclear job expectations, inadequate staffing (uneven distribution of work 
in the group and lack of support), and paucity of work–life balance as the 
three top stressors (Business Line, 2014).

Only 38% of the employers in India feel that stress management should 
be top priority for health and productivity workshops (Business Line, 2014).

13.8 MANAGEMENT OF STRESS

The major cause of stress for individuals is their work (Choudhary, 2013). 
Very few people are in the jobs that they like or are passionate about. 
Finding a job that you are passionate about is a difficult task. It is difficult 
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to imagine that any job in this world would be stress free. It is difficult to 
find one which harnesses your potential well and matches your abilities 
and interests. Only once you are in the job that you can experience the 
challenges the work offers and whether you have the adequate capabili-
ties to manage it. The perks of the jobs such as benefits, status, pay, and 
pension keep many in their current roles. So, reducing anxiety and coping 
with stress are required to perform well and maintain your physical and 
mental well-being. The effective management of stress is a key to happy 
and successful life nowadays (Mace, 2014). The stress can be managed 
through organizational, professional, and personal support (Dollard et al., 
2003).

The unhappy and unhealthy employees fail to perform and are prone 
to more sick leaves and absence. Their morale and efficiency are low 
resulting in low productivity. It is imperative for the company to take care 
of the physical and mental well-being of the employees.

According to Smith (2002), stress management is the ability of an indi-
vidual to anticipate, prevent manage and recover from the ill effects of 
perceived threats and coping deficiencies. The stress can be managed by 
either change in attitude toward stress or altering the situation that has 
caused stress. Kompier and Cooper (1999) have described management 
of stress at four levels depending upon its severity. The first level is the 
modification of the appraisal of the situation that causes stress. The second 
stage is to improve the individual and organizational fit to manage stress. 
The third is primary prevention in which the focus in on elimination of the 
source of stress. The secondary and tertiary prevention aims at reducing 
the ill effects of stress. The stress management interventions are the tech-
niques used to appraise the stressful situations and to deal more effectively 
with the symptoms of stress (Murphy, 1996).

Proactive or task focused coping strategies increase the levels of stress 
that the individuals can handle. The emotion focused coping strategies 
such as use of smoking or alcohol to mitigate the effects of depression 
or anxiety are used by individuals when they are unable to deal with the 
stressful situations (Clarke & Cooper, 2004). The emotion focused coping 
strategies are evident in individuals having external locus of control. 
The individual with internal locus of control suffer fewer stress symp-
toms (Hurrel and Murphy, 1991 cited in Clarke & Cooper, 2004). The 
employees can be trained have a positive outlook toward work and life. 
Making it a habit to think like an optimist can help to reduce the stress 
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levels. The employees can be trained to use proactive or task focused 
coping strategies in stressful situations. Control coping and avoidance 
coping are the terms used by Koeske et al. (1993 cited in Clarke & Cooper, 
2004) to describe the whether the individual is able to take control and 
deal with the situation or runs away from it. Time management training 
should be administered to prepare employees to cope with the additional 
work load (Cotton, 2013). The assertiveness training should be provided 
to the employees so that they are better able to manage interpersonal rela-
tionships in the organization.

13.8.1 ELIMINATING IRRITANTS OF DAILY LIFE

The irritants of daily life are the most common cause which prevents 
the individuals from concentrating on their work. Many companies have 
recognized this fact and provide assistance in elimination or reduction of 
these irritants. The company transport, childcare, and house-help supports 
take the burden off the employee’s shoulders. Assistance in paying bills 
and liaison with government offices ensures that productive hours are not 
wasted on these routine hassles. The support and guidance provided for 
house hunts and school admissions during relocation of employees take 
care of the stress due to changes initiated by the company’s moves.

13.8.1.1 IMPROVING WORK STRUCTURE AND ENVIRONMENT

The major causes rooted in the work structure and environment can be 
analyzed and mitigated. Cotton (2013) places emphasis on identification 
of potential causes of stress and minimization of the same.

13.8.1.2 JOB DESIGN

The design of the job should be such that it provides enough challenge for 
the employee but should not overburden the employee. The techniques of 
job rotation and job upgradation are a solution for repetitive and monoto-
nous jobs.
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13.8.1.3 ENVIRONMENT

The stressors in the work environment have been highlighted in the 
previous section. The workplace should be designed to reduce stress and 
enhance efficiency. It should provide opportunities for employees to take 
breaks to de-stress themselves (Cotton, 2013).

13.8.1.4 RELATIONSHIPS

The relationships at workplace with superiors, subordinates, and colleagues 
are another cause of stress. Lehrer et al (2007) propose the use of social 
skills training for the employees so that they maintain cordial relations at 
work place.

13.8.1.5 CULTURE

The culture of the organization can be an enabler or disabler in main-
taining a low-stress environment in the organization. Every attempt should 
be made to have an open, flexible culture so as to synergize the efforts of 
the employees.

13.8.1.6 ORGANIZATIONAL POLICIES

Clear organizational policies reduce the ambiguity and bias. These should 
be clarified and communicated to all concerned in an open manner so as 
to reduce stress.

The Regus survey found that three-fourths of the employees in India feel 
that flexible working hours would reduce their stress (Business Line, 2012).

WORK STRUCTURE TO REDUCE STRESS

The advertising agencies have intense demands and odd working 
hours. Ogilvy and Mather monitored its employees to see if they 
were spending practically every weekend in office to complete the 
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projects, then they were advised to distribute the workload with 
others to avoid burnout. It also allowed the young employees to play 
music while at work for relaxation and to take care that it does not 
disturb others.

To cater to clients in the Western world, the employees in India 
have to work or take calls at odd hours which leads to stress and 
burnout. To counter this, companies like Google and Sabre are 
permitting their employees to fix call timings that suit their sched-
ules also.

Wipro rotates one-third of employees on a project after 6 months 
pave way for change from constant night shifts (Sengupta, 2011). 
Citibank India employees working long hours can leave office one day 
early in month. Smartphones have been provided to the employees 
by many companies including HDFC Life so as to improve flex-
ibility (Bhatt, 2013).
Source: Sengupta (2011), Bhatt (2013).

13.8.2 INCREASING THE STRESS THRESHOLD

A conscious effort should be made to increase the threshold level of stress 
that an individual can bear without any ill effects. Some of the researchers 
have named it as stress inoculation training to prevent stress. The following 
areas require particular attention to increase the stress levels that the 
employees can take without any adverse effects.

13.8.2.1 PROBLEM SOLVING/COPING

The employees can be trained to keep the focus on the task at hand and 
gather the resources available to tackle the same. They should be advised 
to keep away from any maladaptive and irrational thoughts. The focus 
should be on rational discourse. The complex problems can be broken into 
manageable wholes to solve one at a time.
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13.8.2.2 TIME MANAGEMENT

One of the causes of stress is the paucity of time to accomplish the tasks 
allocated to the employees. Cotton (2013) has proposed the use of time 
management sessions to train the employees to better manage their time.

13.8.2.3 ASSERTIVENESS TRAINING

Stress builds up when the employees are not able to put their viewpoint 
forward at the appropriate time and forum. Cotton (2013) has also proposed 
the use of assertiveness training as a useful tool to make the employees 
resilient in competitive environments.

ONLINE COUNSELING TO REDUCE STRESS

There is a social stigma attached to counseling in India. The nature of 
the IT industry is such that employees have to provide speedy solu-
tions in the real on time basis. The have to travel to far off places on 
work and sometimes stay there for extended duration of time without 
their families. Companies have come up with the novel method of 
providing help to distressed employees through online sessions in 
addition to the regular face-to-face meetings. The online medium 
provides anonymity and privacy for the employees where they can 
have candid chats with the counselors regarding the interpersonal 
conflicts, harassment at work, loneliness, lack of self-confidence, etc. 
offered. The guidance and counseling on balancing the personal and 
professional life is provided. The careful use of words overcomes 
the lack of audio and visual clues for the counselor. The employers 
screen the credentials of online counselors before recommending 
them to the employees. The director of 1to1Help.Net says that the 
worldwide web is full of the online counselors, but only the local 
players can empathize and connect with the individuals of a partic-
ular region. The ones based in distant countries are not aware of the 
nuances of the local culture and fail to provide therapy in face-to-
face sessions if that is required.
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To capture the demand in Tier II and Tier III cities the e-learning 
initiatives have been launched so as to reduce the cost of delivery. 
One such organization by the name Ripples based in Kormangala is 
servicing clients in 22 cities across the length and breadth of India.
Source: Naidu (2004), Roy (2014).

13.8.3 PHYSICAL TECHNIQUES TO MITIGATE STRESS

The physical techniques of stress management focus on the movement of 
body parts to reduce stress. Following are some of the physical techniques 
for stress management.

13.8.3.1 WALKING, RUNNING, STRETCHING EXERCISES, 
WEIGHT TRAINING, AND TAKING PART IN A SPORTING EVENT

Walking, running, stretching exercises, weight training, and taking part 
in a sporting event can mitigate stress. Walking is the simplest physical 
technique that helps in maintaining a healthy body and mind. It keeps the 
weight in check, saves us from many diseases, and builds the immunity 
of the body. Stretching exercises keeps the body fit and flexible. They 
improve the agility and response of a person. Weight training builds the 
muscles and strengthens the body. The toned body is source of confidence 
and pride for a person. The in-house gym or discounted memberships of 
nearby gyms can act as a motivation to employees to do some physical 
exercises. The pool table and table tennis table at the workplace give and 
opportunity to meet and play with fellow employees.

Through these measures, a person can get rid most of the pains and 
aches which are the common cause of mental stress and agony. An orga-
nization can encourage its employees to incorporate one or more of these 
routines in their life to lead a healthy and more meaningful life. Many 
organizations provide facilities such as gym, pool table, table tennis, and 
so on to bust the workplace stress. Organizational policies such as orga-
nizing a sports day, various sporting events between divisions, depart-
ments or sites sends the right signals to the employees. Participation in 
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walking competitions and marathons by the employees as a unit encour-
ages team spirit and wards off the ill effects of any organizational stress. 
It acts as a glue to bring together people from diverse backgrounds into a 
homogeneous whole in a social setting for the benefit of the organization. 
A healthy workforce is a happy workforce and is less prone to sick leaves 
and absenteeism.

13.8.3.2 PROGRESSIVE RELAXATION

It can be used for skeleton muscle relaxation. The ones over which we 
have voluntary control such as the one which help us in moving, lifting, 
walking, etc. (Smith, 2002). Progressive relaxation (also called Jacobso-
nian muscle relaxation) is the tensing up and relaxing the muscle groups 
(Lehrer et al., 2007).

13.8.4 PSYCHOLOGICAL TECHNIQUES TO MITIGATE STRESS

13.8.4.1 BREATHING

Fast breathing, increased heart rate, and high blood pressure are all related 
to stress. By exercising conscious control over one’s breathing and heart 
rate variability (Lehrer et al., 2007), one can reduce these ill effects. Focus 
on breathing takes the mind away from stressful situations and aids in 
de-stressing.

13.8.4.2 MINDFUL MEDITATION

Mindful meditation starts by focusing on the inhalation and exhalation 
of the breath. Its helps the individual to become aware of and accept all 
the thoughts and feelings that occur at that moment without reacting. Not 
being judgmental about feelings, thoughts, body sensations from moment 
to moment aids in reducing stress. The mental focus is on the body sensa-
tions (Smith, 2007). Meditation workshops have practical applications 
and have been included in many corporate training sessions (Deshpande, 
2012).
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13.8.4.3 MANTRAS MEDITATION

Meditating on mantras is influenced by Eastern values and cultures. The 
repetition of the mantras takes the attention away from the things that 
bother us and brings inner calm. It emphasizes on feelings of oneness with 
the universe. The aim is to achieve inner peace.

13.8.4.4 MIND TRAINING

Dalai Lama proposes the use of Mind Training, the Buddhist traditional 
method of transforming adversity to advantage (Hindustan Times, 2011). 
The root cause of all stress is negative emotions. The inner peace can be 
achieved by training the mind to recollect good fortune. The virtues of 
kindness, compassion, and respect help to accomplish goals without fear 
and anxiety. The human intelligence and strong determination should be 
used to solve the problems instead of worrying about them.

SPIRITUAL QUOTIENT OF CORPORATE EMPLOYEES

Asia has always been the center of spirituality. The modern develop-
ment has brought economic prosperity to the masses but they have 
lost their peace and tranquility. The work pressures cause fatigue, 
tiredness, depression, and burnout among even the young workforce. 
As a preventive and remedial measure the companies are turning 
toward spirituality to improve the physical and mental well-being of 
their employees.

The Future group has appointed world’s first chief belief officer 
to take care of the holistic well-being of its employees. The spiritual 
quotient of the corporates is being enhanced by the training modules 
such as Apex of the Sri Sri Shankar’s Art of Living. Other organiza-
tions such as Isha Foundation, Ashwani Dyana Foundation and Swami 
Sukkha Bodhananda’s Prasanna Trust are working with corporates to 
reduce the stress levels of the employees. The breathing and medita-
tion techniques are being taught to the workforce of many compa-
nies. The spiritual gurus claim that there is marked improvement in 
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workplace relationships and productivity as a result of these courses. 
The spiritual sessions focus on the holistic well-being of mind, body, 
and soul and have a deeper impact than the offsite training or run 
off the mill management development programs. Capgemini which 
had administered the Apex Programme to its women employees 
in Bangalore, Mumbai, and Kolkata. The Yash Birla Group wants 
all its employees to undergo it. Indraprastha Gas Limited regularly 
sponsors its employees for the Isha Foundation’s Inner Engineering 
Programme. Barclays Wealth employees have taken the Art of Living 
Programme. In companies such as Crompton Greaves, Art of Living 
has even been administered to the workers of the Nashik plant. GMR 
hold regular workshops with the Prasanna Trust.

The participants feel that the team bonding after the workshop 
increases leading to fewer work relationship conflicts. The energy 
levels are boosted. The employees take fewer cigarette breaks. The 
Yash Birla Group feels that the old values of loyalty, sincerity, and 
integrity resurface after these holistic programs. The underlying 
motto of this intervention is that the organization that prays together, 
stays together.
Source: Amarnath (2011).

13.8.5 PHYSICAL AND PSYCHOLOGICAL TECHNIQUES

13.8.5.1 YOGA

The Yoga asanas range from lying on the ground in a state of complete 
relaxation to the ones that stretch the body to a limit. The use of breathing 
techniques integrated with the various body postures brings physical and 
psychological benefits. Yoga harmonizes the body and mind leading to 
increased fitness, body strength and flexibility, and inner peace and calm. 
The use of Yoga leads to mitigation of workplace stress (Deshpande, 
2012).
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13.8.5.2 QIGONG

Qigong has its origin in Chinese philosophy, medicine, and martial arts. 
It makes uses of slow bodily movements with deep breathing and calm 
meditative state. It is useful in reducing stress.

13.8.5.3 AUTOGENIC TECHNIQUE

This Training Method of Schultz acknowledges debt to yoga and Zen as 
Schultz spent considerable amount of time in Japan (Lehrer, 2007). It is 
passive repetition of the suggested relaxation exercises (Smith, 2002). 
Thoughts bring out relaxation. Phrases or images can be used to relax the 
mind. For example, the thought of ice cream brings saliva, same way the 
thought generates relaxation. To de-stress, thought of warmth, easy, and 
slow breathing can be used to generate the same.

CORPORATE YOGA IN A NOVEL WAY FOR WORK–LIFE 
BALANCE

The centuries old Yoga has been reincarnated to help the stressed 
professionals. Corporates are holding Yoga classes for work–life-
related issues. These classes are held either on the premises of the 
company or at the service provider’s premises. Dell has a dedicated 
Yoga studio to de-stress its employees. Crompton Greaves plans to 
open yoga rooms in 22 centers in India and 18 abroad (Amarnath, 
2011).

The novel ways to de-stress the employees while on work is 
being practiced by Total Yoga trainers. Named Desktop Yoga, while 
administering the trainer sits on the floor while the employees are at 
their workstations. The exercises are done without taking any sched-
uled breaks. The yoga provider invested a small amount of one lakh 
and earned a profit of 50% on the yoga modules (Roy, 2013).

Companies across industries are lapping up the innovative ways 
to reduce the stress in their employees.
Source: Amarnath (2011), Roy (2013).
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The mental imagery and relaxation techniques reduce the arousal that 
causes stress. The different techniques make some individuals feel relaxed 
and energized while others feel sleepy, joyful, rested, and peaceful. Smith 
(2007) has analyzed the relaxation and renewal techniques in detail and 
has categorized the relaxation states into four groups—“basic relaxation, 
core mindfulness, positive energy, and transcendence.” He proposes that 
mix of techniques should be selected from the basic approaches like 
“balanced diet” so as to achieve the desired psychological state. Yoga for 
the posture, progressive muscle relaxation for the muscles, breathing exer-
cises for control over breathing, autogenic training for body focus, posi-
tive self-talk for emotions, and meditation for attention are recommended.

13.8.6 PHYSIOLOGICAL TECHNIQUES

13.8.6.1 BIOFEEDBACK

Biofeedback involves monitoring of the physiological parameters of the 
body such as heart rate, breathing, and muscle activity. Constant feedback 
of the same is provided in order to make some improvements. This infor-
mation along with some change in thinking, emotions, and behavior lead 
to improvements in the parameters being measured.

13.8.6.2 NEUROFEEDBACK

Neurofeedback is feedback about the brain activity which is measured 
through the sensors being placed on the scalp. This can be given through 
the video or sound and the positive activity and negative activity can be 
differentiated by different colors or sounds. The aim of this kind of feed-
back is to self-regulate the brain activity.

13.8.6.3 PHARMACOTHERAPY

Pharmacotherapy entails the use of medicines to treat the extreme cases 
of stressed employees. The prolonged stress can lead to burnout and many 
serious bodily ailments which require treatment under the guidance and 
supervision of trained medical practitioners.
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13.8.7 PURSUIT OF HAPPINESS

The activities pursued away from work which add meaning to our exis-
tence and enrich our lives take us to a whole new platform. Music, yoga, 
pursuing some hobby (Cotton, 2013), all help in de-stressing. Some of 
such activities are listed below which help in mitigating the stress caused 
at workplace.

13.8.7.1 ART

The thing of beauty is a joy forever. When a person immerses in some 
artistic pursuit then he or she is immune to the noise of the outside work 
and can totally relax and enjoy the creative process. Pursuing art is a 
great stress buster. Art-based interventions produce long–term benefits as 
compared to the conventional interventions (Romanowska et al., 2011).

13.8.7.2 MUSIC

The way exercise takes care of the body, the music heals the soul. The 
melodies take away the distress and negativity and soothe the listener.

13.8.7.3 HUMOR

Laughter acts as a curative and relaxes the bodily muscles, increases blood 
circulations, and reduces blood pressure (Sengupta, 2007). Humor helps 
in reframing of the stressful situation, reduces the social distance, and 
creates playful and creative work environment (Deshpande, 2012). There 
are many stand-up comedians nowadays who help in mitigating the stress 
of corporate clients.

13.8.7.4 AROMA

Aroma has a positive role in reducing the stress levels and improving our 
well-being. Aromatic oils provide relief and relaxation and can invigorate 
our body and mind (Sengupta, 2007).
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13.8.7.5 THEATER

The theater takes the participants and the audience into a different world. 
Pursuing theatrical activities encourages team work and acts as a stress 
buster. The research of Theorell et al. (2013) found that the cultural 
activity at workplace has a protective effect on the emotional exhaustion 
of employees.

13.8.7.6 SOCIAL SERVICE OR WORKING WITH NGO

Many corporate employees work and support the social services for the 
general good of the underprivileged sections of the society. These activ-
ities bring a purpose and meaning in life and provide contentment and 
satisfaction of doing a good deed.

13.8.7.7 SABBATICAL

Sabbatical provides a means to highly stressed employees to step back 
from the active work life and pursue some life-enriching experiences. It is 
a great way to give back to the society in which we all work and flourish.

MANAGING STRESS TO IMPROVE PRODUCTIVITY

According to Roy (2013), the corporate professional today is stress, 
depressed, and well dressed. The increase in stress levels of corpo-
rate employees have been addressed by the companies in various 
manners. There has been a spurt in the institutes offering stress 
management training. Companies realize that these measures would 
lead to increase in productivity of the employees. Employees of 
many companies such as Wipro, HDFC Life, and Titan undergo 
stress management sessions. The profit margins in this segment are 
25–30% and this market is growing at 40% (Roy, 2013). Some have 
also introduced the anger and behavior management courses. The 
government employees from various departments too undergo the 
stress management training.
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The companies are trying to weave the benefits of health along 
with the work schedules. Vodafone provides gymnasium facili-
ties and conducts yoga lessons. It has a health portal to which all 
employees in the country have access and visits by physician once a 
week (Mehra, 2014).

Citibank has “Live Well @ Citi” program which focuses on health, 
diet, lifestyle, and wellness. The company empowers its employees 
through flexible work hours, concierge service to run errands, and 
has a corporate holiday program (Mehra, 2014).

Infosys and Oracle have a doctor and psychologist on call. 
Employees can meet them face to face and discuss their issues. 
Infosys also has an internal system in place where the experienced 
employees counsel the juniors and the confidentiality is maintained. 
Oracle has “bunker cells” where the employees can go for a short 
duration for relaxation. Many firms encourage group activities 
outside of the work environment like film, dance clubs and theater 
to nurture camaraderie among employees. Regular sessions on stress 
management, counseling, and yoga are arranged (Business Line, 
2013).

The program named “Bullet Proof” was adopted by Phillips, 
where the senior managers were trained to look for signs of stress 
in subordinates in addition to managerial training (Sengupta, 2011).

The Federal Bank in Kerala encourages its employees to pursue 
their passions through recreation clubs, take a sabbatical of three 
years in addition to the engagement programs that it holds. The 
employees can also commit to social or environmental cause through 
its Corporate Social Responsibility activities (Mehra, 2014).

The survey by Towers Watsons in the Asia Pacific Edition of 
staying @ work shows that India leads other Asian countries in 
managing work-related stress. One out of three employers has admin-
istered e some sort of stress or resilience management program in 
2013 (Business Line, 2014). The flexible work hours is the top-most 
solution offered by employers to reduce stress and 50% of employees 
make use of it. The stress management interventions include educa-
tion and awareness campaigns, yoga, and tai chi.
Source: Sengupta (2011), Roy (2013), Business Line (2013, 2014), 
Mehra (2014).
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Progressive relaxation, biofeedback, pharmacotherapy originated in 
the West. These techniques are technological, mechanistic, and physi-
ological in nature. While administering these techniques, less focus on 
inner peace and more on setting things right based on parametric research 
(Lehrer et al., 2007). Biofeedback and Respirations can be used for auto-
matic arousal of the body function and systems on which we have no 
control such as rapid heartbeat, excessive perspiration, shallowness of 
breath (Smith, 2002).

The health and wellness is a holistic concept and encompasses intellec-
tual, spiritual, and environmental dimensions in addition to the physical, 
psychological, and social factors (Alters & Schiff, 2009).

The Regus survey found that three fourths of the employees in India 
feel that flexible working hours would reduce their stress (Business Line, 
2012).

13.9 MANAGERIAL IMPLICATIONS

Stress is an area of concern for the organizations. Managers often fail to 
notice that employees are suffering from chronic stress (McCormack, 
2014). The first step should be to raise awareness about stress. Managers 
should be trained to identify the potential of stress in employees and mini-
mize them (Cotton, 2013; Dewe et al., 2010).

As is evident from many researches that low level of challenge in 
repeat, repetitive, and monotonous jobs is a cause of stress in employees. 
The jobs should provide enough challenge for the employees. The orga-
nizations should take care of the factors under their control to minimize 
stress.

13.9.1 JOB DESIGN

Goal setting, personal direction, having a sense of purpose, pursuing an 
activity with passion may direct the stimulus responses to feeling of fulfill-
ment (McGrady in Lehrer et al., 2007). The job enrichment, job enlarge-
ment or job upgradation techniques can be deployed to make the person’s 
skills and abilities better match the job. The job rotation can break the 
monotony of performing a repetitive work and provide the employee the 
opportunity for learning and development.
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13.9.2 PHYSICAL WORK ENVIRONMENT

The physical work environment should be made hygienic, safe, and stress 
free to keep the employees motivated. The physical comfort of the work 
environment should be monitored and kept at the level prescribed by the 
company’s policies. The workplace design should reduce the stress in the 
employees and enhance their efficiency (Cotton, 2013). Many companies 
in India are working toward this goal. The ambience of the offices, hotels, 
and even hospitals is being improved through better design and decorating 
the interiors with the use of art pieces. Many more organizations need to 
follow the best practices emerging in this sphere.

13.9.3 INTERPERSONAL RELATIONS

The resources for prompt response to customer queries, problems, and 
complaints should be at hand with the employees. The companies need to 
train the employees to show rational and logical response to stress and not 
enter into fights and arguments with customers and colleagues. They need 
to take cool-off breaks before coming back to debate on area of conflict.

13.9.4 CHANNELS OF COMMUNICATION

The management should communicate and clarify the vision of the 
organization with all employees in unambiguous manner. The channels 
of communication should be clear and open to all employees (Dewe et 
al., 2010). The difficulties faced by the employees should reach the top 
management and solution for the same should be provided at the earliest. 
The grievance resolution mechanism and the open house policy of the 
organization should be in place. This makes the bond between the organi-
zation and the employees strong and keeps the stress at bay.

13.9.5 MENTORSHIP PROGRAM

The experienced employees can guide the new employees on the ways of 
work and behavior in the organization. They can help the juniors in the 
times of crisis. Positive coping strategies should be taught to the junior 
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employees by the experienced employees. They should be advised to 
refrain from maladaptive coping in which irrational appraisal of the situ-
ation is carried out. The logical thinking based on facts and reason should 
be encouraged.

13.9.6 STRESS RESILIENCE TRAINING

The psychological capital which comprises of the positive resources of 
resilience, efficacy, optimism, and hope determine the individual differ-
ences in the levels of stress (Avey et al., 2009). These factors also impact 
the intentions of the employees to quit or undertake job search. Attempts 
should be made to maximize the psychological capital of the organization 
withstand turbulent changes and increased competitive levels faced by the 
organizations today. Some researchers use the term psychological hardi-
ness to describe the individual’s capacity to deal with stress. They propose 
the strategies to enhance commitment, control, and challenge through 
which the impact of stress can be minimized.

13.9.7 EMPLOYEE WELLNESS PROGRAMS

The employee wellness programs can reduce the level of stress in the 
organization (Cotton, 2013). These programs provide the counseling and 
consulting services for the employees and their families. These can act as 
preventive as well as remedial measure for managing occupational stress. 
Arthur (2000) says that the employee assistance programs offer consulta-
tion, assessment, referral, and short-term treatment for psychological diffi-
culties. These difficulties arise as a result of the interaction between the 
individual and organizational factors. There is evidence of success of such 
programs. The programs have been criticized for focusing at the individual 
level rather than the organizational level.

13.9.8 HEALTH AND PRODUCTIVITY STRATEGY

The employee health and well-being meant only medical facility and 
insurance policy of the company 10 years ago in India. Now, the annual 
assessment of the health through biometric feedback, health check-ups, 
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interventions to manage stress to weight, all form part of the health and 
productivity strategy. One report says that three out of four employees 
expects more focus in this sphere in the coming years. Ninety-six percent 
of companies perceive health and productivity’s role to be moderate to 
essential in their health strategy. Bajaj Allianz has seen a growth of 25% 
in their health insurance packages over last year (Mehra, 2014). Glob-
ally the health and productivity effectiveness in companies meant 34% 
higher revenue per employee according to the Tower Watsons report. 
The first step for health and productivity strategy is to have a dedicated 
health and safety officer in the organization. The next is to have a stress 
policy in place to counter stress. The stress survey and audits can gauge 
the stress in the organization and appropriate steps can be taken to miti-
gate the same.

13.9.9 ORGANIZATIONAL CLIMATE

A conducive organizational climate should be created to nurture talent. The 
employees should feel free to share their ideas for business and organiza-
tional development. The flexible culture of team working and participa-
tive management reduces stress levels in the organization. Organizational 
climate needs to be managed to minimize the stress in the organization 
(Dewe et al., 2010).

13.9.10 ADAPTIVE AND INNOVATIVE STRUCTURES AND 
SYSTEMS

Totterdill and Exton (2014) propose that workplace innovation provides 
learning and development opportunities for the employees and also take 
care of their health and well-being. The key areas to focus for workplace 
innovation are sustainable workplaces, meaningful work, harmonizing 
technological innovation, and human potential. Ackfeldt and Malhotra 
(2013) in their empirical study found that empowerment of employees 
helps in mitigating the dysfunctional effects of role ambiguity on commit-
ment. The professional development counters the detrimental effects 
of role conflict on commitment in organizations. The empowerment of 
employees in a participatory work structures are negatively related to 
job stress and have positive impact on employee health and well-being 
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(Butts et al., 2009). Dewe et al. (2010) also propose the use of adaptive 
and innovative organizational structures and systems to reduce stress in 
organizations.

13.9.11 CHANGE MANAGEMENT PROGRAM

Effective change management systems can reduce the stress in organiza-
tions (Dewe et al., 2010). Change brings with it the uncertainty and the 
fear of the unknown. The stress levels in the organization are higher in 
periods of change as compared to normal circumstances. The reasons for 
change and the objectives of change should be clearly communicated to 
all concerned. The involvement and cooperation of employees makes the 
change process less tedious and stressful.

13.10 LIMITATIONS OF THE STRESS INTERVENTIONS IN 
EXISTENCE

There is no consistency in the stress management inventions administered 
by organizations. The gamut of options available poses a problem for the 
organizations to choose the best solution. Most organizations use more than 
one technique for stress management (Murphy, 1996; Smith, 2007). There 
is also no consistency in the outcomes desired from these interventions. 
The variability of measures used to assess the benefits complicates the 
process of comparison between different studies. Kirk and Brown (2003) 
studied the effectiveness of employee assistance programs and found that 
these are perceived by the employees as an important resource and they do 
positively impact the employee’s mental health. In contrast, Murta et al. 
(2007) reviewed the 84 stress intervention studies and found link between 
the process evaluation and the outcome evaluation in only less than half 
of the studies. The determinants of effective inventions or outcomes are 
difficult to point out because of incomplete recording of the process evalu-
ation. Richardson and Rothstein (2008) in their meta-analysis of the 55 
stress interventions found that organizational interventions were few and 
relaxation interventions were most commonly used. Also, the outcomes 
were measured on the basis of psychological variables as opposed to the 
physiological and organizational measures.
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Giga et al. (2003a) reviewed the impact of stress management inter-
ventions applied in the United Kingdom to gauge their effectiveness. They 
found that majority of the interventions had been administered at an indi-
vidual level and did have a positive human and/or organizational benefits. 
They concluded that to have a beneficial long-term gain, the interven-
tions should be applied at the organizational level. Giga et al. (2003b) 
also found that there is tendency in the researcher to evaluate the benefits 
of stress management interventions over a short time period. Murphy 
(1996) found that three-fourths of the studies were administered to all the 
workers and not to the highly stressed ones. None of the interventions was 
consistently able to produce job/organization-oriented beneficial results, 
such as improvement in job satisfaction or reduction in absenteeism. To 
obtain such results, the stress interventions should be modified to tackle 
the source of stress (Murphy, 1996).

13.11 GUIDELINES FOR EFFECTIVE INTERVENTIONS

13.11.1 STRATEGY

Given the proliferation of stress in all the industries and its widespread 
consequences spanning over individual and organizations, it is imperative 
to have a health and productivity strategy integrated with the organiza-
tional strategy. The organizational strategies should ameliorate work–life 
balance (Dewe et al., 2010). The focus should be on achieving the orga-
nizational benefits of reduced absenteeism, sick leave, presenteeism, and 
attrition.

13.11.2 STRESS AUDIT

The company needs to appoint health and safety officer. The assessment 
of stress level prevalent in the organization should be made through stress 
audits at regular intervals. The stress audits provide a picture of the phys-
ical and mental health of the employees of the organization. The measures 
to mitigate stress can be taken based on the stress audit.
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13.11.3 MIX OF INTERVENTIONS

The sources of stress should be identified and measures taken to eliminate 
them. This would ensure the well-being of large number of employees. 
A mix of primary, secondary, and tertiary interventions aimed at indi-
vidual and organization should be used to manage the occupational stress 
(Dollard et al., 2003).

13.11.4 FOCUS ON ORGANIZATIONAL BENEFITS IN THE 
LONG-TERM BENEFITS

The stress management interventions bring benefits in the long term. The 
focus of the stress management interventions should be to reduce the 
levels of the stress in the organization over a long term. There should be 
caution observed to evaluate the benefits in the short term.

13.11.5 RECORD AND REPORT

Proper record of the intervention administered, duration of intervention and 
benefits derived should be maintained and reported to all concerned. These 
can serve as a base for future stress management endeavors. The record also 
provides the data for measurement of effectiveness of various interventions.

The time-management and assertiveness training should be adminis-
tered to the employees to make them better prepared to handle stressful 
situations. The stress prevention measures should be taken to eliminate or 
minimize the problems. Special care and priority should be given to those 
employees suffering from acute levels of stress. Administer interventions 
to stressed employees, use interventions directed organizational benefits, 
use mix of interventions, assess the benefit in the long term, and record 
and report the finding for further use.

HEALTH AND PRODUCTIVITY STRATEGY IN INDIA

It is difficult to measure the benefits of these programs as they are 
intangible. The ICICI’s Head of Human Resources points out the 
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importance to continue with these programs as attempts are being 
made to assess the benefits (Mehra, 2014). The best results are 
obtained through the combination of two or more stress management 
techniques (Murphy, 1996, Smith, 2007).

Many companies are aiming to have a differentiated health and 
productivity strategy. Citi tracks the medical bills, insurance claims, 
and monthly trends of the employees to arrive at a customized well-
ness packages for different segments. This is achieved through 
advanced analytics.

The Citi South Asia’s Chief Human Resource Officer feels 
that employee’s health determines the motivation, innovation, and 
delivery that further impacts the end results of the organization. 
Despite increased focus on health, 59% of the companies do not have 
a comprehensive health and productivity strategy (Mehra, 2014). 
Only 32% of the employers offer stress or resilience management.

Currently only 2% of the employers in India are offering financial 
incentives for participation in health and productivity programs. The 
financial incentives for health and productivity programs can boost 
employee participation.

13.12 CONCLUSION

The abundance of research on stress theory highlights its importance in 
our psychological, social, and psychological health (Lazarus, 2006). The 
human capital of an organization is an appreciating asset and should be 
managed well. This is particularly so for service organizations which 
are dependent on their employees for service creation and delivery. All 
out attempt should be made to maintain and retain the precious human 
resources of the organization. They should be trained and educated to 
increase their knowledge and skills to handle the increased demands in this 
turbulent, hypercompetitive world better. Stress management is vital for an 
organization to succeed as is evident from numerous studies linking stress 
to absenteeism, leave, health costs, insurance costs, low morale, and low 
productivity. The companies cannot ignore the management of stress in 
organizations as there are huge risks involved with that. In order to reduce 
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leave, absence, and attrition rate, the employee health and morale should 
be monitored, evaluated, and enhanced. The workplace design should be 
novel and ergonomic in nature and the work should be structured in such 
a manner that it does not become a cause of stress. The management poli-
cies and practices should be aimed at minimizing the stress levels. Instead 
of following a rigid approach, some control over their work area should 
be provided. The channels of communication should be kept open at all 
times. Employees should feel appreciated and respected while working for 
the organization. Various techniques for managing stress in the literature 
and used by practitioners have been analyzed. They can be administered to 
individuals or groups and comprise of physical, mental, social, and spiri-
tual elements. The eastern nations have a history of spiritual journey and 
so interventions touching mind, body, and soul have a long-lasting effect 
on employees. The organizations should focus on the group interventions 
as they inculcate bonding within the group and facilitates team working. 
There is no consensus in the literature over the best stress management 
technique. The organizations even in the developing world are aware of 
the repercussions of high level of stress in the organizations. The educa-
tion and awareness campaigns are going on but still stress management is 
not considered the primary factor for increased productivity. There is no 
one solution for all the organizations. Each organization needs to identify 
the bouquet of stress management interventions for its use that best suit the 
profile of its employees.
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ABSTRACT

The beginning of the 21st century has brought a sea of change to the global 
economy. The digital revolution has turned traditional method of working 
on its head. The advent of computers and the internet has metamorphosed 
work processes and work timings and is continuously challenging existing 
set ups. The increased use of technology and digitalization in the workplace 
has led to better productivity, improved services, and lesser costs egging 
companies to further increase their machine power over manpower. This 
has led to huge job losses and increased job insecurity. It has also blurred 
the boundaries between home and work with employees often unofficially 
working round the clock. The consequence has been the creation of one of 
the most alarming lifestyle risk factors that the global work force suffers 
from today—Work Stress. WHO defines work stress as the response 
people may have when presented with work demands and pressures that 
are not matched to their knowledge and abilities and which challenge their 
ability to cope. The stress is often compounded by poor work organization, 
lack of support and control, and ambiguity in job responsibilities.

This chapter explores the major causes of work-related stress across 
the globe. A comparative study of work stress levels in different conti-
nents show the influence of culture, government policies, economy etc. 
The study gives an insight as to why stress levels are different in different 
countries for the same or similar types of jobs. An insight approach is 
analyzed to how employees handle the stress and manage work life balance 
for making workplace better and satisfying.

14.1 INTRODUCTION

What is this life if, full of care
We have no time to stand and stare
No time to stand beneath the boughs
And stare as long as sheep or cows

—William Henry Davies

To stand and stare is a luxury that employees of today can scarcely afford.
Vikram Bhatia had been working day and night on a new project launch. 

It was almost complete and he decided that he would postpone his doctor’s 
visit by another couple of weeks. For the last few months, Vikram had 
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been suffering from severe pain in the back and neck, tremendous physical 
exhaustion, disturbed sleep, and light-headedness. The symptoms came 
and went for no apparent reason. Just two more weeks, he told himself, 
and then I will take a long break and also go to the doctor. That evening, 
when he was returning home from work, Vikram suffered a heart attack. 
If he had just sat back and thought calmly, he would have realized that it 
had been going wrong for a very long time. The intense competition, esca-
lating demands at work and late night client calls meant that he was always 
overworked. In fact, he prided himself on his ability to make do with less 
than 5 h of sleep. He was always on the run, so skipping breakfast had 
become quite the norm for him, but of late he had started grabbing colas 
and chips for lunch too. After all, they saved time and were less messy. He 
had been feeling uneasy and short of breath on more than one occasion, 
but he just attributed it to working a little harder than usual. Everything 
had added up and here, he was now, in the hospital, fighting for his life.

We are witnessing a major technological and digital revolution that has 
completely overhauled traditional work processes, timings, and work set 
ups. The benefits of this revolution have been rapid and far reaching, but 
the progress has come at a price. Computers, smart phones and internet 
have ensured an unceasing and uninterrupted flow of information round 
the clock. This has resulted in blurred boundaries between home and work, 
unrealistic work expectations, longer hours at work, and shortened hours 
of sleep. This modern madness of living life in fast-forward mode has 
given birth to one of the biggest lifestyle diseases of recent times—stress. 
This silent killer has not only quietly sneaked into everybody’s lives, but 
is also making its presence felt in an increasingly alarming manner every 
year. The American Psychological Association has linked chronic stress to 
six of the leading causes of death. It has also been found that acute stress 
is the leading cause of sudden death, especially in young people with no 
evidence of coronary disease. Sadly, in spite of the mind-boggling and 
alarming evidence of the detrimental effects of stress, we still see people 
working themselves to death, literally and figuratively every day and the 
numbers only seem to be mounting. Why is this so and can anything be 
done about it?

The term “stress,” as understood in the modern context, was first used 
by Hans Seyle in 1936. He defined it as the “non-specific response of the 
body to any demand for change.” However, work stress and its consequent 
problems are relatively recent phenomena. NIOSH (The National Institute 
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for Occupational Safety and Health) defines job stress as “the harmful 
physical and emotional responses that occur when the requirements of 
the job do not match the capabilities, resources, or needs of the worker” 
(NIOSH, 1999). Work-related stress is generated by a number of job char-
acteristics including long hours at work and increasingly high workload, 
loss of control, low support at work, job insecurity, improper work–life 
balance, unclear work policies, lack of communication, and appreciation, 
reporting to multiple bosses, etc. Universally, the major causes of stress 
range from lack of job control to improper work–life balance.

14.1.1 LACK OF CONTROL

Job control is the freedom and ability of employees to use their skills and 
make workplace decisions. When employees are given limited freedom 
to make such decisions, they experience lack of control. This problem 
is compounded by ever increasing work load and higher responsibilities. 
An employee who has multiple responsibilities but has limited or little 
control over decisions experiences extremely high stress at the workplace. 
Karasek’s job demands–control model states that when job control is low 
and demands are high, a job can be termed as an unhealthy or stressful 
one, which could in turn, increase the risk of illness or injury related to 
work. A report by EU-OSHA (European Union for Occupational Safety 
and Health) shows that 29–55% of workers in Europe felt they had no job 
control over various aspects of work. Further studies have also shown that 
lack of job control has a direct effect on lower self-reported health (Milc-
zarek, Schneider, & González, 2009).

14.1.2 LONG HOURS AT WORK AND HIGH WORKLOAD

Workloads are increasingly becoming higher and higher in today’s world. 
The average office timing of 9–5 simply exists on paper. An average 
employee spends almost 12 h a day at work or doing work-related activi-
ties. The increased use of technology and internet has been a boon for 
companies and a bane for employees. Late-night teleconferences, 
answering mails at wee hours of the morning, answering queries on vaca-
tion and weekends are minimum unwritten expectations in an employer 
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employee contract. The unrealistic job expectations and heavy workload 
is one of the major factors increasing stress levels.

14.1.3 JOB INSECURITY

In today’s dynamic and ever-changing market caught in a web of down-
sizing, layoffs, outsourcing, hostile takeovers and the omnipresent threat 
of technology replacing human labor, doubts and uncertainty over keeping 
one’s job is a thought that always lurks round the corner. The global 
recession has only exacerbated the fear. A layoff can be sudden and quite 
unexpected. More often than not, employees are clueless about the reason 
for the layoff and often find themselves out of job for no fault of theirs. 
Studies have shown that chronic job insecurity is a stronger predictor of 
poor health than smoking or hypertension. Living under the shadow of 
continuous job insecurity is even worse than unemployment. Under a 
constant cloud of uncertainty, employees are faced with the dual stress of 
looking out for new job openings while having a job at hand, a job that 
they fear they may lose anytime.

14.1.4 IMPROPER WORK–LIFE BALANCE

Work–life balance is adjusting or scheduling our day-to-day activities in 
such a manner as to achieve a balance between work and personal life. 
However, in today’s work environment, this delicate balance is getting 
rattled. Employees often bring their work home and work at odd hours. 
Though employees may be physically away from their workplace, they 
are almost never mentally switched off. As a result, they find it increas-
ingly difficult to spend quality time with parents, spouses or children or 
to participate in day-to-day activities at home and do other personal work. 
Finding time for relaxation or recreation becomes a luxury that most can 
only dream of. This disruption in work–life balance leads to mounting 
frustration and increased stress. Without maintaining a proper work–life 
balance, an employee will neither be able to live up to his full potential 
at his workplace nor will he able to do his personal work at peace. After 
all, no amount of money or success can take the place of time spent with 
family.
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Stress is a universal problem in today’s world. However, the extent, 
nature, and reasons of stress do vary widely across continents.

14.2 ASIA

Recently, a Chinese banking regulator, Li Jianhua died of a “sudden heart 
attack.” He was just 48 years old. The CBRC (China Banking Regulatory 
Commission) categorized the cause of death as “long-term overwork.” He 
had apparently been working all through the night to get a report done 
before sunrise, when disaster struck. Li had enough reason to be stressed. 
He was, after all, the director of CBRC and one of the main drafters of the 
market-based rules of China’s banking system. Even more disconcerting 
is a statement released by CBRC soon after his death calling him “a model 
for party members” and someone “who had little time for his family.” The 
report further states that “To learn from Comrade Li Jianhua, one must be 
like him, always firm in ideals and beliefs, the broader interest, loyal to the 
cause of the party and the people, unremitting struggle, sacrificing every-
thing” (Oster, 2014). To ask a nation to emulate a person who clearly died 
from overwork is a dreadful indication that we are living in a world where 
work takes precedence over everything, including human life.

Asia consists of a number of developing economies like India, China, 
Thailand, Malaysia, etc. A report by WHO says that work stress is signif-
icantly higher in developing countries as compared to developed econ-
omies. It further elaborates that countries in transition are subjected to 
drastic economic and social changes like increased demand for adapting 
on the part of the workers, poor working conditions, and inadequate health-
care systems, erosion of cultural value systems, exposure to high pollu-
tion, poor hygiene, and sanitation conditions, non-availability of basic 
resources, etc., all of which lead to further aggravation of work stress.

On the one hand, people in developing economies of Asia are bene-
fitting from the rapid development and surge in employment opportuni-
ties, while on the other, the constant lookout for greener pastures and the 
mounting pressure to be one step ahead of others in a highly competitive 
atmosphere leads to protracted stress. The high employee turnover ratio in 
these countries means an employee often find himself saddled with the job 
of two people, while managers find it increasingly difficult to plan tasks 
ahead or allocate resources in advance. In an ever shrinking world where 
businesses are conducted across different time zones with uninterrupted 



Stress Management in Service Organizations 341

access to the internet and computers, late night teleconferences, video 
conferencing after office hours, and answering emails at odd times of the 
day is becoming more of an accepted practice than an exception. Since 
most of the clients and head offices of MNCs are situated in the USA or 
Europe, it is often expected that the employees in developing countries 
would make the necessary adjustments to their schedule and adjust to the 
time zones of the developed countries. This means an employee in Asia 
might be taking teleconferences in the wee hours of the morning or late at 
night, in addition to doing regular office work at normal hours. The poor 
infrastructure, inadequate transport systems, chaotic traffic, and increasing 
pollution makes commuting a nightmare. Merely reaching the workplace 
becomes a high cause of stress for employees.

The soaring inflation rate in Asia is also a major factor in compounding 
the financial stress of people. Increase in salaries is almost never able to 
keep pace with sky-rocketing prices and people have to work harder and 
longer to merely maintain the same lifestyle. A culture which lays down 
minimum requirements of a house and a car for marriage and a social 
setup that stigmatizes children who are unable to look after their aged 
parents physically or financially, only adds to the pressure of an already 
beleaguered workforce. Lack of a proper state security system or pension 
system to take care of the elderly, escalating costs of education and health 
care and the pressure to keep up with the Joneses in a consumer-driven 
market traps people in a vicious money making cycle with no respite. 
Cultural values add to stress in other subtle ways too. In South-East Asian 
cultures, people often avoid saying “no” because it is considered impolite 
and seen as being disagreeable. The inability to refuse to take on a partic-
ular task due to cultural pressure can only accentuate stress for an already 
overloaded employee.

In a highly competitive environment, with many people striving for a 
few available promotion slots, employees feel a pressure to stay back and 
work at least for as long as their bosses do.” Why can’t you stay back” 
is the question frequently asked instead of “why should you stay back?” 
Globalization has led to an increase in opportunities for employment that 
has in turn led to a whopping increase in the number of first generation 
college-goers and first generation office goers. As a consequence, the 
supply of skilled and educated labor has increased exponentially with 
people working for more than 70 h a week for ridiculously low salaries. A 
huge majority of them are in the bottom part of the pyramid of Maslow’s 
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hierarchy of needs and are striving to move up. The incentive to break 
the glass ceiling of poverty to achieve a standard of living which was 
considered completely out of reach is an enormous motivating factor for 
the young first-generation-educated employees. In such a scenario, ideas 
like better working conditions, shortened working hours, personal time, 
and leisure get relegated to the background.

Brain drain has become an increasing cause of concern for developing 
countries in Asia. Brain drain refers to the emigration of skilled workers 
from developing countries to developed countries in search of better 
academic and job opportunities and improved economic status. It is one 
of the major factors for the plummeting levels of productivity and quality 
of output in developing countries. Rapid expansion and growth in devel-
oping countries has led to an escalating demand for skilled labor. This has 
led to the absorption of a huge number of graduates and post graduates in 
companies at an increasing rate every year. The process of trying to meet 
the headcount for skilled labor and the emigration of the best and talented 
workforce has led to the hiring of a number of mediocre employees in the 
skilled labor category. This has in turn reduced productivity and quality 
of output in a number of fields leading to employees putting in longer 
working hours. Zhu Qingyang, secretary-general of the Shanghai Human 
Resources Consulting Association, said: “What insiders have found is that 
many companies can’t find qualified talent. Many young students didn’t 
meet the standard for a professional career person” (Xiaomin, 2007). In 
fact, the pressure to maintain certain basic productivity and quality levels 
coupled with non-availability of enough good quality skilled employees 
is one of the reasons that employees in developing countries work longer 
hours. The longer working hours, in turn, lead to physical and mental 
exhaustion and become a prime factor in reducing productivity and output 
quality, thus trapping them in a vicious cycle. Doing a comparative anal-
ysis of working hours of different countries from data from OECD and 
ILO Jon Messenger, an ILO expert on working hours says “Asian countries 
tend to work the longest, they also have the highest proportion of workers 
that are working excessively long hours of more than 48 hours a week.” 
In contrast, working hours in the developed world have reduced from 
3000 a year in the 1900s to around 1800 hours a year in the 21st century 
(Stephenson, 2012). An increasing number of workers in Asian economies 
are suffering from obesity, depression, migraines, insomnia, and anxiety 
attacks, and broken relationships—most of which can snowball into more 
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serious and sometimes fatal conditions such as heart attacks, diabetes, or 
cardiac arrests. The mantra for youngsters today is “work hard and party 
harder.” In order to combat the mounting stress, youngsters let themselves 
loose on weekends indulging in binge drinking, smoking, and late-night 
partying. The proliferation of stress-related ailments in the workforce and 
the increasing number of employees lost due to fatalities and other health-
related disorders is creating a potential health-care crisis like situation in a 
number of Asian countries.

Suicidal devotion to work has in recent times touched alarming highs 
in Asia, especially among the Japanese and Chinese. The Japanese term 
“karoshi,” literally means, death due to overwork and instances of karoshi 
are on the rise in Asia. China leads the table with the highest number of work 
exhaustion-related deaths. According to the China Youth Daily, 600,000 
people die from work stress and related effects in China every year. Other 
reports put the numbers at a daunting 1600 deaths a day (Oster, 2014). A 
significant percentage of these deaths are of white collared workers doing 
mentally stressful jobs. The primary killer of karoshi victims is heart 
attack and stroke caused by obesity, insomnia, listlessness, loss of immu-
nity, diabetes and high blood pressure. It is no wonder that the Chinese 
have their own term for work-related deaths—guolaosi. However, Chinese 
employees are not the only ones succumbing to this epidemic. Reports of 
work-related deaths are on the rise in a number of countries in South-East 
Asia. From the 40-year-old Taiwanese woman who died of a stroke after 
late night work-related texting to the 30-year-old Japanese employee in 
Toyota whose body simply caved in after clocking continuous overtime 
for 80 h a month for the last 6 months, work-related deaths are on the rise 
(Economist, 2007). Call it Karoshi, guolaosi or by any other name, a killer 
of epidemic proportions is on the rise in Asia.

In such a high stress environment, it is not surprising, that a number 
of young employees have started quitting their jobs with no new offers 
in hand. There has been an unprecedented rise in the number of people 
quitting to rejuvenate themselves and take a break, to take a sabbatical, 
to follow their passions, or merely to rethink their options. However, 
quitting or taking a break is a luxury that many can scarcely afford. The 
overwhelming majority of employees simply continue to slog away and 
sometimes literally work themselves to death. Time and again, different 
surveys on stress levels have yielded the same result. Grant Thornton’s 
2006 International Business Owners Survey (IBOS) studied the stress 
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levels of more than 7000 business leaders in 30 countries. Unsurprisingly, 
Asian countries topped the table. Taiwan reported rising stress levels, with 
almost 90% of business owners saying they felt under increased pressure 
in 2005 compared to the previous year. China came a close second with 
87% reporting high stress levels, the Philippines was third on 76%, Hong 
Kong, Singapore, and Malaysia filled the fifth, sixth, and seventh spots. 
The only country among the top six which is not in Asia is Botswana, in 
fourth place (Business Leaders’ Stress Levels Increased by 50 Per Cent in 
2005, 2006).

A survey by Regus in 2012 of more than 16,000 professionals across the 
globe shows that regionally, more Asia-Pacific respondents see their job as 
a source of stress than their peers in Europe, the USA, or Latin America. 
Thailand (75%) had the highest number of respondents that indicated 
work as the primary cause of stress. This was followed by China (73%), 
Vietnam (71%), Indonesia (73%), Singapore (63%), Hong Kong (62%), 
Malaysia (57%), and India (51%). Hong Kong and China had the highest 
number of people who reported an increase in stress from the previous 
year (Work is top trigger of stress for Asia-Pacific workers|CFO innova-
tion Asia, 2012). A whopping 85.9% of Chinese workers said that their 
stress levels had increased from the previous years. Most Asians stressed 
the need for flexible working hours, which they felt would help to reduce 
stress levels. It is indeed ironical that though 75% of the world’s work-
force comes from developing countries, enough study has not yet been 
undertaken to understand the impact of work-related stress on employees 
of these countries.

14.3 NORTH AMERICA

Sarvshreshth Gupta, just 22 years old, when he was found dead in the 
parking lot of his building in San Francisco on 16 April 2015. Was it an 
accident, a case of unexpected death or did the young man consciously 
decide to end his misery once and for all? A finance graduate from the 
Wharton Business School, Sarvshreshth was thrilled when he landed a 
job as an investment banker in the Goldman Sachs Group Inc. (Moore, 
2015). Work was intense and schedules were grueling, but initially the 
young man felt that he could handle it. The New York Times in its report 
states that “he was universally liked by his colleagues and was in fact 
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so good at his job that he had become one of the go-to analysts” (The 
New York Times, 2015). In fact, his exceptional competence and strong 
work ethics probably led to his large workload. Soon work was spilling 
over into weeknights and occasionally into weekends too. He told his 
father that he was often working 20 h at a stretch and was terribly sleep 
deprived. The long-working hours began to take their toll on his mental 
and physical health and he started complaining to his father. “This job 
is not for me. Too much work and too little time. I want to come back 
home.” A few months later he submitted his resignation. But under insis-
tence from his parents and his company that he reconsider his resignation, 
he gave in and rejoined. The pressure, however, continued to be relent-
less. A month later, he told his parents “It is too much. I have not slept 
for two days, have a client meeting tomorrow morning, have to complete 
a presentation, my VP is annoyed and I am working alone in my office” 
(Gupta, 2015). His misery and agony ended that day, paradoxically, with 
the end of his life.

“Gluttons for punishment are rewarded on Wall Street, especially at 
young levels,” says Kevin Roose, the author of a book called Young Money 
which sheds light on the lives and work of young Wall Street bankers 
(Cohan, 2015). While Asia seemingly tops the list for overworked harried 
underpaid employees, the rest of the world is not really having it easy 
either. A 2013/2014 Towers Watson Staying@Work Survey, conducted by 
global professional services company Towers Watson, and the National 
Business Group on Health found that stress is the number one work-
related risk factor for employees in the USA (78%) and a bigger cause of 
concern than obesity (75%) and physical inactivity (73%). Unfortunately, 
only 15% of employers prioritized improvement of the emotional/mental 
health of employees or stress reduction in their health programs (Watson, 
2014). Research by Stanford and Harvard Business School showed that 
workplace stress contributes to at least 120,000 deaths in the USA each 
year and accounts for up to $190 billion in health-care costs (Lynch, 
2015). Research by the APA (American Psychological Association) shows 
that though money (64%) was cited as the primary cause of stress, work 
(60%) comes a close second (Chart 14.1). It also shows that though work-
place stress is on a reducing trend from 2007, the USA still has a long way 
to go before its people can actually relax. Women reported higher levels of 
stress than men, which is a trend observed in many countries as shown in 
Chart 14.2 (Paying with Our Health, Stress in America, 2015).
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CHART 14.1 Causes of work-related stress in the USA (American Psychological 
Association, 2014).

(From Stress in America™: Paying With Our Health. American Psychological Association. 
http://www.apa.org/news/press/releases/stress/2014/stress-report.pdf, p. 10)

CHART 14.2 Chart showing stress levels by gender (American Psychological Association, 
2014). 

(From Stress in America™: Paying With Our Health. American Psychological Association. 
http://www.apa.org/news/press/releases/stress/2014/stress-report.pdf, p. 4)

The burgeoning impact of globalization and the lure of low cost markets 
have led to developed countries outsourcing their manufacturing and 
white collar jobs to developing countries. With an increase in outsourcing 
and the massive influx of skilled employees into developed countries, the 
threat of losing their jobs always looms large for workers. Those who do 
manage to retain their jobs are burdened with increasing workloads and 
longer working hours and of course, the fear, that their own job could be 
outsourced anytime. To add insult to injury, workers are often expected to 
cooperate in training of their replacements, a phenomenon referred to as 

http://www.apa.org/news/press/releases/stress/2014/stress-report.pdf
http://www.apa.org/news/press/releases/stress/2014/stress-report.pdf


Stress Management in Service Organizations 347

“knowledge transfer.” This leads to resentment and loss of morale among 
the existing workforce. In an uncertain economy just finding its way out 
of a recession, the perils of not being able to regain employment are very 
real and palpable.

The continuous migration of skilled intellectual capital from developing 
to developed countries is undoubtedly a boon for the latter as it helps in 
increased productivity and improving the quality of output. The vast and 
increasing brain drain for more than over a decade means that the cream of 
the intellectual workforce ends up in developed countries. However, there 
is another side of the coin too. With the migration of best of the workforce 
from all over the world, competition has intensified tremendously in the 
workplace leading to higher levels of pressure. There is a constant expecta-
tion to deliver the best quality output and improve productivity. With the 
best resources and the world’s most talented skilled labor competing for 
jobs and promotions, there is hardly any scope for mediocrity. Being part 
of an economy driven by forces of capitalism and fueled by aggressive cost 
cutting and profit maximization, employees are continuously asked to meet 
stiff, and challenging targets. Those who are unable to meet the targets are 
often ruthlessly laid off with little or no prior intimation. The competition is 
cut throat and the Damocles sword of job insecurity hangs over everyone’s 
head. A recent survey by the American Psychological Association (2014) 
found that job insecurity ranked among the top five causes of work stress 
(Employee distrust is pervasive in U.S. Workforce, 2014).

The Towers Watson’s Global Benefits Attitude Survey of 5070 US 
workers found a huge disconnect between employers and employees on 
the causal factors of stress. As per the survey, employers felt that lack 
of work/life balance (86%), inadequate staffing (70%), and technolo-
gies that expand employee availability during nonworking hours (63%) 
were the main reasons for increasing stress in employees (Watson, 2013). 
Employees, however, felt otherwise. They ranked inadequate staffing as 
the number one factor for high stress. Low pay increase which was ranked 
as the second highest factor for high stress by employees was ranked ninth 
by employers. Employees cited conflicting job expectations as the third 
highest stress factor. The differences between the employer employee 
ranking of stress factors show that employers still have a long way to go in 
understanding the stress drivers of employees and finding ways to combat 
them. The survey also revealed that most top performing employees stated 
work-related stress as the main reason for quitting an organization. Says 
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Brian Kropp, a managing director at the Corporate Executive Board, an 
advisory firm, “companies in recent years have heaped additional duties on 
their most promising employees without giving much in the way of support 
or extra rewards. We tend to put them in the hardest jobs we have, and we 
tend not to support them. In many ways we go too far” (Frauenheim, 2011). 
This ends up making the most talented and promising employees prone to 
the highest stress levels. The continuous pressure to meet unrealistic targets 
and work in grueling schedules takes a heavy toll on employees leading 
to deteriorating performance and effort. Employees suffering from high 
stress levels are not only less productive but also have lower engagement, 
and higher absentee levels. Wayne Hochwarter, a management professor at 
Florida State University in Tallahassee probably sums it up best when he 
says, “The person is left with an empty tank” (Frauenheim, 2011).

The 2010 General Social Survey (GSS) by Statistics Canada showed 
that 27% of Canadian workers described their lives on most days as “quite 
a bit” or “extremely” stressful. But more distressing is the fact that 62% 
of those surveyed said that work was the primary cause of stress (Chart 
14.3). The higher stressed employees also were the better educated ones. 
Among those who identified work as the major stress factor, almost 75% 
had a college or university education and more than 50% held white-collar 
jobs in management, professional or technical occupations. Finances and 
lack of a proper work–life balance were the other top stress factors for 
Canadians (Crompton, 2011).

CHART 14.3 Chart showing percentage of highly stressed employed population in 
Canada aged 20–64. 

Source: http://www.statcan.gc.ca/pub/11-008-x/2011002/c-g/11562/c-g02-eng.htm.
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14.4 EUROPE

Oxford-educated city lawyer, Matthew Courtney plunged to his death from 
a stairwell at London’s Tate Modern. Why did a young and promising 
lawyer suddenly jump to his death? His heavy workload had undoubt-
edly been troubling and enervating him. He and other colleagues had also 
spoken to senior partners at Freshfields Bruckhaus Deringer about their 
excessive workloads. In fact, he had been doing 14-h shifts in the days 
before his death. Although the young lawyer had been receiving treatment 
for depression for some time, the possible adverse impact of his copious 
working hours on his health cannot be brushed aside (Evening Stan-
dard, 2007). More recently in London, an exhausted 21-year-old Merill 
Lynch intern died of an epileptic fit after pulling off three consecutive 
“all nighters” (The Guardian, 2013). Moritz Erhardt’s epileptic fit could 
have been brought on by the fatigue and exhaustion of working punish-
ingly long hours in a world where working oneself to the point of death 
is considered akin to receiving a medal of honor. Though the exact cause 
of these deaths is not known, what is undeniably clear is noxious impact 
of the grinding schedules and the death defying work that people put in at 
their workplaces.

Europe has perhaps the best documented data on stress-related prob-
lems at work. Periodical surveys and the advantage of being part of a Euro-
pean Union have proved hugely beneficial in collecting and consolidating 
data. As per a report by EU-OSHA stress is the second-most commonly 
reported work-related health problem in Europe. Half of the workers in 
Europe (51%) believe that work-related stress is a common problem in 
their workplace. Unsurprisingly, in Greece and Cyprus, more 81% and 
88% of workers feel that stress is a common problem and in Slovenia 
3/4th of employees cite stress as a major work problem. On a positive 
note, however, across Europe 45% of employees say that workplace stress 
is rare (European Opinion Poll on Occupational Safety and Health, 2013).

The deleterious impact of job insecurity can be seen in Europe too 
with 72% citing it as a major cause of stress. The recession has seemingly 
compounded the problem and intensified fears of job losses. Heavy work-
load was also considered to be major stress factor (66%). Facing harass-
ment or bullying at work is another common stress factor for Europeans 
(59%). More than half the workers felt that lack of clarity on roles and 
responsibilities was a big stress factor (European Opinion Poll on Occupa-
tional Safety and Health, 2013).
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Another contrasting trend that showed up in Europe was that while 
employees were working fewer hours than before, the work intensity was 
rising and schedules were getting tighter. The positive trend toward shorter 
working hours is further substantiated by the fifth EWCS (European 
Working Conditions survey) report which showed a decrease in average 
working hours from 40.5 h a week in EU 12 in 1991 to 37.5 h a week in 
the EU 27 in 2010 (36.4 h a week in EU 12). One of the major reasons 
for the trend toward shorter working hours is the increasing prevalence of 
part time jobs. The number of people working part time, that is, “short part 
time” (20 h/week or less) and “substantial part time” (21–34 h/week) has 
increased from 17% in the EC 12 (1991) to 25% in EU 27 (2010) and the 
number of people working long hours (working 48 h or more per week) 
has decreased from 18% in the EC 12 in 1991 to 13% in the EU 27 in 2010 
(12% in the EC 12) (Fifth European Working Conditions Survey, 2012). 
This shows that Europeans are working shorter hours, with an increasing 
number of people opting for part time jobs. This also explains the impres-
sively high percentages of good work–life balance in Europe. An over-
whelming 81% of employees from EU 15 and 73% from EU 10 reported 
that they were happy with their work–life balance and had sufficient time 
to balance social commitments with job responsibilities.

Even though more than half the Europeans are stressed out (51%), the 
numbers there are still reassuringly lower than Asia (60–75%) and the 
USA (80%). The Europeans further add a feather in their cap by reporting 
remarkably good percentages of work–life balance (73–81%). So what 
is it that Europe is doing that helps alleviate the stress of its employees, 
at least to an extent? An interesting detail thrown up by a Regus survey 
is that while the USA, Mexico, and India are on or near world average 
for increase in workplace stress, Canada and France made it to the under 
average list. Expectedly, the awards for lowest increase in workplace 
stress went to three European countries United Kingdom, Germany, and 
Netherlands (Regus, 2009). The irony is that France has made it to the 
below average list of stressed out countries in spite of the spate of recent 
employee suicides due to high work stress. In such a scenario, one cannot 
help wondering what would be the levels of stress in other “above average 
stressed out countries” across the globe.

The WHO shows that there is reasonable research to conclude that 
there is an association between working conditions and stress. It also 
mentions the effects of stress. The Eurofound research on work-related 
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stress in 2010 shows that the primary risk factors which induce stress are 
a heavy workload, extremely long working hours, lack of control at work, 
poor relationships with colleagues, poor support at work, and the impact 
of organizational change. Chart 14.4 shows that impact of stress on men 
and women in Europe. It should be noted that this is the impact that stress 
has in a continent whose employees supposedly have relatively lesser 
stress and better work–life balance as compared to North America or Asia.

CHART 14.4 Health and well-being outcomes by gender (%), in Europe. 

Source: https://osha.europa.eu/en/tools-and-publications/publications/reports/psychoso-
cial-risks-eu-prevalence-strategies-prevention.

Considering that stress is a primary cause of concern across countries 
and continents, what exactly can be done to combat it? How much of a 
role does the country, work environment, culture, company, and individual 
play in elevating or alleviating stress? Studies show that though devel-
oping countries do have the highest levels of stress, developed countries 
are not far behind either. A developed country like South Korea reports 
notoriously high levels of stress, while some developing economies such 
as Romania and Bulgaria report far lower levels of stress than their Asian 
counterparts. Developed countries in Europe report a better life work–life 
balance as compared to Americans. Though countries like Mexico and 
Costa Rica are still on the development path, they figure higher on the 
happiness index than economically developed countries like the USA, 
United Kingdom, France, Germany, or Japan (Helliwell, Layard, and 
Sachs, 2015). This shows that though stress is caused by work-related 
factors like job control, insecurity, and work balance external factors like 
the state of economy, cultural practices, government, and company poli-
cies, etc. also have a significant impact on them.
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14.5 CULTURE

When Leonardo Da Vinci said “Every now and then go away, have a little 
relaxation, for when you come back your judgement will be surer,” little 
would he have expected that a few hundred years later, an entire continent 
would be following his advice. Europeans have a reputation for having 
a more relaxed culture than Americans or Asians. While the Americans 
get a shot in the arm from increased productivity and economic growth 
and Asians pride themselves on their ability to work long and hard and 
expand their list of achievements, the average European takes his annual 
long vacation very seriously, having fun, and relaxing when necessary. 
While the developing nations in Asia are on the run to own a minimum 
of one car and a house and the Americans fight it out to own bigger and 
better cars and houses, the Europeans’ self-worth seems less linked to the 
size of his car or house. In fact, Mauro Guillen, Wharton management and 
sociology professor says, “It is a sign of social status in Europe to take a 
long vacation away from home. Money is not everything in Europe; status 
is not only conferred by money. Having fun, or being able to have fun, also 
is a sign of success and a source of social esteem” (Reluctant Vacationers: 
Why Americans Work More, Relax Less, than Europeans—Knowledge@
Wharton, 2006). Europeans also tend to really disengage from work while 
on vacation unlike Asians and Americans who never really switch off and 
are still connected through their laptops and blackberries. The European 
culture encourages people to take vacations, limit overtime at work and 
maintain a good work–life balance. Since a major reason for stress is the 
driving urgency to keep up with the Joneses and fit into cultural prac-
tices that encourage overtime, the European culture and societal practices 
deserve a special mention for their role in limiting stress levels, especially 
in today’s world where everyone is out on a rat race.

14.6 GOVERNMENT POLICIES

14.6.1 TAXATION

Different taxation policies in different countries play a major role in influ-
encing work attitudes and work hours. Ed Prescott, a Nobel Prize-winning 
economist of Arizona State University points out those European countries 
has much higher tax rates than American countries. This discourages the 
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average European from working too hard because he knows that he will 
be reaping very small margin of the additional benefit. A lot of European 
countries top the table when it comes to countries with the highest taxes. 
As per data from the OECD, the all-in rate, that is, the top personal income 
tax and social security contributions rate is more than 55% in a number 
of European countries. It is highest in Slovenia (61.05%), followed by 
Belgium (59.4%), Finland (57.2%), and Sweden (56.86%). Other than 
these countries, the all-in rate stands at 55% or more in Denmark, France, 
and Portugal and is greater than 52% in a number of other European coun-
tries. The all in rate of Canada is 49.5%, 48.6% in the USA, and 35% in 
Mexico.

14.6.2 LEAVE POLICIES

As per a report by the Centre for Economic and Policy Research (CEPR), 
the United States is the only developed country which has no mandatory 
paid holidays or paid vacation. Almost one in four Americans has no paid 
vacation and no paid holidays. No wonder, the United States is being 
dubbed the “no-vacation nation” (Barber, 2013). The European Union’s 
(EU) Working Time Directive (1993) has set a minimum of four weeks or 
28 vacation days per year for all EU member countries. However, several 
EU members offer more leave to their employees. As per data from the 
CEPR (Centre for Economic and Policy Research), Austria, and Portugal 
show the way with 35 days of paid vacation and holidays together, Spain 
follows a close second with 34. Italy and France give 31 days, while 
Belgium and Germany give 30 days. United Kingdom follows with 28; 
Norway 27, Denmark, Finland and Sweden with 25. Canadians get 19 
days and even the indefatigable Japanese get 10 days of paid vacation, but 
the Americans get none (Chart 14.5).

Studies show that Asians and North Americans get far less holidays 
and vacation time than their European or South American friends. An 
interestingly titled study called the vacation deprivation study conducted 
on behalf Expedia.com by Northstar, a global consulting firm gives us an 
insight in to vacation utilizing habits across continents. While Europeans 
use almost 100% of their vacation time (28 days average), the Asians and 
North Americans are quite the workaholics. Europeans also got 12% more 
vacation time than the global average. The average American got only 15 
days of paid leave in 2014 and used only 14. The average worker in the 

http://www.Expedia.com


354 Employees and Employers in Service Organizations

Asia-Pacific (Hong Kong, India, Malaysia, Japan, Thailand, South Korea, 
and Singapore) got 16 days, but did not utilize 4 of those days. Thailand 
topped the list of vacation deprived countries offering a measly 11 days 
of vacation, but South Korea took the cake with employees using only 
7 of the 15 days offered. Japan came in a close second with employees 
utilizing only 10 of the 20 days offered. The reasons for nonutilization of 
vacation ranged from the inability to fit in vacation into work schedules 
to expressing a desire to encash it or carry it over. However, universally 
80% of workers stated that vacations make them feel happier which shows 
that vacations indeed play a role in mitigating stress levels. Sixty-one 
percent of the British (global average 56%) said that they would switch 
jobs if they could have more holiday time and 33% said that they would 
prefer more holidays to a pay rise. Undoubtedly, holidays help people feel 
happier, more relaxed, and less stressed and worried. Andy Washington, 
Managing Director of Expedia.co.uk says “It’s almost paradoxical. People 
spend more time away from work, and might just be a better performing 
employee” (Expedia’s 2014 Vacation Deprivation Study, 2014).

CHART 14.5 Paid vacations and paid holidays OECD nations, in working days.

Source: http://www.cepr.net/press-center/press-releases/united-states-still-a-no-vacation-
nation. (Published under https://creativecommons.org/licenses/by/4.0/)
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14.6.3 UNIONIZATION

Europe has more organized levels of unionization with better influence 
in politics and boardrooms. These unions, therefore, help in lobbying for 
policies which are more employee friendly. In the United States, the poli-
cies are more employer centric rather than employee centric. Europe also 
has one of the best social security programs in the world offering wide 
range of benefits ranging from unemployment assistance and pension 
programs to disability and health care benefits. Few countries in Asia have 
any unionization which benefits employees.

14.6.4 MATERNITY, PATERNITY, AND PARENTAL LEAVE

Paid maternity leave is at least 14 weeks in most countries in Europe with 
some countries offering more than 18 weeks. Canada offers around 12 weeks 
paid leave and most countries in Asia too offer between 12 and 13 weeks 
of paid maternity leave. The United States is woefully lacking with respect 
to maternity leave and qualifies as the only developed country that does not 
offer any paid maternity leave (ILO Database of Work and Employment 
Laws, Maternity Protection, International Labour Office, 2009).

Paternity leave, though a necessity, has not been given its due impor-
tance by a number of countries. Europe stays ahead of the curve here too 
with most countries in the EU giving around 10 days of paid paternity 
leave. Some like Iceland and Slovenia generously offer 90 days of paid 
paternity leave. The concept of paid paternity leave is a rarity in Asia. 
A handful of countries like Indonesia (2 days) and Philippines (7 paid 
days) and offer paternity leave (ILO Database of Conditions of Work and 
Employment Laws on Maternity Protection and ILO NATLEX, 2009). 
With no policies for paid maternity leave in place, the United States has a 
long way to go before policies for paid paternity leave can be brought in.

Unfortunately most countries do not even acknowledge or recognize 
the need for parental leave. The ILO defines parental leave as a relatively 
long leave available to either parent allowing them to take care of an infant 
or young child over a period of time following the paternity or mater-
nity leave period. The duration of parental leave is different in different 
countries and the payment during such leave is minimal and could also be 
unpaid in a number of cases. Parental leave is quite common in countries 
in developed countries, Eastern Europe and Central Asia, but is an almost 
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unheard of phenomenon in other countries (Maternity and paternity at 
work, 2014).

14.6.5 COMPANIES

“All work, no play makes Jack a stressed out employee.”
With so much ado about work-related stress, its catastrophic side 

effects and the appalling increase in “karoshi,” it is easy to believe that 
every human being in the world drags himself out of bed on a Monday 
morning, curses his, and slogs away unwillingly and resentfully all through 
the year. Nothing could be actually be farther from the truth. There are a 
number of people all over the world who really like to go to work every 
day and actually think their companies are incredibly wonderful places. 
The company’s culture and work environment undoubtedly have a huge 
role to play in creating such a positive perception, which helps mitigate 
stress levels and brings out the best from an employee. Glassdoor Career 
Trends Analyst Scott Dobroski says “Company culture is among the top 
five factors people consider” when weighing a job offer (Dill, 2014). A 
good work environment would be one which creates a culture based on 
trust and nondiscrimination, fosters excellence, and inculcates a feeling of 
pride and camaraderie in the employees. A survey of the best companies to 
work for (2015) by Fortune.com and Great places to work, ranks Google.
com as the number one company to work for, for the seventh consecutive 
year (Noyan, 2016). Google also tops the list in a survey by glassdoor.
com of the best US companies to work for and comes 2nd insurvey by 
Economic times ranking the best 50 Indian companies to work for. An 
employee with Google says, “The company culture truly makes workers 
feel they’re valued and respected as a human being, not as a cog in a 
machine. The perks are phenomenal.” What is it that Google.com is doing 
right that helps it to top the list of best workplaces globally and individu-
ally across continents? Googlers state that they feel a sense of pride in 
being part of a company or project that helps change our world. They 
are constantly thrown open to new challenges and love being part of an 
environment that, they feel, recognizes, and rewards employee potential. 
Seventy-nine percent of employees in Google feel that promotions go to 
deserving candidates which speaks volumes about the sense of trust and 
fairness in the system. An overwhelming 94% of employees felt that they 
carry a lot of responsibility in the organization and said that they were 

http://www.Google.com
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given the freedom to carry out tasks without micromanagement from 
their bosses. Their generous 18 weeks paid maternity leave policy goes 
a long way in ensuring that they retain their women employees. Paternity 
leave is between 12 and 18 weeks (Otani, 2015). They provide preventive 
health checkups for spouses of employees and encourage flexible or even 
part time work options, if needed. Recently, they have started working on 
system wherein addition to the annual appraisal, employees can give real-
time feedback to their colleagues through “GThanks.” Their famous nap 
pods, mouth-watering free food, onsite haircuts, and medical checkups, 
complimentary laundry, spa, and gym create a workplace that employees 
simply don’t want to leave. Other unique benefits like allowing well 
behaved canines at work, providing company bicycles for employees to 
move around their huge campus, adding a healthy dose of practical pranks 
to double the fun quotient, etc. make this company an employee’s dream 
place to work for (Fortune, 2016).

Another company which has endeavored to create a work environ-
ment that benefits both employer and employee with rich payoffs to both 
is Southwest Airlines. One of the reasons Southwest Airlines flies high is 
their warm and genial work culture which churns out loyal employees and 
in turn creates loyal customers. The term “employee recognition” takes on 
a new meaning here. Employees recognized by customers are featured on 
newsletters, on the intranet, lauded by the CEO on videos with honorary 
dinners to boot. Employees are not only made to feel like part of one big 
family but are also empowered to take decisions on the job that would help 
customers. A customer recounts the moment when she and her children 
had gone to the airport to see her husband off for a 6-month deployment to 
Kuwait. Understanding the emotion of the moment, Southwest employees 
helped her to go till the gate to see off her husband. Her children were, in 
fact, allowed to go till the plane to give their father a send-off hug (Gallo, 
2014). The empowering of employees to take on the spot decisions to help 
improve customer experiences not only gives them recognition but also 
instills in them the feeling of satisfaction and happiness of having put a 
smile on someone’s face. As Kelleher, former CEO of Southwest puts it. 
“The core of our success, that’s the most difficult thing for a competitor 
to imitate. They can buy all the physical things. The things you can’t buy 
are dedication, devotion, loyalty” (Price, 2009). It is no wonder that the 
employee turnover here is only 2% and, many of South West’s original 
employees are still with the company (Makovsky, 2013).
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The recent spate of deaths has prompted companies to regulate work 
schedules and redefine work boundaries. In June, Goldman introduced a 
policy of no “all nighters” for its summer interns. The interns are expected 
to leave the office before midnight each day. The full time junior bankers 
have been instructed to stay away from away from office between 9 pm 
Fridays to 9 am Mondays and violations are strictly monitored. Barclays 
has brought in policies to ensure that analysts do not work for more than 
12 days in a row. Bank of America insists that analysts take leave of at 
least four weekend days a month (Cohan, 2015). In a speech to a group of 
young bankers in July, Jamie Dimon, chief executive of JP Morgan Chase 
said “You’ve got to take care of your mind, your body, your spirit, your 
soul, and your health. If you neglect these things, you will destroy your 
personal relationships. You’ll destroy your life. You won’t be healthy. You 
won’t enjoy it” (La Roche, 2015).

14.6.6 STRESS AND PEOPLE IN THE FAST LANE

Mahatma Gandhi’s words “There is more to life than increasing its speed.” 
are more relevant today than ever before. So how do the people running on 
the fastest lanes complete the marathon? What helps the top people handle 
the pressure of deadlines, expectations and managing multiple tasks day 
in and day out?

The President of the United States, Barrack Obama, who arguably has 
the most stressful job in the world, says that his steady and calm tempera-
ment and his morning exercise routine are two big factors which help him 
handle stressful situations. “I don’t get too high, don’t get too low,” he 
says. He talks about the importance of being with family, saying that it 
helps to give him perspective and keeps him grounded. He further adds 
that we live in a very fast paced 24 × 7 world “Everything is a crisis, 
everything is terrible, everything is doomsday. But a year later nobody is 
talking about it.” He feels that in retrospect things are not even half as bad 
they are purported to be. So if we calm down and simply do our best about 
handling a situation, things would more often than not, turn out quite fine 
(The Huffington Post, 2015).

Top sportspersons are often faced with the twin pressure of managing 
crowd expectations and defending their titles and winning matches each 
time they step onto the field. Usain Bolt, holder of 11 World championship 
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titles and the fastest man alive talks about how he manages the expecta-
tions each time he has to defend his title. “I’ve learned over the years that 
if you start thinking about the race, it stresses you out a little bit. I just try 
to relax and think about video games, what I’m gonna do after the race. 
Stuff like that to relax a little before the race (H.D., 2011). You’ve got to do 
this for yourself first. If you do it well, then people will love you (McRae, 
2010). For over a quarter of a century, “God of cricket” Sachin Tendulkar 
was India’s mainstay batsman and the leading “run getter.” Each time he 
came out to bat, a country of a billion held its breath in anticipation and 
folded its hands in prayer. Work came to a standstill and resumed only 
after he was out. On being asked about how he coped with the enormous 
pressure and unrealistic expectations from fans, he says, “Pressure gets to 
you because your mind is either delving into the past, or is peeping into 
the future. If your mind is preoccupied with past failures, or is anticipating 
future ones, the pressure builds. Your mind has to be in the present. Only 
then will you not feel the pressure.” He finds meditation techniques to 
be a very useful way of handling stress, especially the techniques which 
require a person to clear the mind of outside matters and simply focus 
on their breathing. He also adds that achievements matter only when you 
have people to share it with and having the right people around you helps 
a person to go on a positive cycle of success, health, and happiness (Lele, 
2010).

Bill Gates, founder of Microsoft believes that the mantra to stress 
handling is to simply “keep it simple.” Talking about the best learning 
from Warren Buffett he says that he was amazed at his ability to boil 
things down. “To just work on things that really count, to think through 
the basics. It’s a special form of genius” (Crippen, 2009). Richard Branson 
founder of the Virgin Group puts things in an entirely new light. He says 
that stress is all about the right prioritization “If I lost the whole Virgin 
Empire tomorrow, then I’d just go and live somewhere like Bali. Now 
if there was a problem with my family, health wise … that’s a problem” 
(Adgey, 2008). While some CEOs like Susan Wojcicki (CEO of YouTube) 
feel that taking time off can offer new insights and perspectives and be 
a huge factor in stress reduction (YouTube CEO: How I balance a big 
family, work, 2014), others like Jeff Bezos, Founder, Chairman and CEO 
of Amazon.com feel that the major cause of stress is inaction over some-
thing that one has control over. Says Jeff Bezos, “I find, as soon as I iden-
tify the cause and make the first phone call or send off the first email, it 

http://www.Amazon.com
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dramatically reduces any stress that might come from it” (How Do You 
Deal with Stress Jeff Bezos, 2015). Obviously different strategies and 
plans work for different people. The key is to find the right stress buster. 
Some CEOs have devised their own unique ways to handle stress. Robert 
Freedman, CEO of ORC Worldwide, says that he spends two minutes 
every morning drawing on a napkin while he drinks his coffee. This helps 
him clear his mind for the day. John Benson, CEO of eFinancialCareers.
com seems to have summed it up beautifully when he says, “Remaining 
disciplined by managing both time and productivity well is the backbone 
to good stress management. Time management allows me the opportunity 
to exercise regularly and to switch off the office so I can get colour and 
perspective in my life. That means putting the BlackBerry literally out of 
reach, spending time with my family, enjoying the outdoors and trying 
something new. Adding texture to life isn’t indulgence. It’s necessary if 
you’re to be creative, centered and fully productive” (Kneale, 2009).

14.7 CONCLUSION

Stress by itself is not completely bad. Studies have shown that an optimum 
level of stress, also referred to as eustress (good stress) helps us to improve 
our productivity and performance at work and encourages us to overcome 
challenges. The problem occurs when the thin line between eustress and 
distress (bad stress) is breached. When work pressures become too high, 
deadlines too tight and schedules too grueling, when work–life balance 
becomes a myth and job insecurity begins to cast its dark shadow on our 
daily lives, then stress begins to soar to unmanageable levels playing havoc 
with the minds and body of workers culminating in a host of lifestyles 
diseases and at times, even in death. To control and prevent the spread of 
what could possibly be one of the biggest lifestyle killers the world has 
ever seen, it is imperative that employers and employees work together 
with the required support from their respective governments. Govern-
ments have to bring in necessary laws for minimum wages, leave policies, 
nondiscrimination at work, and also provide employees with a minimum 
pension, social security, etc. which would undoubtedly be the first step in 
relieving stress. Employees have to necessarily take a long-term view of 
things and understand that not every task is critical and not every mistake 
is fatal. Employers have to encourage employees to take time off from 
work, ensure that employees have a good work environment, and promote 
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a good work–life balance. Confucius said “Choose a job you love and 
you will never have to work a day in your life,” but in today’s fast paced 
world, choosing a job that one loves is seemingly not enough. Companies 
will have to go the extra mile to create a work culture and environment 
that employees love and if they do, the partnership between employee and 
employer would undoubtedly be one which would yield rich dividends for 
both.
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