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Introduction

There is a maxim which says “Employ for attitude, train for skills”.
Yet “attitude” is an ever shifting characteristic of all people,
dependent upon the current environment (including others’

“Management
feels less able

behaviour) and the person’s “attitudinal competency” - the ability to !mprove
to choose the best attitude regardless of what the situation may attitudes, than
be. Right now economics negatively affects attitude, doesn’t it? environment
_ and work
The current rate of change in workplaces due to technology, skills”

global economies, and competing lifestyle choices are placing

great strain on people at all levels of the organisation. It is fully
testing leadership’s ability to recruit, train and retain the best
people with the best attitudes for the workplace.

Success with people in the workplace is a function of
e workplace environment,
e work-force technical competencies and
e work-force ability to manage their own attitudes (attitudinal
competency).

Generally, leadership and management feels able to manage
workplace environments and technical competencies, and less
able to manage work-force attitudes or impact on their attitudinal
competency.

Negative Attitudes at the Workplace

Negativity in employees leads to increased staff turnover,

customer complaints, errors, accidents, and a host of other “N PR
’ ’ ’ egativity is
adverse effects, all of which can severely impact the bottom-line. g y

Topchik concludes that negativity costs American organisations contagious
billions of dollars each year, and is a serious workplace issue and costs
that managers do recognise but need to be equipped to handle. American
business
There is good reason to expect the issue is global. billions. Is it

also global?”
Towers Perrin (Sept. 2002) conducted a study of 35,000 9

employees to understand employees’ feelings toward their jobs.
The study was titled: Working Today: Understanding What Drives
Employee Engagement, and the findings were published in the
2003 Towers Perrin Talent Report.

Also, a group of 1,100 employees working for mid to large
companies across North America was asked to describe what
they felt about (a) their current work experience and (b) what the
ideal work experience ought to be. Also surveyed were 300
executives from similarly sized companies, most of whom were

senior executives in the Human Resources function.
(Towers Perrin Study: Working Today: Exploring Employees’ Emotional
Connections to Their Jobs)



Combined Results

55% - expressed negative feelings, with a third of that A large 2002

percentage expressing intense negativity. study showed
55% of the

23% - expressed an intensely positive outlook. workforce held
negative

The Primary Reasons for Negative Attitudes

The Towers Perrin study showed reasons for negative feelings
toward their current work experience ranged from
e excessive workloads
e lack of faith in management competence,
anxiety about job security,
lack of challenge in their work, and
insufficient recognition for the level of contribution and

effort put into the job.
(Towers Perrin Study: Working Today: Exploring Employees’ Emotional
Connections to Their Jobs)

Economic Impact of Workplace Negativity

A September 2005 study on the Economic Impact of Employee
Behaviours on Organisational Performance (Wayne F.Cascio,
California State Personnel Board), revealed these high impact
areas of negativity:

Absenteeism (any failure to report for work, as scheduled,

regardless of reason)

Employee Attitudes

Training and Development

Use of Valid Staffing Procedures

The Cost of Absenteeism

feelings and
only 23% were
positive

Average annual days lost ”
e b LA Why Are Workers Absent’
Highest ilv-

g Entitlement FEILS
Transport, storage 12.0 Mentality Related
Food, drink, tobacco 12.0 16Y% Issues
Health 116 ° 26%
Central government 11.0 Stress
Lowest 16%
Consultancy 5.5 .
IT services 56 Personal Personal
Media, publishing 6.0 Needs liness

0,
Source: Employee Absence 20% 22%
Survey 2004 - Chartered Institute
of Perzonnel & Develapment I
Source: Cascio, Wayne F, (2005),Economic Impact of Employee

Behaviors on Organisational Performance

The impact of absenteeism (2003) translated
to a cost of US$800 per Employee per Year.
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Positive Attitudes at the Workplace

The importance of positive attitudes in the workplace seems
obvious. Attributes like enthusiasm, self awareness, truthful
expression, attention to detail, ability to take constructive criticism
in the right spirit, result in multiple benefits to the organisation.

The Gallup Organisation conducted a lengthy study to analyse
the relationships between employee attitudes and critical
business outcomes i.e. revenue, profitability, customer loyalty,
and employee retention. Over 100,000 employees from 2,500
business units across 12 industries were surveyed, and
concluded that employee attitudes are of paramount importance
in improving productivity. The analysis identified 12 worker
beliefs that most influenced a profitable, productive workplace.

The 12 Belief Statements

| know what is expected of me at work.
| have the materials and equipment | need to do my work
right.
At work | have the opportunity to do what | do best every
day.
In the last 7 days | have received recognition or praise for
doing good work.
My supervisor, or someone at work, seems to care about
me as a person.
There is someone at work who encourages my
development.
In the last 6 months someone at work has talked to me
about my progress.
At work, my opinions seem to count.
The mission/purpose of my company makes me feel my
job is important.
My fellow employees are committed to doing quality work.
| have a best friend at work.
This last year | have had opportunities at work to learn
and grow

(Source: Cascio, Wayne F, (2005),Economic Impact of Employee Behaviors on Organisational

Performance)

Results of the Gallup Study: $ Impact of Employee Attitudes

Organisations that supported the belief statements and ranked in
the top 25% in productivity, showed on average:

24% higher profitability

29% higher revenue, and

10% lower employee turnover than those that scored
lowest on the statements

(Source: Cascio, Wayne F, (2005), Economic Impact of Employee Behaviors on Organisational
Performance)
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attitudes are
of paramount
importance in
improving
productivity.”




The 12 Belief Statements are about the environment and others
behaviour towards the person - not the person’s ability to
generate the best attitude regardless of environment and others’
behaviour (attitudinal competence).

What if there was an efficient and effective method for
training for attitudinal competence?

Employee
attitudes
appear to be
dominated by
environment
and others’
behaviour.

Workplace Attitudes that have a Positive Economic Impact

Towers Perrin compared employees’ feelings toward the
workplace with their companies’ five-year shareholder returns. It
showed successful companies truly support positive employee
attitudes about the job, and is a self-sustaining cycle.

Employee Attitude

Financial Results

Senior
Management
Interest

Challenging
Work

Decision-
making
Authority

Customer
Focus

Career
Advance

Company
Reputation
as Employer

Teamwork

Collaboration T |

Resources

Decision-
making

Senior
Management
Vision

] ] 1

Employee Customer Revenue
Engagement = Focus Growth

Cost of Goods Operating
E Sold Margins
¥ Sales general &
Turnover administrative
Intention - EXpENnSE

Positive Relationship

Megative Relationship

Conceptual Relations hip

Source: The 2003 Towers Perrin
Talent Report: Working Today:




The findings can be summarised as follows:
Drivers of employee engagement:

1. Ten important workplace attributes (in the table above)
helped drive employee engagement.

2. The stronger these attributes are in the workplace, the
stronger the level of employee engagement.

3. Higher levels of engagement resulted in higher retention
levels and stronger orientation towards meeting customer
needs.

Direct financial outcomes:

1. Improving customer focus improves revenue growth (as
also between employee engagement and revenue
growth).

2. Higher employee engagement lowers the cost of goods
sold (COGS).

3. A strong relationship exists between turnover, turnover
costs (which can average about 40% of an employee’s
salary), and sales, general and administrative expense
(SG&A).

4. SG&A along with COGS and revenue growth, are key
indicators of operating margin, a major measure of the
financial health of an enterprise.

Source: http://www.towersperrin.com/hrservices/webcache/towers/
United_States/publications/Reports/Talent_Report_2003/Talent_2003.pdf

A Case Study in Employee Behaviours Impacting
Organisation Performance: SYSCO

The performance of SYSCO was studied by Wayne F.Cascio in
2005 in the document entitled: Economic Impact of Employee
Behaviors on Organisational Performance.

SYSCO, North America’s #1 foodservice marketer & distributor,
showed a sales of $26.1 Billion in the financial year 2003. It
served a $200 Billion Foodservice & Hospitality market of
approximately 420,000 customers. The company was founded
1969; has 146 locations in the U.S. and Canada, and has been
the industry leader since 1977. It has to its credit more than
300,000 products and around 10,000 marketing associates.



The Human Capital Metrics study by Cascio covered three key

aspects:
Work Climate/Employee Satisfaction SYSCO saved
Productivity $140M
Retention annually
through
Cascio found employee satisfaction levels at SYSCO were succesgsful
significantly high, indicating a very positive attitude among the
workforce. Annual savings through Employee Retention alone emplo_yee
were calculated to be: retention.

Marketing: $70M
Delivery Associates: $50M
Night Warehouse: $20M

Total: $140M
The impact of effective HRM policies was quantified as below:
Payoff for Investors = Every $5M in savings = 1 cent per share
Payoffs from Improved Retention

Marketing Associates = 14 cents per share

Delivery Associates = 10 cents per share

Night Warehouse = 4 cents per share

Total: 28 cents per share
(Source: Cascio, Wayne F, (2005),Economic Impact of Employee Behaviors on Organisational
Performance)

High retention levels were linked to the initiatives taken by the
company as shown below:

Objectives Initiatives

e Provide mentoring, access to
information, informal and formal

Career Development Opportunity learning programs, up-to-date training

e Provide career advancement
opportunities

Confidence in Future e Communicate the business condition
(quarterly or semi-annually)

e Listen to employee ideas (e.g. through
Feeling of Accomplishment one-on-ones)
Provide recognition

Use humor to retain employees

Amount of Joy Make work fun

Provide a challenging but supportive
environment

Job Security e Pay is important but not more than
other practices

Source: Cascio, Wayne F, (2005),Economic Impact of Employee Behaviors on Organisational
Performance



Turning the Intangible into the Tangible

Chris Doucouliagos and Pasquale Sgro in their report entitled
Enterprise Return on a Training Investment highlighted the
financial benefits of training after comprehensive examination of the
following diverse Australian organisations: -

Huntsman Chemical Company Australia Pty Ltd
Kodak Australasia Pty Ltd

Mission Australia

Franklin’s

Queensland Rail

Target Australia

Australia—New Zealand Direct Line

Their Executive Summary states:

....... the financial and other returns from a well-designed training
program are substantial. For commercial-in-confidence reasons, the
evaluation results for the various training programs are presented in
the form of percentage or level changes but represent substantial
dollar returns. The return on investment (ROI) from training
ranged from 30 per cent to 7000 per cent.

........ even though the estimated ROI varies substantially from
training program to training program, there is a remarkable
consistency in the positive ROI achieved by these programs.

This study has shown that a well-designed and -delivered
training program can be expected to generate significant financial
returns that compare quite favourably with other forms of
investment.”

Source: Doucouliagos, C., & Sgro, P. : Enterprise Return on a Training Investment -
http.//www.ncver.edu.au/research/proj/nr8021.pdf

Conclusion

From the above data the following conclusions arise: -
1. Negative attitudes cost companies significantly.
2. Positive attitudes deliver more productivity and profit.
3. Positive attitudes have been previously dependant on
environmental conditions (including leadership and
management styles), and technical competencies.

4. Appropriate training has a positive impact on attitudes.

5. There is a measurable ROI for training that improves
employee attitudes.

Well designed
training delivers
a significant ROI



http://www.ncver.edu.au/research/proj/nr8021.pdf

An Approach for Achieving a Return on Investment
There has been a great focus on what leaders and managers
can do to improve workplace conditions so that employee
attitudes will improve.

Theonedayin At t i t udi nal pegranppeovidedby e 0

David Deane-Spread.com delivers to participants the ability to There is a
better manage their own attitudes, regardless of the .

. o . - unique one
environment, and equipping them with the ability to engage more dav traini
effectively in the workplace, and also in their lives generally. ay training

program for
The program utilises FaCTTS methodology to ensure the highest “Attitudinal
uptake of skills. Competence”

See http://www.daviddeane-spread.com/methodology.html

The program provides structure and commitment for participants
to continue peer coaching to embed the benefits into the
workplace. Additional support either for groups or singular
coaching is available.

The program is customised to deal directly with the following
aspects unique to each organisation: -

Culture

Values

Vision

Mission

Specific behaviours of concern

See http://www.daviddeane-spread.com/attitudinal competence.html

There had never been a more important time to
improve and up-skill for
Positive Workplace Attitudes!

Together with improving leadership skills these
are the biggest influences in your organisation
maximising opportunities presented by the
current global economic storm.
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