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Synopsis: -

Employee involvement in organization development takes place when their aspirations are fulfilled through work. Even
with a carefully planned compensation and incentive program the attrition rate in some organizations is high. When
management genuinely takes care of employee aspirations the resultant synergy is reflected in customer satisfaction and
product quality. Managing employee aspirations takes genuine interest and requires a structure to help employees and
plan for their development by Assessment, alignment with business needs and taking steps for development of people.
Organizations can help employees sharpen and develop their key skills and values and provide important feedback
information to reshape their goals in alignment with the business needs of the organization. Organizational barriers to
growth and Professional development of employees leads to lack of commitment and eventual separation of employees.
This paper explores such barriers to employee involvement and how synergic development can take place.
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INTRODUCTION

Management of employee aspirations is very much related to Maslow’s Hierarchy of Needs in which self-actualization is
recognized as the highest need of individual aspiration in his life. Self-actualization simply means being the best you can
be at what you do. From an organizational point of view, shortage of critical skills can pose a genuine problem. Actually,
61% of respondents in the January 2015 Bayt.com Skills and Hiring Trends in the MENA poll have agreed that their
company suffers from a lack of skills. Managing employee aspirations effectively is a key driver of growth for both
employees and the company.

There is a major distinction between Career Growth and Career Development. In fact, career growth depends on career
development. Growth is your organization’s ladder to rise. While a ladder (career path) displays only vertical movement
between jobs, a career lattice, by contrast, contains both vertical and lateral movement between jobs and would reflect
more realistically the career paths of employees in the modern work environment. The ladder is an outdated model of
career growth. The lattice is the more appropriate path today.

Career development includes everything employees do to enhance or develop their career advancement and growth.
Professionals need solid credentials to instill trust in customers, but also must continuously update and improve those
credentials through organizational experience, training and development. Employees have just as much ambition to take
on new responsibilities as do other coworkers and competitor groups. Financial benefits (increased revenue from new
clients) accrue when your professional employees become known as “go to” people. So organizations should implement
a clear program to boost Employee expertise and management skills.

As indicated clearly by the Exhibit 1, given below, barriers to employee growth and development start with poor
management and lack of opportunities and other factors at work. This clearly illustrates how and why management should
take an interest in employee development through fulfilling their aspirations.

Barriers to professional growth

The top two barriers to professional growth were poor management within the company (46%) and a lack of growth
opportunities (45%).
Over one guarter of respondents (27%) also reported favoritism in the workplace as a barrier, and one fifth reported a lack of

training opportunities (21%), and a disconnect between educational qualification and current job (21%) as barriers to
professional growth.

Poor management within my current company 46
Lack of growth opportunities 45

Favontism in the workplace 27

Disconnect between my educational qualification and my current job

Base: Working respondents (6,800)

do not face any barriers to my professional growth 5

Exhibit 1: Bayt.com Career Aspirations in the Middle East and North Africa Survey — January 2015 (Image
credit: Bayt.com)

OBJECTIVES AND METHODOLOGY

That there should be congruence between employee expectations and organizational needs do not require any more
emphasis as it is well known. The question remains as to how this is achieved by organizations. Employees of
organizations wish to contribute to not only to their personal growth but also to the organization development and growth.
Their aspirations are humane and if they can be synergized with organizational purpose and greater objectives of social
responsibility, there will be a healthy development all round. This paper will investigate the scope of such synergic
development of organizations with the specific objectives as:

A critical review of current state of organizations.

Employee motivations in today’s organizations

How synergic development can take place

Futuristic needs of Organizational development.

How do organizations cope with such pressures?

Suggestions and recommendation

eoakrwnPE

There has been no dearth of literature on organizational development. Most of them are theoretical expositions. This paper
would explore the current state of organizations and future scope for them to develop and meet challenges. Considering
the availability of the volume of literature and research studies in related areas it was found sufficient to do a detailed
desk research to unearth findings from previous research and arrive at conclusions and suggest ways and means of
improving the situation.
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REVIEW OF LITERATURE

Knowing employees’ aspirations is the first step towards successful development and management of Organizations.
These aspirations may be related to where they are headed in their professional life, such as wanting a promotion or a
salary increase, or personal goals, such as how they plan to maintain their work-life balance. Once they know what they
want to achieve in life, you can help them convert these aspirations into more specific, measurable and time-bound goals.
Data from the Bayt.com Career Aspirations in the MENA survey shows that while 68% of professionals in the MENA
say they have set professional goals for themselves, 22% have not set any goals. The latter are specifically the ones who
will need help in defining short- and long- term goals.

Employee involvement is creating an environment in which people have an impact on decisions and actions that impact
on aspirations on their jobs. It is a management and leadership philosophy about how people are most enabled to contribute
to continuous improvement and the ongoing success of their work organization. This involvement increases ownership
and commitment, retains your best employees, and fosters an environment in which people are motivated and contribute
to achievement of organizational goals. How to involve employees in decision making and continuous improvement
activities is the strategic aspect of involvement and can include such methods as suggestion systems, manufacturing cells,
work teams, continuous improvement meetings, Kaizen (continuous improvement) events, corrective action processes
and periodic discussions with the supervisor. Intrinsic to most employee involvement processes is training in team
effectiveness, communication, and problem solving; the development of reward and recognition systems; and frequently,
the sharing of gains made through employee involvement efforts.

Employee Involvement is the direct participation of staff to help an organization fulfill its mission and meet its objectives
by applying their own ideas, expertise, and efforts towards solving problems and making decisions. From this definition,
participation can include representative participation, direct communication, and upward problem solving. We will focus
on the latter two categories because this article is more about understanding outcomes, tools, and methods.

Employee Involvement Model

Increasing the level of employee involvement is situational. The amount of employee involvement depends on: the
person's skills and experience, their knowledge of the factors that affect their job and decision making, and the degree to
which they understand how their job is connected to other processes within the organization. You can effectively involve
employees in decision-making about their jobs. These degrees of involvement tell you how.

Tannenbaum and Schmidt (1958) and Sadler (1970 model (TSSL) provides a continuum for leadership and involvement
that includes an increasing role for employees for which they aspire and a decreasing role for supervisors in the decision
process. The continuum includes this progression. The supervisor provides complete direction. TSSL is useful when
communicating about safety issues, government regulations and for decisions that neither require nor ask for employee
input. The supervisor makes the decision and then gains commitment from staff by selling the positive aspects of the
decision. TSSL is useful when employee commitment is needed, but the decision is not open to employee influence. The
supervisor invites input into a decision while retaining authority to make the final decision herself. The key to a successful
consultation is to inform employees, on the front end of the discussion, that their input is needed, but that the supervisor
is retaining the authority to make the final decision. This is the level of involvement that can create employee
dissatisfaction most readily when this is not clear to the people providing input. The supervisor invites employees to make
the decision with the supervisor. The supervisor considers his voice equal in the decision process. The key to a successful
decision is when the supervisor truly builds consensus around a decision and is willing to keep his/her influence equal to
that of the others providing inputs.

Outcomes of Employee Involvement

Providing opportunities for active participation is beneficial for individuals as well as entire organizations. Applied
organizational researchers have identified a myriad of positive outcomes of employee involvement initiatives. The list
below shows just how much of an impact that employee participation and voice can have on the performance and well-
being of a person, team, department, or entire organization.

e Improved organizational decision-making capability (Apostolou, 2000)

Improved Attitude regarding work (Leana, Ahlbrandt, & Murrell, 1992)

Substantially improved employee well-being (Freeman & Kleiner, 2005)

Reduced costs through elimination of waste and reduced product cycle times °

(Apostolou, 2000)

Empowerment, job satisfaction, creativity, commitment, and motivation, as well as intent to stay (Apostolou, 2000;
Light, 2004)

¢ Increased employee productivity across industries (Jones, Kalmi, & Kauhanen, 2010)

How to Get Employee Involvement

In order for an employee involvement process to be effective, three things need to be present:
1. Employees need to be given the authority to participate in substantial decision making.

2. Employees need to have training or experience with appropriate decisionmaking skills
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3. Incentives to participate (either implicit or explicit) must be present Formal interventions usually involve manager
and staff training, buy-in and vocal support from the highest levels, and the application of specific measures to increase
employee participation.

Examples of specific measures include: self-directed/self-managed work teams, problem solving teams, and cross-

functional task-forces (to name a few). However, if you would like to start encouraging employee involvement in your

organization right now, try following these steps:

1. Give a brief survey to your staff that is made up of open-ended questions that ask for specific improvement ideas,

2. Review every response,

3. Communicate the results with all of your staff, and

4. Create a team to implement the easiest ideas that can have the greatest positive impact (see this chart as an easy
template to organize ideas).

Factors to increase motivation at work

Three-fifths of respondents reported that higher salaries and perks/benefits would increase motivation at work.

*  Interestingly, more respondents stated that opportunities to express creativity (47%), and work-life balance (45%) would
increase motivation, as compared to being promoted to the next level (40%).

Higher salary and perks/ benefits GGG 1
Opportunity to express my creativity/ showcase my skills  IEEG_G—_———— 7
Better work-life balance | 45

Promotion to the next level |GGG 40

More focus on training/learning new skills | INEEREEEEG 39 Rase: Werking resporcente (6,000
More challenging work |G 36

Recognition of my work by peers and superiors | IREG_—_ 32

More positive reinforcement frommy supervisors | NN 20

Exhibit 2: Bayt.com Career Aspirations in the Middle East and North Africa Survey — January 2015. Image
credit: Bayt.com

Once the aspirations have been defined and quantified, all that is left is finding ways to achieve them. For aspiration
management to be effective, employees’ goals need to be aligned with organizational goals. Providing the necessary
training is the key to achieving this alignment of goals. Across the MENA (Middle East Nations), 45% of professionals
cite the lack of training and growth opportunities as the main barrier to their personal career growth. Fortunately,
investment in training is projected to increase in 2015 according to 73% of respondents in the Bayt.com Skills and Hiring
Trends in the MENA poll.

Employee engagement has three related components: a cognitive, an emotional, and a behavioral aspect. The cognitive
aspect of employee engagement concerns employees’ beliefs about the organization, its leaders, and working conditions.
The emotional aspect concerns how employees feel about each of those three factors and whether they have positive or
negative attitudes toward the organization and its leaders. The behavioral aspect of employee engagement is the value-
added component for the organization and consists of the discretionary effort engaged employees bring to their work in
the form of extra time, brainpower and energy devoted to the task and the firm. Recent research suggests that high-
involvement work practices can develop the positive beliefs and attitudes associated with employee engagement, and that
these practices can generate the kinds of discretionary behaviors that lead to enhanced performance. The section
immediately below describes high- involvement work practices and how they are utilized in both manufacturing and
service settings. The next section outlines the evidence for the effectiveness of these practices. The final section discusses
the implementation process and argues for the importance of embracing a participatory philosophy in order to align the
process with the concept of high involvement.

How effective are high-involvement work practices?

Evidence of the effectiveness of high-involvement work practices has been documented in several research studies. The
multivariate statistical analyses conducted on the research data include statistical controls for a variety of factors existing
in the environment in order to rule them out as plausible alternative explanations for the findings. As a result, fairly strong
inferences can be drawn regarding the impact of the high-involvement management system. The results of this research
are impressive. The early research examined the impact of high- involvement work systems in manufacturing
organizations. The development of the Saturn Corporation within General Motors constituted a demonstration project for,
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“a radically new organizational form in which work would be organized into teams, work rules would be drastically
simplified, and the union would be a full partner in decision making from the bottom to the top of the organization.” The
project has been largely considered a success. For instance, the J. D. Power and Associates statistics on customer
satisfaction showed that in 1992 and every year since, Saturn has led all U.S. car lines and all brands worldwide except
for Lexus and Infiniti (Acura and Mercedes in 1997 only) in ratings of vehicle quality, reliability and satisfaction.
Researchers and academicians have examined the implementation of the Modern Operating Agreement (MOA) between
the Chrysler Corporation and the United

Automobile Workers (UAW), which was signed and ratified in six Chrysler plants by 1987. The MOA reduced job
classifications, tied pay to skills within those classifications, established joint consultation committees, and reorganized
work into shop-floor teams. A survey company contacted 782 unionized production workers at their homes 5-6 years
after the signing of the MOA contracts. Sixty-four percent of those contacted stated they were satisfied or very satisfied
with the MOA, 68% agreed or strongly agreed that they preferred the MOA to the previous system, and 76% agreed or
strongly agreed that they preferred the team system to the old system.

Employee lnvolvement
= Authority ® [nformation / Communication &
X = Compary Knowledge ™ Recognitions and Rewards %,
& = |ndividual Knowledge = Rowards-Performance List 0‘?&

b
P | | %,
%,
%

COMPETITIVE ADVANTAGE

= Employee Morale
= Tumoyer

= Top Management

= Balance = Customer Satisfaction Comamitment o Quality
® Work Lead = Financial Performance ® Quality Emphasis

= Diverity = Custormer Improvement /
= jcb Security Innovation

= Resources

= Company Teanmwork

Exhibit 3: Employee Involvement in work

In another study, Eileen Appelbaum and her colleagues (2000) studied 15 steel mills, 17 apparel manufacturers, and 10
electronic instrument and imaging equipment producers. Their purpose was to compare traditional production systems
with flexible high performance production systems involving teams, training, and incentive pay systems. In all three
industries, the plants utilizing high involvement practices showed superior performance. In addition, workers in the high-
involvement plants showed more positive attitudes, including trust, organizational commitment and intrinsic enjoyment
of the work.

Larger studies have confirmed the positive effects of high-involvement work practices in manufacturing. Jeffrey Arthur’s
1994 study of 30 steel mini mills in the U.S. in 1988-89 showed that the mills with commitment systems involving more
employees training and more employee participation in solving production problems had higher productivity, lower scrap
rates, and lower employee turnover. John Paul MacDuffie’s 1995 study of an international database examining 62
automobile assembly plants in 1989-90 found that flexible production plants with high-involvement practices such as
team-based work systems, contingent compensation, and extensive employee training consistently outperformed
traditional plants in terms of both productivity (labor hours per vehicle) and quality. In 2005, Deepak Datta and his
colleagues analyzed survey responses from 132

U.S. manufacturing firms and found that firms utilizing high-performance work systems showed significantly higher labor
productivity than their competitors.

More recent researchers have asked the question of whether high-involvement work practices can be generalized to the
service industry sector. Once again, impressive results have been documented. Two studies of employees in the life
insurance industry examined the impact of employee perceptions that they had the power to make decisions, sufficient
knowledge and information to do the job effectively, and rewards for high performance. Both studies included large
samples of employees (3,570 employees in 49 organizations and 4,828 employees in 92 organizations). In both studies,
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high-involvement management practices were positively associated with employee morale, employee retention, and
Company financial performance.

Another recent study has tested high-involvement work practices in a call center environment. In a field experiment, 149
call center employees were randomly assigned to either high involvement work practices, autonomous teams, aligned job
design (essentially new performance metrics aligned with the business strategy), or the traditional management system.
Findings comparing pre- and post test scores showed substantial improvement in organizational commitment and intrinsic
job satisfaction in the high-involvement work practices group compared to no change for the control group or the
autonomous work team group, and impact on organizational commitment only for the aligned job design group. The high-
involvement work practice group also showed the most improvement in performance on a variety of measures.

ANALYSIS AND CONCLUSION

A critical review of current organizations reveals that they are in a flux. The reasons can be many; but one of the most
influential factors is the dynamic nature of business environment in which these organizations operate today. Orgnizations
are aware of the fact that employee participation in their progress is vital, and they have come a long way from
appreciating Maslow’s hierarchy of needs to self-actualization needs of individuals in organizations. Today, organizations
have understood the value of individual contributions from every employee to career growth and development needs of
individuals. Organizations today constantly endeavor to understand what motivates an employee to stay with them and
contribute!

Though many initial surveys of employee motivation and commitment revealed that higher salaries and perks propel them
to make a contribution, it is becoming increasingly clear that it is not enough. Employees want to get more and more
involved with the company so they can make the company grow and take it to a different level and get recognition and
reward for the same. Performance based rewards and industry standing make them happy. Employer and employees have
realized that growth is possible only when their mutual aspirations are synergized to propel the company to new heights.

More and more companies ensure employee involvement by giving them more authority to make decisions at self-
managed team level. With more involvement synergic development of company takes place. Commitment to Quality,
better business leadership and company performance is ensured. Employee engagement in and behavioral aspects are
ensured through participation. The cognitive employee engagement improves employees’ beliefs about the organization,
its leaders, and working conditions. The emotional aspect reinforces their confidence in the organization to take care of
their needs and this consists of the discretionary effort that employees bring to their work in the form of extra time,
brainpower and energy devoted to the task and the firm.

The futuristic needs point towards development of further employee engagement and involvement to the level of self-
managed teams with least amount or nil direction and control. When the organizational intervention needs are reduced,
self-motivated teams working well like greased machinery emerge. This will be the future scenario.

This indeed is a challenge to present and future management teams. Synergy between Employee Aspirations and
organizational expectations and commitment to fulfill them alone will take them forward.

RECOMMENDATION

Academic Researchers and industry practitioners have done a lot of ground work to understand the organizational
dynamics and this will help them design the futuristic organizations. Continuous monitoring of Business environment and
the needs of the industry will help them take their organizations forward!
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